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1 Purpose
This project document is prepared to outline a strategy and approach for a successful adoption of IPSAS at UNFPA and in part in collaboration with the Atlas partner agencies: UNDP, UNOPS, UNCDF and UNIFEM.

While describing the overall approach for a complete adoption by 2012 of IPSAS, this project document will also focus on detailing the second phase of the implementation and more generally the third phase. More specifically, it will address the following questions:

· What is the project aiming to achieve

· What outputs/products will be delivered

· Why the project should be done

· What the expected quality is

· What are the known risks

· How much efforts it will take to plan the project

· How will the project be managed
2 Situation Analysis 

In November 2005, the UN High Level Committee on Management (HLCM) endorsed the adoption of International Public Sector Accounting Standards (IPSAS) based on the recommendation of the UN Accounting Standards Task Force
.  IPSAS was derived from International Accounting Standards (IAS), issued by the Public Sector Committee (PSC) of the International Federation of Accountants (IFAC).

This recommendation is consistent with current financial reporting best practices.  It is aimed at providing meaningful information, both for accountability and decision-making, through the creation of more accurate and accessible financial information.
The adoption of IPSAS involves considerable challenges and complexities, requiring a detailed assessment of a number of major accounting policies, a review and improvement of the requisite information systems and development of performance assessment and financial reports.  It also entails a significant cultural change in the way managers and staff understands and uses financial information. The risks of undertaking these major changes should not be underestimated and senior management’s continued support would be critical to reduce the risks and to ensure successful adoption of IPSAS.  

All UN agencies were urged to adopt IPSAS by 2010.  A few ‘early adopters’, such as WFP, adopted IPSAS in 2008.  UNFPA began moving towards full accrual accounting by adopting the ‘Delivery Principle for Goods and Services’ effective 1 January 2008.  Under this principle expenses are recorded based on receipt of goods and services, effectively eliminating encumbrance accounting which it had practiced under UNSAS.  UNFPA was planning to adopt the IPSAS standards applicable to its organization over the period 2010 – 2012 but has revised its adoption strategy as of December 2009 to a one time adoption approach of all standards in 2012.  This change in strategy was a result of discussions with the United Nations Board of Auditors on the risks associated with a phased approach of IPSAS.  It should be noted that this revised strategy is harmonized with the strategy of the other Atlas partner agencies.
As a result this document reflects the implications of the change in adoption strategy.  This document is also an update to the Project Initiation Document dated 30 June 2009. 

3 Objective and Strategy 

3.1. Approach
UNFPA’s overall IPSAS adoption approach consist of a phased preparedness over the period 2010 – 2012 of accounting policy changes and Atlas ERP technical and configuration changes in order to achieve full readiness and compliance with IPSAS in 2012.  As part of the preparedness activities UNFPA will change some accounting policies in 2010 and 2011 compliant with UNSAS and drawn from IPSAS requirements.  This will provide for a seamless transition to IPSAS in 2012 for the applicable standards to which those policies relate. 

UNDP is the custodian of the Atlas enterprise resource planning (ERP) system and provider of certain key business services to UNFPA.  This relationship is governed by the established mechanism including TAP (Trilateral Advisory Panel) and ESG (Executive Sponsors Group). Whilst such a dependency on UNDP means that UNFPA must ensure proper linkages with UNDP’s adoption schedule for some of the IPSAS standards, the established governance mechanism provides necessary assurances that UNFPA key business priorities for IPSAS are fully taken in to account by UNDP. Hence, sufficient risk mitigation exists against a downside risk for UNFPA’s full compliance with IPSAS in 2012. 
The IPSAS Adoption Project will result in changes in policies, processes and systems. The main principle underlying the overall approach is the control of scope of change in phases over the period 2010 - 2012, allowing a monitoring and control of resources and timeframe.  The approach is based on a one time adoption of IPSAS policies in 2012.  This approach was supported by an upgrade of Atlas Financials to version 9.0 in 2008 and then again by an upgrade of Atlas Financials to version 9.1 in 2011.
The scope and approach for the IPSAS adoption project is defined taking into account the following main drivers of change:

1) Business process changes driven by the Financials 9.0 version;
2) Business process changes driven by the Financials 9.1 version;
3) Business process changes driven by IPSAS;

4) User issues and audit driven requirements;

5) Other users’ requirements.

The impacts of these drivers in terms of change for the users are inter-connected and need to be addressed by the project in an integrated way – during design and development but also in terms of roll out and change management.

For each set of changes under UNSAS and IPSAS constituting a phase, the standard approach will include the design of target processes –as a result of drivers of change. It is to be noted that the “Financials 9.0” driver for change applies only to the first two phases, while “Financials 9.1” will apply to the third phase.

Further to the design of target business processes, a fit gap will allow defining in detail the scope of work and plan as a result all functional, technical, and change management activities. It is to be noted that the technical side of the fit gap involving the analysis of customizations to the system is critical in terms of managing the costs of the project.  

3.2. Phasing of IPSAS priorities

As mentioned above, the main principle underlying the approach is a phased preparedness of IPSAS.  As part of that preparedness UNFPA will make some accounting policy changes permissible under UNSAS and drawn from IPSAS requirements.  This will provide for a seamless transition to IPSAS for those policies when IPSAS is adopted.  Criteria for defining priorities are the following:
· Limitation of change permitted under UNSAS
· Coordination with the UN Task Force;

· Impact on overall business processes for UNFPA and related change management effort;

· Impact on UNFPA country office operations;
· Impact on business processes provided by or with other Atlas partner agencies and related change management effort;

· Impact on ERP customizations – with the objective of simplifying the systems.

UNFPA had already moved to accrual accounting for expense recognition in January 2008. The remaining priorities will be confirmed first as part of the specification of the scope of Phases 1, 2 and 3 of the adoption and second after validating all requirements for the system. The following are the assumptions valid at the time of the construction of this project document.
Phase 1 scope covering the period 2009 – 2010 will include the change in accounting policies compliant with UNSAS and drawn from IPSAS requirements or extended note disclosure information for following IPSAS standards.  This phase will also include developing accounting policies and business practices and define technical changes to Atlas for changes that will take place in 2011. The standards include in Phase 1 include:
· Revenue for Exchange Transactions [change in accounting policy]
· Revenue from Non-Exchange Transactions [change in accounting policy]
· Configuration and technical changes for Property, Plant and Equipment [extended note disclosure information]
· Inventories [change in accounting policy]
· Employee Benefits [change in accounting policy]
· Related Party Disclosure [note disclosure information]
· Provision and Contingent Liabilities/Assets [note disclosure information]
Phase 2 scope covers 2011 will include continued work on developing accounting policies and business practices, implementing technical changes in Atlas and developing report specifications.  Include standards included in phase 2 include:
· Presentation of Financial Statements and Cash Flow Statements

· Inventory
· Leases

· Financial Instruments

· Segment Reporting

· Presentation of Budget Information in Financial Statements

· Property, Plant and Equipment
· Intangible Assets
· Impairment of non-cash generating assets
· Impairment of cash generating assets

Phase 3 scope covers 2012 will include continued work on the development of Statutory Financial Reports and Segment Reports and the adoption of accounting policies and business practices and technical changes in Atlas for the other standards listed in Phase 2 above.
Over the duration of the project, IPSAS priorities are defined as described in the following table.  Standards not applicable to UNFPA are identified as such.
	IPSAS Standard
	Impact on Atlas
	Operational Impact
	Risk Analysis

	IPSAS 1 Presentation of Financial Statements sets out the overall considerations for the presentation of financial statements, guidance for the structure of these statements and minimum requirements for their content under the accrual basis of accounting.

	UNFPA to adopt Standard.

ERP impact:

· Reporting capability to automatically generate Financial Statements.

· Scripts to automatically extract required information for financial statements including note disclosures.

· Detail fit gap analysis for IPSAS compliant financial statements and note disclosure information will be provided by the IPSAS Team in conjunction with the Accounts Section of Finance. 
	The operational impact of this standard is in Finance.  The preparation of the financial statements and disclosure notes is the sole responsibility of Finance.  

No other divisions or country offices will be impacted by adopting this standard.
	Risk factor: High.  Need UNSAS transitional financial statements for FY 2010 – 11 modeled after the IPSAS General Purpose Financial Statements.  Need IPSAS compliant financial statements in place for FY 2012 financial statements.  Risk factor includes presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization.

Risk Mitigation Strategy: produce mock financial statements in 2010 for review by the Board of Auditors.  Begin in 2010 to develop report specifications for the FY 2010 -11 UNSAS statutory financial statements, including expanding note disclosure information.  Ensure that coding and testing of reports is completed by mid 2011.  Begin in 2010 to develop the report specifications for the IPSAS General Purpose Financial Statement, including required note disclosure information.  The appropriate tasks applicable to reports development are included in the detail work plan.

	IPSAS 2 Cash Flow Statements requires the provision of information about the changes in cash and cash equivalents during the financial period from operating, investing and financing activities.
	UNFPA to adopt Standard.

ERP impact:

· Reporting capability to automatically generate Financial Statement.
· Detail fit gap analysis for IPSAS compliant financial statements and note disclosure information will be provided by the IPSAS Team in conjunction with the Accounts Section of Finance.
	The operational impact of this standard is in Finance.  The preparation of the financial statements and disclosure notes is the sole responsibility of Finance.  

No other divisions or country offices will be impacted by adopting this standard.
	Risk factor: High.  Need UNSAS transitional financial statements for FY 2010 – 11 modeled after the IPSAS General Purpose Financial Statements.  Need IPSAS compliant financial statements in place for FY 2012 financial statements.  Risk factor includes presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization.

Risk Mitigation Strategy: produce mock financial statements in 2010 for review by the Board of Auditors.  Begin in 2010 to develop report specifications for the FY 2010 -11 UNSAS statutory financial statements, including expanding note disclosure information.  Ensure that coding and testing of reports is completed by mid 2011.  Begin in 2010 to develop the report specifications for the IPSAS General Purpose Financial Statement, including required note disclosure information.  The appropriate tasks applicable to reports development are included in the detail work plan.

	IPSAS 3 Accounting Policies, Changes in Accounting Estimates and Errors specifies the accounting treatment for changes in accounting estimates, changes in accounting policies and the correction of material errors.

IPSAS 3 Accounting Policies, Changes in Accounting Estimates and Errors
	UNFPA to adopt Standard.

No changes to ERP.
	The operational impact of this standard is in Finance.  It is the responsibility of Finance to determine the changes in accounting policies.  A change in an accounting policy may result in a change in operational practices and procedures that effect other divisions or country offices.  However, resulting impact in current operational practices and procedures will not be known until the change under the new policy is thoroughly analyzed.


	Risk factor: High. Need to ensure that accounting policy or policies applied to transactions, other events or conditions comply with IPSAS standards.  Risk factor includes the condition that where there is no specific requirement to apply an accounting policy have policies been developed to ensure that the financial statements provide information that is relevant to the decision-making needs of the user and are reliable.

Risk Mitigation Strategy: To engage internal UNFPA committees, DOS, Audit Advisory Committee and Board of Auditors on changes to UNFPA accounting policy decisions.   Engage Executive Board through informal consultations, where applicable.

	IPSAS 4 The Effect of Changes in Foreign Exchange Rates deals with accounting for non-US$ transactions and sets out the requirements for determining which exchange rate to use for the recognition of certain transactions and balances, and how to recognize the financial effect of changes in exchange rates within the financial statements.  
	UNFPA to adopt Standard.

ERP impact:

· Conversion of local currency amounts into USD already included in current Atlas functionality.

· May need to rework the current revaluation batch programme for revaluation of PO amount raised in local currencies based on receipt.


	UNFPA is already complying with this standard to the extent that non-US$ transactions recorded Atlas are converted to USD equivalents using the UN Operational Rate of Exchange and the effect of changes in exchange rates are already reflected in financial statements.

Analysis of materiality of the deviation from the spot rate valuation of assets and liabilities.

No additional operational impact resulting from adopting this standard.
	Risk factor: Low.  Non USD transactions and revaluations are currently being converted to USD using UN Operational Rate of Exchange.  The Board of Auditors may challenge the use of the UN Operational Rate of Exchange as satisfying compliance with the standard.  The BoA may pronounce an option that a market spot will need to be used. 
Risk Mitigation Strategy: The Accounting Policy Task Force has recommended continued use of UN Operational Rate of Exchange with more frequent analysis to the market spot rate to satisfy compliance with the standard.  If require, Atlas must be capable of using a market spot rate.

	IPSAS 5 Borrowing Costs
	Standard not applicable to UNFPA because UNFPA is not permitted to engage in borrowing activities.
	
	

	IPSAS 6 Consolidated and Separate Financial Statements 
	Standard not applicable to UNFPA because UNFPA does not have control over any other UN organization that would result in an upward consolidation with UNFPA.
	
	

	IPSAS 7 Investments in Associates 
	Standard not applicable to UNFPA because UNFPA does not have ownership interests in associates as part of its business practice.
	
	

	IPSAS 8 Interests in Joint Ventures 
	Standard not applicable to UNFPA because UNFPA does not engage in joint venture activities as part of its business practice.
	
	

	IPSAS 9 Revenue from Exchange Transactions establishes the conditions for the recognition of revenue arising from exchange transactions, requires such revenue to be measured at the fair value of the consideration received or receivable, and includes disclosure requirements.


	UNFPA to adopt Standard.

· ERP Contracts module must be able to handle recording of revenue as specified by UNFPA policy.

· Detail fit/gap analysis being conducted by ATLAS Inter-Agency working group on Revenue.
	Effective 1/1/2010 Revenue from Exchange Transactions as defined by the change in accounting policy is currently being recorded in Atlas by the Revenue processing Unit of the Resource Mobilization Branch. This unit was created specifically to review donor agreements and enter data into Atlas based on the agreement that would determine how revenue will be recorded.  As a result of creating this unit there is no additional operational impact on the country offices.
	Risk Factor: Low. Risk factor decreased on 1/1/2010 with change in accounting policy and business practices and procedures.  Need to insure harmonization with UNDP and UNICEF on treatment of same donor agreements.
Risk Mitigation: Review funding agreements of common donors with UNDP and UNICEF to insure same accounting treatment.  Risk was also minimized by the creation of the Revenue Unit of the Resource Mobilization Branch eliminating additional operational burden on the country offices.

	IPSAS 10 Financial Reporting in Hyperinflationary
	Standard not applicable to UNFPA because the functional currency for UNFPA is USD for both recording and reporting purposes.
	
	

	IPSAS 11 Construction Contracts 
	Standard not applicable to UNFPA because UNFPA does not engage in construction contracts as part of its business practice.
	
	

	IPSAS 12 Inventories defines inventories, establishes their measurement requirements (particularly those held for distribution at no or nominal charge) under the historical cost system, and includes disclosure requirements. 
	UNFPA to adopt Standard.

ERP impact:

· Need to ensure ERP mechanism for managing inventory purchases and distribution costs.

· UNFPA is only ATLAS partner-agency with a need for Inventory software.

· UNFPA currently pursing inventory software solution with PS. 
· It is planned to first determine the feasibility of utilizing the Inventory Module in Atlas to record, manage and track the flow of inventory and post the appropriate accounting transactions to the GL before looking at other software solutions.  
	The operational impact of this standard would be concentrated in the Procurement Services Branch and the country offices.  The volume of inventory applicable to each country office and the complexity of the Inventory Module will determine the additional workflow and resource capacity requirements.  Operational impact could range from minimal to high and additional resources may be needed.

Recommend having a software solution and revised business practices in place by mid 2011.   Consider contracting SSAs to conduct physical inventory count to establish opening balances.
	Risk Factor: High.  Need to establish criteria for determining inventory based on IPSAS standard.  Need to ensure ERP mechanism for managing inventory purchases and distribution costs.  Risk factor includes under/over-stating assets and expense for inventory items.

Risk Mitigation Strategy:  establish in first quarter 2010 the functional requirements for inventory processing.  Finalize by midyear 2010 the ERP solution for managing inventory.   Operations solution for adoption of changed accounting policy under UNSAS on 1/July /2011 would require a ‘dry run’ of a global inventory count on 1 July 2010, followed by a live count as of 31 December 2010.  The live count as of 31 December 2010 will be used to establish opening balances on 1/1/2011. A second live run as of 1 July 2011 will be made to establish converted balances in the inventory software which will go live at the same time. 

	IPSAS 13 Leases establishes requirements for the accounting treatment of operating and finance leasing transactions by lessees and lessors.
	UNFPA to adopt Standard.

ERP impact:

· Must determine if the Atlas Assets Management module can handle accounting for lease agreements and capitalization of eligible leases.

· Detail fit/gap analysis will be done by the IPSAS Project Team 
	The operational impact of this standard would be at the country office level.  Leases may be expensed or capitalized; the IPSAS Project Team will provide guidelines to determine the lease to be expensed or capitalized.  If the lease is to be expensed there is no additional operational impact.  The lease is processed as usual.  If the lease is to be capitalized the processing in the procurement module of Atlas is the same as processing a fixed asset.  

The operational impact is minimal. There will be a need to establish opening balances for those leases determined to be finance (capitalized) leases.  The bulk of the wok in determining if a lease is a finance lease will be with the IPSAS Project Team.  It is possible that the Cos may be involved to the extent that they would need to make any leases they have available to the team for review.
	Risk Factor: Medium.  Need to ensure that IPSAS compliant financial statements accurately reflect leasing arrangements entered into by the organization.  These would include leases both from the lessor and lessee perspectives.  Operating, Financial and nominal financial leases must be reflected. Risk factor includes understating of assets and liabilities.
Risk Mitigation Strategy:  Begin first quarter 2011 to analyze and classify all leasing arrangements entered into by the organization to determine type of agreement.  No new action required beyond current processing for Operating lease agreements.  ERP functionality is already in place to accommodate Finance lease agreements.

	IPSAS 14 Events after the Reporting Date establishes requirements for the treatment of certain events that occur after the reporting date, and distinguishes between adjustable and non-adjustable events.
	UNFPA to adopt Standard.

No changes to ERP.
	The operational impact of this standard is concentrated in Finance.
	Risk Factor: Low.  Need to ensure that amounts recognized in the financial statements should not be adjusted for non-adjusting events after the reporting date, but disclosed if material.

Risk Mitigation Strategy:  No defined strategy to mitigate the risk factor.  Need to ensure that non-adjusting events after the reporting date are disclosed in notes to the financial statements by the nature of the event and an estimate of its financial effect. 

	IPSAS 15 Financial Instruments: Disclosure and Presentation establishes requirements for the presentation of recognized financial instruments and identifies the information that should be disclosed about both these and unrecognized financial instruments.

(Will be replaced by IPSAS 28 and IPSAS 30 effective January 1, 2013)

	UNFPA to adopt Standard.

UNDP Treasury to determine if changes are required to the Atlas Treasury module.
	The operational impact of this standard is in UNDP Treasury/UNFPA Finance since it relates to the use of financial instruments ranging from payables, receivables and bonds to various forms of derivatives.   Since UNFPA outsources its treasury functions to UNDP there is the operational on UNDP Treasury as it relates to investments activities on behalf of UNFPA. 

No other division or country offices will be operationally impacted by this standard.
	Risk Factor: High.  Need to ensure that items such as receivables and payables arising from contractual obligations are accounted for and disclosed.  Greater risk to UNFPA is being able to verify information received from UNDP related to investments and financial instruments.

Risk Mitigation Strategy:  Begin in 2009 to ensure that all organizational receivables and payables are accounted for and properly disclosed.
Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  

	IPSAS 16 Investment Property establishes the accounting treatment and related disclosures for investment property. It provides for application of either a fair value or historical cost model.
	No changes to ERP.  See IPSAS 17.
	
	Risk Factor: Low.  Investment property is held to earn rentals or for capital appreciation.  Generally, the organization does not hold and classify property solely for the purpose of rental income or for capital appreciation and in many cases if property is leased it is also owner-occupied by the organization.  Any property held by the organization where rental income is earned, is covered by the IPSAS 13 Leasing Standard. 

Risk Mitigation Strategy:   In 2011, analyze rental arrangements to determine appropriate lease classification and accounting.  ERP functionality is already in place to accommodate appropriate lease agreements.

	IPSAS 17 Property, Plant and Equipment establishes the accounting treatment for property, plant and equipment, including the basis and timing of their initial recognition and the determination of their ongoing carrying amounts and related depreciation.
	UNFPA to adopt Standard.

ERP impact:

· Ensure that Asset Management module is capable of capturing asset information based on UNFPA policies and requirements.

· Ensure that ERP is capable of interfacing asset information into the General Ledger.

·  Purchase Order receipt link to Asset Management module must be enabled.
	The operational impact of this standard would be on any division or country office purchasing fixed assets against the support budget or project assets where UNFPA is implementing the project.

Processing fixed assets in the procurement module is the same as it is today.  The IPSAS Project Team will provide guidelines on the new asset categories and asset profiles that will be used under IPSAS.  The plan is to begin using the new categories and profiles starting 2010 to ensure complete familiarity by 2012.

Minimal operational impact across the organization. Opening balances will be recorded in year standard is adopted (2012).  
	Risk factor: Low.  Effective April 2010 changes to the Atlas Asset Management Module will be implemented to record the capitalization and depreciation expense of fixed in the General Ledger. 
Risk Mitigation Strategy: Risk factor has been mitigated with the implementation of configuration and technical changes to Atlas effective April 2010.

	IPSAS 18 Segment Reporting establishes requirements for the disclosure of financial statement information about distinguishable activities of reporting entities.
	UNFPA to adopt Standard.

ERP impact:

· COA must be able to support segment reporting – geographic and/or service line.

· Detailed fit gap/analysis will be done by the IPSAS Project Team in conjunction with Accounts Section. 
	The operational impact of this standard is in Finance.  The preparation of segment reports would be the responsible of Finance.  The plan is to automate the segment reports to minimize the operational impact.
	Risk factor: High.  Need IPSAS compliant segment reports in place for FY 2012 financial statements. Risk factor includes presentation of inaccurate supporting schedules or donor reports.

Risk Mitigation Strategy: begin in 2011 to develop report specifications for segment reports are in compliance with IPSAS standard.  Ensure that coding and testing of reports is completed by mid 2012.  


	IPSAS 19 Provisions, Contingent Liabilities and Contingent Assets establishes requirements for the recognition of provisions, and the disclosure of contingent liabilities and contingent assets.


	UNFPA to adopt Standard.

· Need to identify note disclosure information as part of Inter-Agency fit/gap working group on Reporting


	The operational impact of this standard is in Finance.  The determination and recording of contingent liabilities and contingent assets is the responsibility of Finance.   No other divisions or country offices will be impacted by this standard.
	Risk Factor:  Low.  Provisions are liabilities of uncertain timing.  The number of these for UNFPA if at all should be minimal and are likely to already have already been disclosed in pre-IPSAS financial statements?

Risk Mitigation Strategy:  Begin in 2011 to record Provisions in FY 2012 financial statements.  Contingent Assets and Liabilities are disclosed only and not reflected on the face of the Financial Statements.  No additional ERP functionality required.

	IPSAS 20 Related Party Disclosures establishes requirements for the disclosure of transactions with parties that are related to the reporting entity.

	UNFPA to adopt Standard.

No change to ERP.

· Must be able to obtain related party information from HR and payroll.
	
	Risk Factor: Low.  Certain disclosure requirements for remuneration received from key management personnel will be required.

Risk Mitigation Strategy:  Starting in 2011 disclose in the FY 2011 financial statements for key management personnel and close members of their family the compensation and remuneration received.  No additional ERP functionality required.


	IPSAS 21 Impairment of Non-Cash Generating Assets prescribes the procedures that an entity applies to determine whether a non-cash-generating asset is impaired and to ensure that impairment losses are recognized. It specifies when an entity would reverse an impairment loss and prescribes disclosures.
	UNFPA to adopt Standard.

ERP impact:

· Ensure ERP Assets module recognizes asset impairment, revision of book value etc.

· Ensure COA coding exists to track impairment.
	The operational impact of this standard is in the Facilities and Administrative Services Branch.  The procedures for recognizing impairment under this standard should be the same as those already in place and currently being practiced.  Recording impairment losses in the GL is a standard function in the Asset Management Module of Atlas.

Minimal operational impact.


	Risk Factor: Low.  Task Force decision to recognize assets using cost subsequent to initial recognition and not the revaluation model.  Therefore IPSAS 21 applies. Risk factor includes overstating of assets and understating of expenditures. 

Risk Mitigation Strategy:  Begin in 2010 to test register of PPE for impairment of non-cash generating assets and recognize impairment if applicable.

	IPSAS 22 Disclosure of Financial Information about the General Government

Sector 
	Standard not applicable to UNFPA because UNFPA is not a government.
	
	

	IPSAS 23 Revenue from Non-Exchange Transactions deals with issues that need to be considered in recognizing and measuring revenue from non-exchange transactions, which are the main source of UNFPA’s revenue.

 
	UNFPA to adopt Standard.

ERP impact:

· ERP Contracts module must be able to handle recording of Revenue as specified by UNFPA policy. 

· ERP Contracts module must be able to handle Revenue reporting as defined by RMB.

· Detailed fit gap/analysis being done as part of the IPSAS Inter-Agency working group on Revenue.
	Effective 1/1/2010 Revenue from Non-Exchange Transactions as defined by the change in accounting policy is currently being recorded in Atlas by the Revenue Processing Unit of the Resource Mobilization Branch. This unit was created specifically to review donor agreements and enter data into Atlas based on the agreement that would determine how revenue will be recorded.  As a result of creating this unit there is no additional operational impact on the country offices.
	Risk Factor: Low. Risk factor decreased on 1/1/2010 with change in accounting policy and business practices and procedures.  Need to insure harmonization with UNDP and UNICEF on treatment of same donor agreements.

Risk Mitigation: Review funding agreements of common donors with UNDP and UNICEF to insure same accounting treatment.  Risk was also minimized by the creation of the Revenue Unit of the Resource Mobilization Branch eliminating additional operational burden on the country offices.

	IPSAS 24 Presentation of Budget Information in Financial Statements requires a comparison of budget amounts and the actual amounts arising from execution of the budget to be included in the financial statements of entities that are required to or elect to make publicly available their approved budget(s) and for which they are therefore held publicly accountable.
	UNFPA to adopt Standard.

ERP impact:

· Analysis of what information is required to reconcile the budget basis (cash) to the financial statement basis (accrual) is required – possible implications for ERP configuration including 2nd Set of Books, COA changes, scripts for data extract etc

· Detail fit/gap analysis being done as part of the Inter-Agency working group on Reporting.
	The operational impact of this standard is in Finance.  The preparation of the financial statements and disclosure notes is the sole responsible of Finance.  

No other divisions or country offices will be impacted by this standard.
	Risk factor: High.  Need UNSAS transitional financial statements for FY 2010 – 11 modeled after the IPSAS General Purpose Financial Statements.  Need IPSAS compliant financial statements in place for FY 2012 financial statements.  Risk factor includes presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization.

Risk Mitigation Strategy: produce mock financial statements in 2010 for review by the Board of Auditors.  Begin in 2010 to develop report specifications for the FY 2010 -11 UNSAS statutory financial statements, including expanding note disclosure information.  Ensure that coding and testing of reports is completed by mid 2011.  Begin in 2010 to develop the report specifications for the IPSAS General Purpose Financial Statement, including required note disclosure information.  The appropriate tasks applicable to reports development are included in the detail work plan.

	IPSAS 25 Employee Benefits defines the accounting treatment and disclosure requirements of employee benefits.


	UNFPA to adopt Standard.

ERP impact:

· Possible Atlas HR and Financials configuration and new programs development implications to support recording of employee benefits in the GL.

· Reporting/script implications to extract required information.

· Detail fit/gap analysis being done as part of the Inter-Agency working group on Employee Benefits.
	The recording of short and long term employee benefits under this standard would be done on an automated basis.  The recording of post-employment benefits would need to be recorded manually.  The operational impact of this standard is in Finance to the extent that additional workload may exists in dealing with recording post-employment benefits not currently recorded and the reconciliation of new liability accounts used in recording employee benefit accruals.
	Risk factor: High. Beginning 2012 need to record all employee benefits, including in-service and post employment benefits.  Need to recognize benefits included but not limited to accumulating and non-accumulating compensated absences, After Services Health Insurance, allowances and grants and distinguishing between short-term employee benefits and other long-term employee benefits on the basis of when the impact of present value accounting becomes significant.  Risk factor includes understating expenditures and offsetting liabilities. 

Risk Mitigation Strategy:  Beginning in 2010 work closely with Human Resources, UNJSPF, and other Atlas partner-agencies to ensure that employee benefits are correctly identified, classified, accounted and disclosed for the FY 2010/11 financial statements.  Identify in 2011 the minimum operational procedures needed to be in place to record employee benefits accrual while still being in full compliance with the IPSAS standard.

	IPSAS 26 Impairment of Cash-Generating Assets 
	Standard not applicable to UNFPA.
	
	

	IPSAS 27 Agriculture

	Standard not applicable to UNFPA.
	
	

	IPSAS 28 Financial Instruments: Presentation (Introduced by IPSASB on 1/1/2010; replaces IPSAS 15 effective 1/1/2013) 

Establishes principles for presenting financial instruments as liabilities or net assets/equity and for offsetting financial assets and financial liabilities.


	UNFPA to adopt Standard.

UNDP Treasury to determine if changes are required to the Atlas Treasury module.
	The operational impact of this standard is in UNDP Treasury/UNFPA Finance since it relates to the use of financial instruments ranging from payables, receivables and bonds to various forms of derivatives.   Since UNFPA outsources its treasury functions to UNDP there is the operational on UNDP Treasury as it relates to investments activities on behalf of UNFPA. 

No other division or country offices will be operationally impacted by this standard.
	Risk Factor: Medium.  Need to ensure that items such as receivables and payables arising from contractual obligations are accounted for and disclosed.  Greater risk to UNFPA is being able to verify information received from UNDP related to investments and financial instruments.

Risk Mitigation Strategy:  Begin in 2009 to ensure that all organizational receivables and payables are accounted for and properly disclosed.
Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  

	IPSAS 29 Financial Instruments: Recognition and Measurement (Introduced by IPSASB on 1/1/2010; effective January 1, 2013 in conjunction with IPSAS 28 and IPSAS 30)
Establishes principles for recognizing and measuring financial assets, financial liabilities and some contracts to buy or sell non-financial items, as well as investments and hedge accounting.


	UNFPA to adopt Standard.

UNDP Treasury to determine if changes are required to the Atlas Treasury module..
	The operational impact of this standard is in UNDP Treasury/UNFPA Finance since it relates to the use of financial instruments ranging from payables, receivables and bonds to various forms of derivatives.   Since UNFPA outsources its treasury functions to UNDP there is the operational on UNDP Treasury as it relates to investments activities on behalf of UNFPA. 

No other division or country offices will be operationally impacted by this standard.
	Risk Factor: Medium.  Need to ensure that items such as receivables and payables arising from contractual obligations are accounted for and disclosed.  Greater risk to UNFPA is being able to verify information received from UNDP related to investments and financial instruments.

Risk Mitigation Strategy:  Begin in 2009 to ensure that all organizational receivables and payables are accounted for and properly disclosed.
Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  

	IPSAS 30 Financial Instruments: Disclosures (Introduced by IPSASB on 1/1/2010; replaces IPSAS 15 effective 1/1/2013)
Require entities to provide disclosures that enable users to evaluate i) the significance of financial instruments and ii) the nature and extent of risks to which the entity is exposed, and how the entity manages those risks.
	UNFPA to adopt Standard.

UNDP Treasury to determine if changes are required to the Atlas Treasury module.
	The operational impact of this standard is in UNDP Treasury/UNFPA Finance since it relates to the use of financial instruments ranging from payables, receivables and bonds to various forms of derivatives.   Since UNFPA outsources its treasury functions to UNDP there is the operational on UNDP Treasury as it relates to investments activities on behalf of UNFPA. 

No other division or country offices will be operationally impacted by this standard.
	Risk Factor: Medium.  Need to ensure that items such as receivables and payables arising from contractual obligations are accounted for and disclosed.  Greater risk to UNFPA is being able to verify information received from UNDP related to investments and financial instruments.

Risk Mitigation Strategy:  Begin in 2009 to ensure that all organizational receivables and payables are accounted for and properly disclosed.
Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  

	IPSAS 31 Intangible Assets prescribes the accounting treatment for intangible assets and requires the recognition of intangible assets if certain criteria are met. It specifies how to measure the carrying amount of intangible assets.


	UNFPA to adopt Standard.

ERP impact:

· ERP setup required in Asset Management module for intangible assets based on UNFPA policies and requirements.

· COA should help to distinguish between research and development costs.

· Detail fit/gap analysis being done as part of the Inter-Agency working group on Assets.
	The operational impact of this standard would be concentrated in MIS since intangible assets for UNFPA are primarily software purchased against the support budget.

Processing externally purchased software in the procurement module that is to be treated as intangible assets would be procedurally the same as processing fixed assets.  The IPSAS Project Team will provide guidelines on the new asset categories and asset profiles that will be used under IPSAS.  

Processing procedures for development activities for internally generally software still need to be developed.  The IPSAS Project Team will provide procedures on how those costs are to be recorded in the Asset Management Module of Atlas.  
	Risk factor: High.  Need to ensure that intangible assets are recorded as capitalized items and properly depreciated in the General Ledger based on specific capitalization threshold and useful lives.  IPSAS standard does not require establishing opening balances for intangible assets.  Risk factor includes understating assets and overstating expenses for intangible assets.
Risk Mitigation Strategy: begin in 2010 to identify the changes to the ERP and chart of accounts to ensure use of the capitalization threshold, asset categories, useful lives, and depreciation method beginning in 2011.  Identify business practice changes that will need to be made in recording an intangible asset. Apply configuration changes to Atlas effective 2011.  Change business practices in MIS in 2011 to ensure all operational issues are identified and resolved by 2012.

	Expense recognition applied to advances made to implementing partners.

Adopted 1/1/2009
	No change to ERP:

· UNFPA is in compliance with this practice effective 1/1/2009.
	No additional operational impact in adopting this practice. 
	N/A

	Delivery Principle for Goods and Services

Adopted 1/1/2008
	UNFPA adopted this accounting policy effective January 2008.  No change to the ERP.
	Operational impact of this principle is in Procurement Services Branch and the country offices.  Operationally there was no change in workflow procedures as a result of adopting this principle. 
	N/A


3.3. Outline business case

3.3.1 Policies and processes

Improvements in accounting systems generally follow three broad steps: begin with a cash-based accounting system, then switch to a modified accrual system and finally to a full accrual accounting system which IPSAS is based upon.

A number of public-sector organizations have adopted or are in the process of adopting IPSAS.  The Organization for Economic Co-operation and Development (OECD), for instance, recognized the importance of accrual accounting way back in 1993 and commented that “while the advantages of cash are acknowledged in terms of assessing short term economic impact and compliance with spending limits, the ability of cash information to enable informed decisions on the stewardship and financial position is constrained because it excludes physical and financial assets and liabilities. Alone it provides no basis for judgments on performance in terms of economy and efficiency.

Most UN agencies, including UNFPA, follow a method known as modified accrual accounting. Some of the significant differences between UNFPA’s modified accrual and full accrual-based IPSAS relate to the following accounting rules: 

a) Under the current modified accrual accounting regime, revenue or income received from donors is recorded on cash basis (i.e. when cash is received), while the full-accrual method records revenue in the period in which it is earned (rather than when cash is received). 

b) Under the modified method, the full purchase price of a capital asset is shown as an expenditure item in the year of purchase and, as a result, the purchase has an immediate effect on the annual results.  Full accrual method, on the other hand, expenses capital charge over the economic life of the asset. 

c) Certain liabilities related to staff (such as ASHI, annual leave) are recorded in the financial statements on cash basis under the modified method, while the full accrual method recognizes these liabilities when they are incurred, whether they have been paid or not. 

d) Under the modified method, stock items considered inventory are recorded as expenditure even when warehoused.  Under a full accrual method those same items will be capitalized until they are distributed at which point they will be expensed.   

Due to the above limitations inherent in the modified accrual method, UNFPA and partner agencies face the following drawbacks. 

a) Inadequate planning for maintenance and replacement of capital assets: since modified accounting allows UNFPA to charge the full cost of a capital asset when it was acquired, not over the economic life of the asset, the cost of a capital asset is not recorded in the years subsequent to the acquisition.   This would lead to (i) overstating or understating cost of capital when assessing performance of a time period; (ii) neglecting the cost of capital when key decisions are made such as resource allocation and iii) providing no basis for keeping some “reserves” aside for  maintaining, improving or replacing capital assets.
b)  Incomplete recording of assets and liabilities: as mentioned above, accounts maintained using the ‘modified’ method are incomplete because of the non-capitalization of capital assets. There are also other assets and liabilities which are not reflected in the books at all because no cash is received or paid in relation to them.  An example of an un-capitalized liability is ASHI. 

c)  Fund-based reporting:  current UN modified accrual accounting method is fund-based. UNFPA, for instance, maintains a number of fund accounts for core resources, cost sharing, trust funds, etc. Each of these funds has its own financial balances and is accounted for as an entity. This makes it difficult for the Executive Board to form a view on the overall financial position of the organization since a consolidated statement of the overall financial position is not produced. 

 In contrast, full accrual accounting method which is embedded in IPSAS recognizes transactions when the underlying economic event occurs, not just when cash is received or paid. It improves accounting for liabilities related to staff benefits.  It recognizes multi-year benefits of some capital assets by expensing them over the time they are expected to be used, as opposed to only at the time of their acquisition.  Over the longer run, data on revenues and expenses become more meaningful since they reflect the underlying financial consequences of activities or operations undertaken during a time period.  This will increase transparency and will improve the quality and relevance of financial and operational reports prepared for the Executive Board, the donors and ultimately for all stakeholders.  Further, financial reporting based on full accrual method can provide a powerful tool for results-oriented managers since it is based on  ‘delivery principles’,  matching program delivery results with the resources used to achieve them,  Full accrual accounting method is,  consequently, considered to be the standard accounting practice that provides a more accurate picture of an organization’s current condition and a better insight into the relationship between services delivered and the cost of those services.

The following specific reasons should be particularly underscored for adopting IPSAS:

· IPSAS can in a tangible way provide effective UN wide harmonization on accounting and reporting standards. It will remove some of the constraints towards one UN and enhance UN’s ability to act in unison towards key global objectives and the Millennium Development Goals. 

· At this critical juncture in the UN’s reform agenda, it is important for UNFPA and partner agencies to aim for a high level of transparency and accountability on its stewardship of its assets.  Without complete financial information, the Executive Board and the donor community would not be able to hold UNFPA accountable for the funds entrusted to the organization.
· Secondly, over the years, donors’ contributions have shown significant growth. The more dollars are channeled through UNFPA, the greater its obligation is to account properly to the donors and stakeholders.  At a more detailed level, IPSAS would facilitate the assessment of UNFPA’s ability to finance its activities and to meet its liabilities and commitments when full costs for a period are taken into account.  It further facilitates assessment of UNFPA’s performance in terms of its service costs, efficiency and results achieved by providing complete information on its entire assets, liabilities , equity,  revenue, expenses and cash flows based on full accrual basis

· Thirdly, full accrual accounting would facilitate better capital investment by providing a consistent framework for planning the funding, maintenance and replacement cost of capital assets.   The existing modified accrual accounting method, according to some researchers, has contributed to the general problem of “infrastructure deficit” in the public sector by allowing full charge of a capital asset when acquired, not over the life of the asset.  As a result, organizations feel no compulsion to recover cost of capital through annual charges.  But when budgetary constraints are faced, which happens quite often in several public sector organizations, capital spending would be among the first items to be put on hold.  Full-accrual accounting, on the other hand, would facilitate better investment planning because costing can be based on resources consumed rather than those purchased.  It would also provide a framework for putting some funds aside in a form of “reserve” for capital improvements and replacements. It is to be noted from this perspective that implementing IPSAS will also mean implementing internally what UNFPA in particular advocates in the development world.
3.3.2 Systems
In January 2009 the current Atlas Financials platform was upgraded from version 8.4 to 9.0. While the remaining IPSAS adoption project for UNFPA could have been achieved without this upgrade, the decision to do it was made on the basis of the following advantages / benefits:

· Linkage to IPSAS implementation and improvement of the user experience with Atlas – The upgrade will lay the foundation for the IPSAS implementation by providing additional and enhanced functionalities
· Maintain support from Oracle’s Global Support Center - Oracle was no longer going to provide adequate support for current release of PeopleSoft Financials (Release 8.4) as of March 2007.  It was critical to have support from the Global Support Center to report bugs with PeopleSoft’s delivered product, receive fixes and workarounds for issues reported and obtain regular updates for application changes. This type of support will not be available after this deadline;
· Obtain ongoing training and resources – Oracle will not offer training courses on unsupported releases.  For an unsupported release, availability of quality technical resources will be severely limited and costly.  Retention of these resources, including those currently at UNFPA (both in-house and contracted), will be significantly more challenging as well;
· Utilize enhanced functionality within the applications - Oracle delivers enhanced/additional functionality to all its products as it evolves from release to release.  This enhanced functionality that is delivered in each new release of the software gives UNFPA the ability to remove customizations that were required in a previous release, thereby reducing the total cost of ownership of the suite;
· Roadmap to Fusion – Oracle plans to eventually merge their PeopleSoft products into an integrated solution called Fusion that will combine the best of all of the ERP solutions it currently owns, which includes Oracle Financials, PeopleSoft Financials and JDE World One.  Upgrading to 9.0 would give the Atlas partner-agencies the option of upgrading to Fusion in the future.  There is uncertainty as to whether or not Oracle will continue to support the previous PeopleSoft configuration once Fusion is released.

In addition, specific benefits per module are available in this release.  These have been delivered by PeopleSoft as a result of two separate major releases, version 8.8 and 9.0.  The benefits to be utilized by UNFPA as a result of this project will depend on project scope, timeline, and other factors to be determined after further analysis.  Not all functionality mentioned below will be implemented as part of this project.  Determination will be made as scope is determined and further analysis is performed as to the fit of the new features to UN agency requirements.

3.3.3 Initial list of benefits

This section provides a first list of high level benefits for the IPSAS Adoption Project. This list will be refined and updated through the benefit management process, part of management processes of the project.

· IPSAS will permit effective UN-wide harmonization through consistent and comparable financial statements

· Support to the One UN agenda

· For UNFPA and partner agencies, synchronization with partner governments (as of September 2007, fifty five developing countries governments have adopted or are in the process of adopting IPSAS)

· Improved assessment of overall performance and increased transparency and accountability

· More accurate financial picture consistent with international standards

· Improved visibility and accountability on liabilities
· Improved capacity to plan through reduced complexity of financial terminology and measures

· Better overall management of UNFPA programmes
· Improved reporting

· Improved congruence between financial and substantive view through the clarification of events related to revenue and expenses recognition and accrual accounting
· Better system security in accordance with UNFPA’s Internal Control Framework (ICF) and improved oversight
· Improved and strengthened systems to support the development and growth of UNFPA and partners
3.3.4 Risk Mitigation
The overall UNFPA IPSAS Project objective is to prepare organization for full IPSAS compliance in 2012, by revising accounting policies and practices to the extent allowed by UNSAS, starting in 2010 and produce IPSAS compliant financial statements and a clean audit opinion in 2012.  In keeping with that objective there are a number of key success factors, risks and risk mitigation strategies to achieving IPSAS compliance.  These are outlined as follows:
1. Key Success Factor: Consistent interpretation and application of IPSAS standards across UN System.

· Risk Factor: Lack of consensus in UN System in applying IPSAS-compliant accounting policies specifically in key functional areas such as revenue recognition, project assets, consolidation and the use of discount rates for employee benefits.

· Risk Mitigation: UNFPA to continue to engage with UN organizations in discussions at the NY Focus Group, Accounting Policy Task Force and FB Network on IPSAS related issues to promote consistent and practical application of IPSAS compliant accounting policies.  UNFPA to engage with the UN Board of Auditors in reviewing proposed accounting policy changes and linkages of IPSAS standards.
2. Key Success Factor:  IPSAS compliant financial statements, accounting policies and disclosure notes in place in 2012. 

· Risk Factor: Non agreement by the Board of Auditors on recommended financial statements and accounting policies. Additionally there is a risk that IPSAS project staff resources would not be able to devote full-time to IPSAS implementation.

· Risk Mitigation:  
· Key step in IPSAS work plan is to engage External Auditors prior to UNFPA accounting policy decisions related to IPSAS standards.  
· UNFPA plans to conduct active monitoring of progress against IPSAS work plan involving senior management, senior finance staff, DOS and IPSAS Project Board, where necessary.  

· UNFPA will refer to the IPSAS Compliance Guide published by the United Kingdom National Audit Office and IFAC Study 14 Transition to the Accrual Basis of Accounting Guidance for Governments and Government Entities on a regular basis during the adoption process.
· UNFPA will produce mock IPSAS financial statements for review by the Board of Auditors.
· Produce interim IPSAS financial statements in 2011 and 2012 for review by the Board of Auditors.
3. Key Success Factor: IPSAS compliant ERP systems and processes in place in 2012.

· Risk Factor: Insufficient UNFPA and partner resources where necessary for ERP upgrade, customizations’ or configurations to support IPSAS standards.

· Risk Mitigation: Recent upgrade of ATLAS has brought the organization closer to IPSAS compliance.  A robust assessment of the processes in many functional areas including assets, inventories, intangibles and employee benefits must be completed to determine what resources and other changes are required.  UNFPA MIS to ensure adequate resources to meet ERP changes where needed.  UNFPA to collaborate with other Atlas partner agencies to identify and implement common ERP changes taking advantage of resources across the agencies and reducing development time.  Hosting changes from IBM to UNICC has significantly improved the performance and reliability of Atlas.  As such the upgrade to 9.1 should present little risk.
4. Key Success Factor: Buy-in from Stakeholders (Executive Board, Donors, Board of Auditors, Senior Management, and Staff).

· Risk Factor: Resistance to change, particularly if changes impacts delivery, implementation rates, business processes, Atlas functionality or additional operational procedures, particularly at the country office level. 
· Risk Mitigation: UNFPA IPSAS project team to design and implement comprehensive change management strategy through comprehensive communications and training which engages stakeholders to ensure buy-in.  In this light, a lessons’ learned information session from WFP as an early adopter of IPSAS was hosted by UNFPA in February 2009, ensuring key UNFPA staff gain insight into the experiences and lessons learned from WFP’s IPSAS implementation.  In addition, updates to the Executive Board via informals, the Executive Committee, and Operations Committee will be held on a regular basis.  Regularly scheduled meetings with the Board of Auditors on IPSAS related matters in also planned.  Training materials are to be leveraged from the CEB System-wide IPSAS training materials initiative and built upon where gaps exist to ensure UNFPA relevant materials are available. 
5. Key Success Factor: Increase capacity of UNFPA staff to sustain IPSAS-compliant requirements, processes and procedures.

· Risk Factor: Lack of appropriate staff skills.

· Risk Mitigation: UNFPA to leverage UN System-wide training materials to build customized training materials for UNFPA.  UNFPA IPSAS Project Team, in conjunction with different support, programme and operational divisions to identify the changes required to update policy and procedures guidelines, manuals to be in support of IPSAS standards. 

6. Key Success Factor: Commitment of UNDP to by fully IPSAS compliant by 2012.

· Risk Factor: UNDP may decide to postpone a 2012 IPSAS compliant deadline to a later date.
· Risk Mitigation:  Where linked with UNDP on moving jointly on the adoption of certain IPSAS standards UNFPA must be prepared to apply the minimum operational procedures by 2012 to allow full compliance of the standards.  UNFPA must also be prepared to develop IPSAS compliant financial statements and note disclosure information with UNFPA resources.  UNFPA must engage with UNDP on a regular basis towards harmonization, cooperation and resource/knowledge sharing. 
7. Key Success Factor: UNFPA Financial Regulations and Rules were revised in 2009 to allow continued compliance with UNSAS while moving towards IPSAS in 2012.  Consequently there is no longer any risk factor.
8. Key Success Factor: Continuity of the IPSAS Project Team for the duration of the adoption project ending with the issuance of the first fully IPSAS compliant financial statements in May 2013.

· Risk Factor: impending scheduled retirement from the UN system of the IPSAS Project Manager in April 2011.
· Risk Mitigation:  A proposal has been presented by the Director, DMS to DHR to extend the employment of the IPSAS Project Manager to December 2012.
9. Key Success Factor:  Continued engagement with the Board of Auditors on IPSAS related issues.

· Risk Factor:  The Board of Auditors has pronounced its position on a phased adoption approach of the IPSAS and has cautioned on the risks associated with that approach.  Not keeping the Board of Auditors engaged in IPSAS related issues through a phased preparedness approach could result in UNFPA and the Board of Auditors having a misinterpretation or misunderstanding of the standards when adopted. 
· Risk Mitigation: UNFPA has developed a formal schedule of meetings with the Board of Auditors to review IPSAS related issues in advance of adopting accounting policies or practices.  These discussions with range from review of mock financial statements, review of accounting policies under UNSAS drawn from IPSAS requirements and review of accounting policies/practices under IPSAS. 
10. Key Success Factor:  UNFPA implemented the Revenue Processing Unit in the Resource Mobilization Branch effective 1/1/2010 to record revenue in Atlas based on the change to the revenue recognition policy.  This unit was created specifically to review donor agreements and enter data into Atlas based on the agreement that would determine how revenue will be recorded.  As a result of creating this unit there is no additional operational impact or burden on the country offices. Consequently the risk factor associated with not being able to successfully apply revenue on an operational basis based on a change in accounting policy no longer exists.
11. Key Success Factor: Ability to manage amendments to existing IPSAS Standards.

· Risk Factor: Changes or amendments to IPSASs drawn from improvements to IFRSs and published by the IASB may be overlooked in terms of policy, business practice or ERP implications.

· Risk Mitigation: As a matter of course, the IPSAS Team will continuously peruse the IFAC website for “Improvements to IPSASs” announcements and documents.  Immediate attention will be given to changes that affect those standards applicable to UNFPA.  Additionally, any risks associated with a possible future convergence from IPSAS to IFRS are significantly decreased. 
12. Key Success Factor: Ability to recognize and resolve business deficiencies.

· Risk Factor: Not resolving business deficiencies highlighted by adopting IPSAS standards could lead to a qualified audit opinion.  Staff becomes more accountable and responsible for items under their control.  These items are more transparent because of how they are recorded on the books of the organization and reported in the financial statements and donor reports.
· Risk Mitigation: Increases communication and buy-in from management and staff on items under their control.
3.3.5 On-Going Production Support

On-going production support of IPSAS will need to be provided for after the end of the project with respect to the analysis and implementation of changes to existing standards already adopted or introduction of new standards.  This support will be handled by resources in the Finance Branch that will be funded from the support budget beginning in 2013.
Risks and Risk Mitigation by IPSAS Standard
In addition to the above key success factors the table in Section 3.2 - Phasing of IPSAS Priorities outlines the risks and risk mitigation strategy by individual IPSAS standard.  A risk mitigation register and action plan is includes in the Annex Section of this document from pages 49 to 56.
3.4. High level plan

The overall plan covering the duration of the IPSAS Adoption Project is shown in the diagram below:
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2

3 Phase 1: 2008 - 2010 Analysis/Implementation

4 Review/Analyze IPSAS Standards

36

37 Revise Financial Regulations and Rules

46

47 Develop and adopt accounting policy changes in context of UNSAS

57

58 Develop business practice changes to be made in context of UNSAS

65 Define and apply Atlas Configuration and Technical Changes in context of UNSAS

69

70 Define and apply Atlas changes to enhance disclosure note information

73 Apply technical changes to Atlas for Revenue Recognition

99

100 Conduct User Training on new software functionality

104

105 Apply technical changes to Atlas for Property, Plant and Equipment

131

132 Conduct User Training on new software functionality

136

137 Apply technical changes to Atlas for Employee Benefits

149

150 Define Business and Technical Requirements for Inventory

155

156 Apply technical changes to Atlas for Inventory

172

173 Develop Mock Financial Statements

178

179 Develop General Purpose Financial Statements

186

187 Establish Opening Balances for Existing Inventory Items

195

196 Review/Analyze IPSAS Stnadrds

202

203 Conduct Change Management Activities

215 Revise and Conduct Communications Strategy

MT

Feb 28, '10


[image: image2.emf]ID


Task Name


223


Conduct On-Going Project Management


231


232


Phase 2: 2011 Implementation


233


Adopt accounting policy changes in context of UNSAS for Inventory


240


241


Apply technical changes to Atlas for Inventory


254


255


Conduct live count of Existing Inventory Items as of 30 June 2011


259


260


Conduct User Training on new software functionality


264


265


Apply technical changes to Atlas for Employee Benefits


282


283


Phase 2: 2011 Review/Analyze IPSAS Standards


284


Identify standards requiring policy changes


289


Identify standards requiring financial statement and other reporting changes


294


identify standards for note disclosure purposes


300


301


Develop and adopt accounting policy changes in context of IPSAS


314


315


Apply technical changes to Atlas for Intangible Assets


341


342


Apply technical changes to Atlas for Leases


368


369


Develop General Purpose Financial Statements


388


389


Develop Segment Reports


390


Stage 1: Define Functional Specifications


394


395


Stage 2: Develop Technical Specifications for Segment Reports


400


401


Conduct Change Management Activities


422


423


Phase 3: 2012 Analysis/Implementation


424


425


Develop Segment Reports


435


436


2012 IPSAS Standards Analysis


442


443


Conduct Change Management Activities


M


T


Feb 28, '10




ID Task Name

223 Conduct On-Going Project Management

231

232 Phase 2: 2011 Implementation

233 Adopt accounting policy changes in context of UNSAS for Inventory

240

241 Apply technical changes to Atlas for Inventory

254

255 Conduct live count of Existing Inventory Items as of 30 June 2011

259

260 Conduct User Training on new software functionality

264

265 Apply technical changes to Atlas for Employee Benefits

282

283 Phase 2: 2011 Review/Analyze IPSAS Standards

284 Identify standards requiring policy changes

289 Identify standards requiring financial statement and other reporting changes

294 identify standards for note disclosure purposes

300

301 Develop and adopt accounting policy changes in context of IPSAS

314

315 Apply technical changes to Atlas for Intangible Assets

341

342 Apply technical changes to Atlas for Leases

368

369 Develop General Purpose Financial Statements

388

389 Develop Segment Reports

390 Stage 1: Define Functional Specifications

394

395 Stage 2: Develop Technical Specifications for Segment Reports

400

401 Conduct Change Management Activities

422

423 Phase 3: 2012 Analysis/Implementation

424

425 Develop Segment Reports

435

436 2012 IPSAS Standards Analysis

442

443 Conduct Change Management Activities

MT

Feb 28, '10



3.5. IPSAS project budget
Based on the actual expenses recorded in Atlas $1,027,000 has been spent on the IPSAS Adoption Project from 2006 - 2009.  The schedule below outlines the estimated budget for the period 2010 – 2011.  At this point $1,600,000 is projected to be spent in 2012.
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#

Unit Cost

2010 

Costs

2011 

Costs

Total Costs 

2010 -11

2010-11 

FINANCE 

Cost

2010-11 

MIS 

Cost

2010-11 

RBM 

Cost

IPSAS Project Team Expenses

IPSAS Project Manager

P5

1

213,881

213,881

213,881

427,762

427,762

0

0

IPSAS Project Specialist

P4

1

178,186

103,942

178,186

282,128

282,128

0

0

IPSAS Project Specialist

P4

1

178,186

178,186

178,186

356,372

356,372

0

0

subtotal IPSAS Project Team Personnel Expenses

496,009

570,253

1,066,262

1,066,262

0

0

SSA for Inventory Project Manager

P3

39,000

66,000

105,000

105,000

0

0

Rent - IPSAS Project Team

3

20,000

51,667

60,000

111,667

111,667

0

0

Rent - Inventory Project Manager

10,000

20,000

30,000

30,000

0

0

Travel

6,000

12,000

32,000

44,000

44,000

0

0

Training

75,000

75,000

150,000

150,000

0

0

Total IPSAS Project Team Expenses

683,676

823,253

1,506,929

1,506,929

0

0

MIS Related Adoption Costs 

19% UNDP Cost Sharing

0

300,000

300,000

0

300,000

0

MIS cost for reports development (external firm)

0

100,000

100,000

0

100,000

0

Development costs of Inventory Module

200,000

200,000

400,000

0

400,000

0

Programmer - Contracts Module

P4

1

178,186

89,093

0

89,093

0

89,093

0

Programmer - Asset Management

P4

1

178,186

89,093

0

89,093

0

89,093

0

Rent - MIS Programmers

20,000

0

20,000

0

20,000

0

Programmer - Employee Benefits

Total MIS related costs 

398,186

600,000

998,186

0

998,186

0

Ongoing Production Costs from IPSAS Adoption

RMB Contracts Module Unit

RMB IPSAS Focal Point

P3

1

149,733

149,733

149,733

299,466

0

0

299,466

RMB Contracts Module Specialists

G7

1

101,933

101,933

101,933

203,866

0

0

203,866

RMB Contracts Module Specialists

G6

2

92,200

184,400

184,400

368,800

0

0

368,800

subtotal RMB Contracts Module Personnel Costs

436,066

436,066

872,132

0

0

872,132

Rent - RMB Contracts Module Unit

4

20,000

80,000

80,000

160,000

0

0

160,000

Total RMB Contract Unit

516,066

516,066

1,032,132

0

0

1,032,132

Finance Specialists to support additional workload

Finance Specialists

P4

2

178,186

59,395

178,186

237,581

237,581

0

0

Finance Specialists

P3

1

149,733

0

74,867

74,867

74,867

0

0

subtotal Finance Specialiats Personnel Costs

59,395

253,053

312,448

312,448

0

0

Rent - Finance Resources

20,000

6,667

20,000

26,667

26,667

0

0

Rent - Finance Resources

0

10,000

10,000

10,000

0

0

Total Finance Specialists

66,062

283,053

349,115

349,115

0

0

Total Ongoing Production Costs

582,128

799,119

1,381,247

349,115

0

1,032,132

Grand Total

1,663,990

2,222,372

3,886,361

1,856,043

998,186

1,032,132



4 Management Arrangements

4.1. Project Governance structure

UNFPA’s IPSAS adoption plan will be operating under a governance structure of the CEB, Finance and Budget Network and the Accounting Policy Task Force.  Working groups, such as the New York Focus Group, in which UNFPA actively participates, will provide comments and analysis to the task force on IPSAS-related matters.  To ensure an additional level of governance for the project UNFPA will have an IPSAS Project Board, the purpose of which is to provide guidance, advice and support on the IPSAS implementation.  The governance structure is depicted below: 
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IPSAS Project Board - Sponsor:  Mari Simonen
1. Overall direction and guidance
2. Chair of the Board meetings and reviews
3. High level support and leadership
IPSAS Project Board - Executive: Subhash Gupta
1. Ownership of the project’s business case
2. Overall direction and guidance
3. Setting of management stage tolerance
4. Review of exception reports and exception plans

5. Delivery of a suitable end product
 

IPSAS Project Board — Senior Users: Diane Kepler
1. Ownership of the project from a User viewpoint
2. Approval of User specifications for technical products
3. Attendance to Board meetings and reviews
4. Prioritization of project issues
5. Review of exception reports and exception plans
6. Ownership of the project’s benefits plan
 

IPSAS Project Board — Senior Supplier: Judy Ilag
1. Ownership of the project from a supplier viewpoint
2. Approval of functional Specification
3. Attendance to Board meetings and reviews
4. Prioritization of project issues
5. Review of exception reports and exception plans
6. Oversight of the impacts of the project on the technical infrastructure
 

Project Manager: Jim Notaro
1. Overall management of the project: time, scope, budget 

2. Day-to-day management of the Project
3. Planning, monitoring and control
4. Team management
5. Delivery of the projects Products

6. Configuration Management, Filing and Change Management

7. Coordination and arbitration of resource requirements across the projects
8. Coordination of the benefits management process
9. Tracking of issues, risks and progress across the projects

10. Reporting progress
IPSAS Project Team:  Jim Notaro, Peter Krist, TBD
1. IPSAS Project Management – creation and management of an IPSAS Project Work Plan and budget

2. IPSAS Policy Decision documents – Conduct detail analysis of individual IPSAS standards to document the impact on UNFPA business processes, procedures, reports and Atlas functionality.  Develop IPSAS policy documents in support of the 
3. Conduct review, analysis, development and testing of modifications to Atlas and other ancillary systems in order to operate in compliance with IPSAS

4. Analyze revisions, deletions and additions to UNFPA financial regulations and rules, policies and procedures, and other business guidelines needed to be made in order to comply with IPSAS

5. Data Requirements Analysis – Determine data requirements of IPSAS compliant accounting policies

6. Communications Support - creation and Management of an IPSAS Adoption Communications Plan – conduct internal communications with staff and IPSAS Project Board and external communications with Executive Board, Board of Auditors, Atlas partner-agencies, other UN organizations

7. Provide guidance in terms of preparing UNFPA staff for IPSAS, the implications for business process and the changes to Atlas, including preparing training materials and conducting learning sessions

8. With respect to transitional provisions, develop strategies for data cleansing, conversion and entering of opening balances in Atlas
9. Advance measures that promote transparency and efficiency by involving staff from other UNFPA divisions to participate in the IPSAS project on the review and resolution of operational issues, practices and procedures
5 Monitoring Framework and Evaluation

In accordance with Prince 2 standards, the IPSAS Project will be monitored through the following:

· An Issue Log will be activated and updated by the project manager on an ad-hoc basis to facilitate tracking and resolution of potential problems or requests for change. 

· Based on the risk analysis a project risk register and action plan will be activated and regularly updated by reviewing the external environment that may affect the project implementation.

· Based on the detail work plan a spreadsheet application will be maintained and regularly updated as the progress reporting mechanism to the IPSAS Board. 
At the end of each project phase, a review of the project should be performed, including as a minimum requirement the review of achievements of the previous phase, the confirmation of priorities for next phase, the detailed budget for next phase and an update of benefits.
6 Annexes
6.1 Detailed project plan – 1 January 2010 (Pages 39 through 49)
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Task Name


1


IPSAS Programme Phases


2


3


Phase 1: 2008 - 2010 Analysis/Implementation


4


Review/Analyze IPSAS Standards


5


- Delivery Principles for Goods and Services


6


- Presentation of Financial Statements


7


- Cash Flow Statements


8


-Accounting Policies, Changes in Accounting Estimates and Errors


9


- Effects of Changes in Foreign Exchange Rates


10


- Borrowing Costs


11


- Consolidated and Separate Financial Statements


12


- Investments in Associates


13


- Interest in Joint Ventures


14


- Revenue from Exchange Transactions


15


- Financial Reporting in Hyperin flationary Economies


16


- Construction Contracts


17


- Inventories


18


- Leases


19


- Events after the Reporting Date


20


- Financial Instruments


21


- Investment Property


22


- Property, Plant and Equipment


23


- Segment Reporting


24


- Provisions, Contingent Liabilities/Assets


25


- Related Party Disclosures


26


- Imparirement of Non-Cash Generating Asssets


27


- Revenue from Non-Exchnage Transactions


28


- Presentation of Budget Information in Financial Statements


29


- Employee Benefits


30


- Impairment of Cash Generating Assets


31


- Intangible Assets


32


- Expense Recognition of advances issued to implementing partners


33


- Project Assets


34


Review/analyze guidance notes by UN System wide team


35


Determine applicability of each standard for UNFPA


36


37


Revise Financial Regulations and Rules


38


Revise Financial Regulatiuons and Rules (FRRs)


39


Review Revisions to FRRs with DOS and Legal


40


Review Revisions to FRRs with Audit Advisory Committee


41


Review Revisions to FRRs with Operations Committee


42


Review Revisions to FRRs with Executive Committee


43


Review Revisions to FRRs with Executive Board (via informal consultations)


44


Present Revisions to FRRs to ACABQ 


45


Present Revisions to FRRs to Executive Board for approval
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ID Task Name

1 IPSAS Programme Phases

2

3 Phase 1: 2008 - 2010 Analysis/Implementation

4 Review/Analyze IPSAS Standards

5 - Delivery Principles for Goods and Services

6 - Presentation of Financial Statements

7 - Cash Flow Statements

8 -Accounting Policies, Changes in Accounting Estimates and Errors

9 - Effects of Changes in Foreign Exchange Rates

10 - Borrowing Costs

11 - Consolidated and Separate Financial Statements

12 - Investments in Associates

13 - Interest in Joint Ventures

14 - Revenue from Exchange Transactions

15 - Financial Reporting in Hyperin flationary Economies

16 - Construction Contracts

17 - Inventories

18 - Leases

19 - Events after the Reporting Date

20 - Financial Instruments

21 - Investment Property

22 - Property, Plant and Equipment

23 - Segment Reporting

24 - Provisions, Contingent Liabilities/Assets

25 - Related Party Disclosures

26 - Imparirement of Non-Cash Generating Asssets

27 - Revenue from Non-Exchnage Transactions

28 - Presentation of Budget Information in Financial Statements

29 - Employee Benefits

30 - Impairment of Cash Generating Assets

31 - Intangible Assets

32 - Expense Recognition of advances issued to implementing partners

33 - Project Assets

34 Review/analyze guidance notes by UN System wide team

35 Determine applicability of each standard for UNFPA

36

37 Revise Financial Regulations and Rules

38 Revise Financial Regulatiuons and Rules (FRRs)

39 Review Revisions to FRRs with DOS and Legal

40 Review Revisions to FRRs with Audit Advisory Committee

41 Review Revisions to FRRs with Operations Committee

42 Review Revisions to FRRs with Executive Committee

43 Review Revisions to FRRs with Executive Board (via informal consultations)

44 Present Revisions to FRRs to ACABQ 

45 Present Revisions to FRRs to Executive Board for approval
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Task Name


47


Develop and adopt accounting policy changes in context of UNSAS


48


- Delivery Principle for Goods and Services


49


- Expense Recognition of advances issued to implementing partners


50


- Revenue Recognition


51


- Inventory


52


- Employee Benefits


53


Determine accounting policy changes drawn from IPSAS requirements


54


Determine accounting treatment with respect to opening balances


55


Determine other adjustments/reclassifications needed to be made


56


Determine intra-fund impact of adjustments to be made


57


58


Develop business practice changes to be made in context of UNSAS


59


- Delivery Principle for Goods and Services


60


- Expense Recognition of advances issued to implementing partners


61


- Revenue Recognition


62


- Inventory


63


- Employee Benefits


64


65


Define and apply Atlas Configuration and Technical Changes in context of UNSAS


66


Reveue Reconition


67


Inventory


68


Employee Benefits


69


70


Define and apply Atlas changes to enhance disclosure note information


71


Property, Plant and Equipment


72


73


Apply technical changes to Atlas for Revenue Recognition


74


MIS-Stage 1: Define Functional Specifications


75


Conduct Fit Gap Analysis


76


Define Functional Requirements


77


Define data conversion programe requirements


78


79


MIS-Stage 2: Conduct Functional Design


80


Agree and Define Shared Values


81


Define configuration values and apply changes


82


Design data conversion programes


83


84


MIS-Stage 2: Define Reports Specifications


85


Define changes to existing reports


86


Design new reports


87


88


MIS-Stage 3: Build


89


Construct software programes if required


90


Construct data conversion programes


91


Apply changes to existing reports


92


Construct new reports
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ID Task Name

47 Develop and adopt accounting policy changes in context of UNSAS

48 - Delivery Principle for Goods and Services

49 - Expense Recognition of advances issued to implementing partners

50 - Revenue Recognition

51 - Inventory

52 - Employee Benefits

53 Determine accounting policy changes drawn from IPSAS requirements

54 Determine accounting treatment with respect to opening balances

55 Determine other adjustments/reclassifications needed to be made

56 Determine intra-fund impact of adjustments to be made

57

58 Develop business practice changes to be made in context of UNSAS

59 - Delivery Principle for Goods and Services

60 - Expense Recognition of advances issued to implementing partners

61 - Revenue Recognition

62 - Inventory

63 - Employee Benefits

64

65 Define and apply Atlas Configuration and Technical Changes in context of UNSAS

66 Reveue Reconition

67 Inventory

68 Employee Benefits

69

70 Define and apply Atlas changes to enhance disclosure note information

71 Property, Plant and Equipment

72

73 Apply technical changes to Atlas for Revenue Recognition

74 MIS-Stage 1: Define Functional Specifications

75 Conduct Fit Gap Analysis

76 Define Functional Requirements

77 Define data conversion programe requirements

78

79 MIS-Stage 2: Conduct Functional Design

80 Agree and Define Shared Values

81 Define configuration values and apply changes

82 Design data conversion programes

83

84 MIS-Stage 2: Define Reports Specifications

85 Define changes to existing reports

86 Design new reports

87

88 MIS-Stage 3: Build

89 Construct software programes if required

90 Construct data conversion programes

91 Apply changes to existing reports

92 Construct new reports
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Task Name


94


MIS-Stage 4: Conduct Testing


95


Conduct Unit Testing


96


Conduct System Testing


97


Conduct Integration Testing


98


Conduct User Acceptance Testing


99


Test new reports or changes to existing reports


100


101


MIS-Stage 5: Go-Live


102


Update Configuration Values in Production


103


Run Data Conversion


104


105


Conduct User Training on new software functionality


106


Identify appropriate users to be trained


107


Develop training material 


108


Conduct training (on-site or webinar)


109


110


Apply technical changes to Atlas for Property, Plant and Equipment


111


MIS-Stage 1: Define Functional Specifications


112


Conduct Fit Gap Analysis


113


Define Functional Requirements


114


Define data conversion programe requirements


115


116


MIS-Stage 2: Conduct Functional Design


117


Agree and Define Shared Values


118


Define configuration values and apply changes


119


Design data conversion programes


120


121


MIS-Stage 2: Define Reports Specifications


122


Define changes to existing reports


123


Design new reports


124


125


MIS-Stage 3: Build


126


Construct software programes if required


127


Construct data conversion programes


128


Apply changes to existing reports


129


Construct new reports


130


131


MIS-Stage 4: Conduct Testing


132


Conduct Unit Testing


133


Conduct System Testing


134


Conduct Integration Testing


135


Conduct User Acceptance Testing


136


Test new reports or changes to existing reports


M
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ID Task Name

94 MIS-Stage 4: Conduct Testing

95 Conduct Unit Testing

96 Conduct System Testing

97 Conduct Integration Testing

98 Conduct User Acceptance Testing

99 Test new reports or changes to existing reports

100

101 MIS-Stage 5: Go-Live

102 Update Configuration Values in Production

103 Run Data Conversion

104

105 Conduct User Training on new software functionality

106 Identify appropriate users to be trained

107 Develop training material 

108 Conduct training (on-site or webinar)

109

110 Apply technical changes to Atlas for Property, Plant and Equipment

111 MIS-Stage 1: Define Functional Specifications

112 Conduct Fit Gap Analysis

113 Define Functional Requirements

114 Define data conversion programe requirements

115

116 MIS-Stage 2: Conduct Functional Design

117 Agree and Define Shared Values

118 Define configuration values and apply changes

119 Design data conversion programes

120

121 MIS-Stage 2: Define Reports Specifications

122 Define changes to existing reports

123 Design new reports

124

125 MIS-Stage 3: Build

126 Construct software programes if required

127 Construct data conversion programes

128 Apply changes to existing reports

129 Construct new reports

130

131 MIS-Stage 4: Conduct Testing

132 Conduct Unit Testing

133 Conduct System Testing

134 Conduct Integration Testing

135 Conduct User Acceptance Testing

136 Test new reports or changes to existing reports
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Task Name


138


MIS-Stage 5: Go-Live


139


Update Configuration Values in Production


140


Run Data Conversion


141


142


Conduct User Training on new software functionality


143


Identify appropriate users to be trained


144


Develop training material 


145


Conduct training (on-site or webinar)


146


147


Apply technical changes to Atlas for Employee Benefits


148


MIS-Stage 1: Define Functional Specifications


149


Conduct Fit Gap Analysis


150


Define Functional Requirements


151


Define data conversion programe requirements


152


153


MIS-Stage 2: Conduct Functional Design


154


Agree and Define Shared Values


155


Define configuration values and apply changes


156


Design data conversion programes


157


158


MIS-Stage 2: Define Reports Specifications


159


Define changes to existing reports


160


Design new reports


161


162


Define Business and Technical Requirements for Inventory


163


Define Scope of the Project


164


Develop Project Brief


165


Develop Project Initiation Document


166


Develop Policy Guidelines


167


168


Apply technical changes to Atlas for Inventory


169


MIS-Stage 1: Define Functional Specifications


170


Conduct Fit Gap Analysis


171


Define Functional Requirements


172


Define data conversion programe requirements


173


174


Select Software Solution


175


Analyze Fit/Gap results against PS Inventory Module


176


If not PS - analyze Fit/Gap results against other software solutions


177


Decide on software solutiuon for Inventory


178


179


MIS-Stage 2: Conduct Functional Design


180


Agree and Define Shared Values


181


Define configuration values and apply changes


182


Define software customizations


183


Design data conversion programes


M


T


Feb 28, '10




ID Task Name

138 MIS-Stage 5: Go-Live

139 Update Configuration Values in Production

140 Run Data Conversion

141

142 Conduct User Training on new software functionality

143 Identify appropriate users to be trained

144 Develop training material 

145 Conduct training (on-site or webinar)

146

147 Apply technical changes to Atlas for Employee Benefits

148 MIS-Stage 1: Define Functional Specifications

149 Conduct Fit Gap Analysis

150 Define Functional Requirements

151 Define data conversion programe requirements

152

153 MIS-Stage 2: Conduct Functional Design

154 Agree and Define Shared Values

155 Define configuration values and apply changes

156 Design data conversion programes

157

158 MIS-Stage 2: Define Reports Specifications

159 Define changes to existing reports

160 Design new reports

161

162 Define Business and Technical Requirements for Inventory

163 Define Scope of the Project

164 Develop Project Brief

165 Develop Project Initiation Document

166 Develop Policy Guidelines

167

168 Apply technical changes to Atlas for Inventory

169 MIS-Stage 1: Define Functional Specifications

170 Conduct Fit Gap Analysis

171 Define Functional Requirements

172 Define data conversion programe requirements

173

174 Select Software Solution

175 Analyze Fit/Gap results against PS Inventory Module

176 If not PS - analyze Fit/Gap results against other software solutions

177 Decide on software solutiuon for Inventory

178

179 MIS-Stage 2: Conduct Functional Design

180 Agree and Define Shared Values

181 Define configuration values and apply changes

182 Define software customizations

183 Design data conversion programes
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Task Name


185


MIS-Stage 2 Define Report Specifications


186


Defiine new reports


187


188


Develop Mock Financial Statements


189


Develop Transitional Financial Statements for the 2010 - 2011 Biennium


190


Develop Mock Financial Statements to be used starting with 2012 GP Financial Statements


191


Review Mock Financial Statements with BoA


192


Conduct internal review of Mock Financial Statements with DOS, EC and OC


193


194


Develop General Purpose Financial Statements


195


Stage 1: Define Functional Specifications


196


Map line items on financial statements to General Ledger Accounts


197


Identify required note disclosure information 


198


Determine data source(s) for note disclosure information


199


Develop functional specifications for each financial statement


200


Develop functional specifications for disclosure note schedules


201


202


Establish Opening Balances for Existing Inventory Items


203


Conduct dry run of existing inventory counts as of 30 June 2010


204


Establish and issue criteria for count


205


Create spreadsheet application for capturing data


206


207


Conduct live count of Existing Inventory Items as of 31 December 2010


208


Establish and issue criteria for count


209


Capture data in spreadsheet application


210


Establish opening balance of existing inventory as of 1 January 2011


211


212


Review/Analyze IPSAS Stnadrds


213


- Impairement of Non-Cash Generating Assets


214


- Leases


215


- Intangible Assets


216


Review/Analyze IPSAS Standards


217


Review existing data


218


219


Conduct Change Management Activities


220


Revise Project Initiation Document & Risk Mitigation Strategy


221


Develop revised Training Stategy


222


Complete Review/Feeback of UN System wide training material


223


Customize training materials for UNFPA


224


Integrate IPSAS training with Atlas training (where applicable)


225


Staff engages in IPSAS Orientation via CBT


226


Train Trainers (where necessary)


227


Conduct Webcast Training workshops


228


Apply On Demand revisions


229


Conduct face to face training (where applicable)
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ID Task Name

185 MIS-Stage 2 Define Report Specifications

186 Defiine new reports

187

188 Develop Mock Financial Statements

189 Develop Transitional Financial Statements for the 2010 - 2011 Biennium

190 Develop Mock Financial Statements to be used starting with 2012 GP Financial Statements

191 Review Mock Financial Statements with BoA

192 Conduct internal review of Mock Financial Statements with DOS, EC and OC

193

194 Develop General Purpose Financial Statements

195 Stage 1: Define Functional Specifications

196 Map line items on financial statements to General Ledger Accounts

197 Identify required note disclosure information 

198 Determine data source(s) for note disclosure information

199 Develop functional specifications for each financial statement

200 Develop functional specifications for disclosure note schedules

201

202 Establish Opening Balances for Existing Inventory Items

203 Conduct dry run of existing inventory counts as of 30 June 2010

204 Establish and issue criteria for count

205 Create spreadsheet application for capturing data

206

207 Conduct live count of Existing Inventory Items as of 31 December 2010

208 Establish and issue criteria for count

209 Capture data in spreadsheet application

210 Establish opening balance of existing inventory as of 1 January 2011

211

212 Review/Analyze IPSAS Stnadrds

213 - Impairement of Non-Cash Generating Assets

214 - Leases

215 - Intangible Assets

216 Review/Analyze IPSAS Standards

217 Review existing data

218

219 Conduct Change Management Activities

220 Revise Project Initiation Document & Risk Mitigation Strategy

221 Develop revised Training Stategy

222 Complete Review/Feeback of UN System wide training material

223 Customize training materials for UNFPA

224 Integrate IPSAS training with Atlas training (where applicable)

225 Staff engages in IPSAS Orientation via CBT

226 Train Trainers (where necessary)

227 Conduct Webcast Training workshops

228 Apply On Demand revisions

229 Conduct face to face training (where applicable)
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Task Name


231


Revise and Conduct Communications Strategy


232


Revise IPSAS Communicatiuons Plan


233


Develop and issue IPSAS newsletter


234


Conduct IPSAS briefing to Executive Board via informal


235


Conduct scheduled project updates to Executive Board on policy changes


236


Conduct scheduled project updates to Audit Advisory Committee


237


Conduct scheduled project updates to IPSAS Project Board


238


239


Conduct On-Going Project Management


240


Conduct regular review (revise when necessary) IPSAS Project Plan


241


Conduct regular review (revise when necessary) Risk Mitigation Strategy


242


Conduct on-going review of UN System-Wide guidance documents


243


Engage BoA in dicussions of issues of policies and practices


244


Engage donor community on applicable IPSAS changes


245


Conduct on-going IPSAS Website maintenance and addition of materials


246


Conduct on-going issuance of IPSAS communiques


247


248


Phase 2: 2011 Implementation


249


Adopt accounting policy changes in context of UNSAS for Inventory


250


Finalize acccounting policy changes drawn from IPSAS requirements


251


Finalize accounting treatment with respect to opening balances


252


Finalize other adjustments/reclassifications needed to be made


253


Conduct internal review (DOS, EC, OC) of accounting policy changes


254


Review accounting policy changes with Audit Advisory Committee


255


Review accounting policy chnages with Executive Board


256


257


Apply technical changes to Atlas for Inventory


258


MIS-Stage 3: Build


259


Construct software programes, if required


260


Construct data conversion programes


261


Construct new reports


262


263


MIS-Stage 4: Conduct Testing


264


Conduct Unit Testing


265


Conduct Integration Testing


266


Conduct User Acceptance Testing


267


Test new reports


268


269


MIS-Stage 5: Go-Live


270


Update configuration values in Production


271


Run data conversion


272


273


Conduct live count of Existing Inventory Items as of 30 June 2011


274


Establish and issue criteria for count


275


Capture data in spreadsheet application


276


Establish conversion balances of existing inventory as of 30 June 2011
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ID Task Name

231 Revise and Conduct Communications Strategy

232 Revise IPSAS Communicatiuons Plan

233 Develop and issue IPSAS newsletter

234 Conduct IPSAS briefing to Executive Board via informal

235 Conduct scheduled project updates to Executive Board on policy changes

236 Conduct scheduled project updates to Audit Advisory Committee

237 Conduct scheduled project updates to IPSAS Project Board

238

239 Conduct On-Going Project Management

240 Conduct regular review (revise when necessary) IPSAS Project Plan

241 Conduct regular review (revise when necessary) Risk Mitigation Strategy

242 Conduct on-going review of UN System-Wide guidance documents

243 Engage BoA in dicussions of issues of policies and practices

244 Engage donor community on applicable IPSAS changes

245 Conduct on-going IPSAS Website maintenance and addition of materials

246 Conduct on-going issuance of IPSAS communiques

247

248 Phase 2: 2011 Implementation

249 Adopt accounting policy changes in context of UNSAS for Inventory

250 Finalize acccounting policy changes drawn from IPSAS requirements

251 Finalize accounting treatment with respect to opening balances

252 Finalize other adjustments/reclassifications needed to be made

253 Conduct internal review (DOS, EC, OC) of accounting policy changes

254 Review accounting policy changes with Audit Advisory Committee

255 Review accounting policy chnages with Executive Board

256

257 Apply technical changes to Atlas for Inventory

258 MIS-Stage 3: Build

259 Construct software programes, if required

260 Construct data conversion programes

261 Construct new reports

262

263 MIS-Stage 4: Conduct Testing

264 Conduct Unit Testing

265 Conduct Integration Testing

266 Conduct User Acceptance Testing

267 Test new reports

268

269 MIS-Stage 5: Go-Live

270 Update configuration values in Production

271 Run data conversion

272

273 Conduct live count of Existing Inventory Items as of 30 June 2011

274 Establish and issue criteria for count

275 Capture data in spreadsheet application

276 Establish conversion balances of existing inventory as of 30 June 2011

MT

Feb 28, '10


[image: image11.emf]ID


Task Name


278


Conduct User Training on new software functionality


279


Identify appropriate users to be trained


280


Develop training material


281


Conduct training


282


283


Apply technical changes to Atlas for Employee Benefits


284


MIS-Stage 3: Build


285


Construct software programes, if required


286


Construct data conversion programes


287


Construct new reports


288


289


MIS-Stage 4: Conduct Testing


290


Conduct Unit Testing


291


Conduct Integration Testing


292


Conduct User Acceptance Testing


293


Test new reports


294


295


MIS-Stage 5: Go-Live


296


Update configuration values in Production


297


Run data conversion


298


299


Conduct User Training on new software functionality


300


Identify appropriate users to be trained


301


Develop training material


302


Conduct training


303


304


Phase 2: 2011 Review/Analyze IPSAS Standards


305


Identify standards requiring policy changes


306


- Property, Plant and Equipment


307


- Intangible Assets


308


- Leases


309


- Financial Instruments


310


Identify standards requiring financial statement and other reporting changes


311


- Presentation of Financial Statements


312


- Cash Flow Statement


313


- Segment Reporting


314


- Presentation of Budget Information in Financial Statements


315


identify standards for note disclosure purposes


316


- Accounting Policies, Changes in Accounting Estimates and Errors


317


- Events after the Reporting Date


318


- Provisions, Contingent Liabilities/Assets


319


- Related Party Disclosures


320


- Impairement of Cash Generating Assets


M
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ID Task Name

278 Conduct User Training on new software functionality

279 Identify appropriate users to be trained

280 Develop training material

281 Conduct training

282

283 Apply technical changes to Atlas for Employee Benefits

284 MIS-Stage 3: Build

285 Construct software programes, if required

286 Construct data conversion programes

287 Construct new reports

288

289 MIS-Stage 4: Conduct Testing

290 Conduct Unit Testing

291 Conduct Integration Testing

292 Conduct User Acceptance Testing

293 Test new reports

294

295 MIS-Stage 5: Go-Live

296 Update configuration values in Production

297 Run data conversion

298

299 Conduct User Training on new software functionality

300 Identify appropriate users to be trained

301 Develop training material

302 Conduct training

303

304 Phase 2: 2011 Review/Analyze IPSAS Standards

305 Identify standards requiring policy changes

306 - Property, Plant and Equipment

307 - Intangible Assets

308 - Leases

309 - Financial Instruments

310 Identify standards requiring financial statement and other reporting changes

311 - Presentation of Financial Statements

312 - Cash Flow Statement

313 - Segment Reporting

314 - Presentation of Budget Information in Financial Statements

315 identify standards for note disclosure purposes

316 - Accounting Policies, Changes in Accounting Estimates and Errors

317 - Events after the Reporting Date

318 - Provisions, Contingent Liabilities/Assets

319 - Related Party Disclosures

320 - Impairement of Cash Generating Assets
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Task Name


322


Develop and adopt accounting policy changes in context of IPSAS


323


- Property, Plant and Equipment


324


- Intangible Assets


325


- Leases


326


- Financial Instruments


327


Determine accounting policy changes


328


Determine accounting treatment with respect to opening balances


329


Determine other adjustments/reclassifications needed to be made


330


Determine intra-fund imoact of adjustments to be made


331


Develop business practice changes to be made


332


Conduct internal review (DOS, EC, OC) of accounting policy changes


333


Review accounting policy changes with Audit Advisory Committee


334


Review accounting policy chnages with Executive Board


335


336


Apply technical changes to Atlas for Intangible Assets


337


MIS-Stage 1: Define Functional Specifications


338


Conduct Fit Gap Analysis


339


Define Functional Requirements


340


Define data conversion programe requirements


341


342


MIS-Stage 2: Conduct Functional Design


343


Agree and Define Shared Values


344


Define configuration values and apply changes


345


Design data conversion programes


346


347


MIS-Stage 2: Define Reports Specifications


348


Define changes to existing reports


349


Design new reports


350


351


MIS-Stage 3: Build


352


Construct software programes if required


353


Construct data conversion programes


354


Apply changes to existing reports


355


Construct new reports


356


357


MIS-Stage 4: Conduct Testing


358


Conduct Unit Testing


359


Conduct System Testing


360


Conduct Integration Testing


361


Conduct User Acceptance Testing


362


Test new reports or changes to existing reports


363


364


MIS-Stage 5: Go-Live


365


Update Configuration Values in Production


366


Run Data Conversion
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ID Task Name

322 Develop and adopt accounting policy changes in context of IPSAS

323 - Property, Plant and Equipment

324 - Intangible Assets

325 - Leases

326 - Financial Instruments

327 Determine accounting policy changes

328 Determine accounting treatment with respect to opening balances

329 Determine other adjustments/reclassifications needed to be made

330 Determine intra-fund imoact of adjustments to be made

331 Develop business practice changes to be made

332 Conduct internal review (DOS, EC, OC) of accounting policy changes

333 Review accounting policy changes with Audit Advisory Committee

334 Review accounting policy chnages with Executive Board

335

336 Apply technical changes to Atlas for Intangible Assets

337 MIS-Stage 1: Define Functional Specifications

338 Conduct Fit Gap Analysis

339 Define Functional Requirements

340 Define data conversion programe requirements

341

342 MIS-Stage 2: Conduct Functional Design

343 Agree and Define Shared Values

344 Define configuration values and apply changes

345 Design data conversion programes

346

347 MIS-Stage 2: Define Reports Specifications

348 Define changes to existing reports

349 Design new reports

350

351 MIS-Stage 3: Build

352 Construct software programes if required

353 Construct data conversion programes

354 Apply changes to existing reports

355 Construct new reports

356

357 MIS-Stage 4: Conduct Testing

358 Conduct Unit Testing

359 Conduct System Testing

360 Conduct Integration Testing

361 Conduct User Acceptance Testing

362 Test new reports or changes to existing reports

363

364 MIS-Stage 5: Go-Live

365 Update Configuration Values in Production

366 Run Data Conversion
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Task Name


368


Apply technical changes to Atlas for Leases


369


MIS-Stage 1: Define Functional Specifications


370


Conduct Fit Gap Analysis


371


Define Functional Requirements


372


Define data conversion programe requirements


373


374


MIS-Stage 2: Conduct Functional Design


375


Agree and Define Shared Values


376


Define configuration values and apply changes


377


Design data conversion programes


378


379


MIS-Stage 2: Define Reports Specifications


380


Define changes to existing reports


381


Design new reports


382


383


MIS-Stage 3: Build


384


Construct software programes if required


385


Construct data conversion programes


386


Apply changes to existing reports


387


Construct new reports


388


389


MIS-Stage 4: Conduct Testing


390


Conduct Unit Testing


391


Conduct System Testing


392


Conduct Integration Testing


393


Conduct User Acceptance Testing


394


Test new reports or changes to existing reports


395


396


MIS-Stage 5: Go-Live


397


Update Configuration Values in Production


398


Run Data Conversion


399


400


Develop General Purpose Financial Statements


401


402


Stage 2: Develop Technical Specifications for General Puprpose Financial Statements


403


Conduct internal review (DOS, EC, OC) of GP Financial Statement formats


404


Review GP Financial Statements with Audit Advisory Committeee


405


Review GP Financial Statement formats with Executive Board


406


Develop Technical specifications for GP Financial Statements


407


408


Stage 3: Construct General Purpose Financial Statements


409


Based on technical specifications build GP Financial Statements


410


Based on technical specifications build schedules for note disclosure information
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ID Task Name

368 Apply technical changes to Atlas for Leases

369 MIS-Stage 1: Define Functional Specifications

370 Conduct Fit Gap Analysis

371 Define Functional Requirements

372 Define data conversion programe requirements

373

374 MIS-Stage 2: Conduct Functional Design

375 Agree and Define Shared Values

376 Define configuration values and apply changes

377 Design data conversion programes

378

379 MIS-Stage 2: Define Reports Specifications

380 Define changes to existing reports

381 Design new reports

382

383 MIS-Stage 3: Build

384 Construct software programes if required

385 Construct data conversion programes

386 Apply changes to existing reports

387 Construct new reports

388

389 MIS-Stage 4: Conduct Testing

390 Conduct Unit Testing

391 Conduct System Testing

392 Conduct Integration Testing

393 Conduct User Acceptance Testing

394 Test new reports or changes to existing reports

395

396 MIS-Stage 5: Go-Live

397 Update Configuration Values in Production

398 Run Data Conversion

399

400 Develop General Purpose Financial Statements

401

402 Stage 2: Develop Technical Specifications for General Puprpose Financial Statements

403 Conduct internal review (DOS, EC, OC) of GP Financial Statement formats

404 Review GP Financial Statements with Audit Advisory Committeee

405 Review GP Financial Statement formats with Executive Board

406 Develop Technical specifications for GP Financial Statements

407

408 Stage 3: Construct General Purpose Financial Statements

409 Based on technical specifications build GP Financial Statements

410 Based on technical specifications build schedules for note disclosure information
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Task Name


412


Stage 4: Conduct Testing of General Purpose Financial Statements


413


Conduct Unit Testing of GP Financial Statements


414


Conduct System Testing of GP Financial Statements


415


Conduct User Acceptance Testing of GP Financial Statements


416


Conduct Unit Testing of note disclosure schedules


417


Conduct System Testing of note discolsure schedules


418


Conduct User Acceptance Testing of note disclosure schedules


419


420


Stage 5: Go Live


421


Migrate automated GP Financial Statements into production


422


Migrate automated note disclosure schedules into production


423


424


Develop Segment Reports


425


Stage 1: Define Functional Specifications


426


Identify Segment Reports to be developed


427


Determine data source for the Segment Reports


428


Develop functional specifications for each Segment Report


429


430


Stage 2: Develop Technical Specifications for Segment Reports


431


Conduct internal review (DOS, EC, OC) of Segment Reports formats


432


Review Segment Reports format with Audit Advisory Committeee


433


Review Segment Reports formats with Executive Board


434


Develop Technical specifications for Segment Reports


435


436


Conduct Change Management Activities


437


Revise Project Initiation Document & Risk Mitigation Strategy


438


Develop revised Training Stategy


439


Conduct Webcast Training workshops


440


Apply On Demand revisions


441


Conduct face to face training (where applicable)


442


443


Revise and Conduct Communications Strategy


444


Revise IPSAS Communicatiuons Plan


445


Develop and issue IPSAS newsletter


446


Conduct IPSAS briefing to Executive Board via informal


447


Conduct scheduled project updates to Executive Board on policy changes


448


Conduct scheduled project updates to Audit Advisory Committee


449


Conduct scheduled project updates to IPSAS Project Board


450


451


Conduct On-Going Project Management


452


Conduct regular review (revise when necessary) IPSAS Project Plan


453


Conduct regular review (revise when necessary) Risk Mitigation Strategy


454


Conduct on-going review of UN System-Wide guidance documents


455


Engage BoA in dicussions of issues of policies and practices


456


Engage donor community on applicable IPSAS changes


457


Conduct on-going IPSAS Website maintenance and addition of materials


458


Conduct on-going issuance of IPSAS communiques
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ID Task Name

412 Stage 4: Conduct Testing of General Purpose Financial Statements

413 Conduct Unit Testing of GP Financial Statements

414 Conduct System Testing of GP Financial Statements

415 Conduct User Acceptance Testing of GP Financial Statements

416 Conduct Unit Testing of note disclosure schedules

417 Conduct System Testing of note discolsure schedules

418 Conduct User Acceptance Testing of note disclosure schedules

419

420 Stage 5: Go Live

421 Migrate automated GP Financial Statements into production

422 Migrate automated note disclosure schedules into production

423

424 Develop Segment Reports

425 Stage 1: Define Functional Specifications

426 Identify Segment Reports to be developed

427 Determine data source for the Segment Reports

428 Develop functional specifications for each Segment Report

429

430 Stage 2: Develop Technical Specifications for Segment Reports

431 Conduct internal review (DOS, EC, OC) of Segment Reports formats

432 Review Segment Reports format with Audit Advisory Committeee

433 Review Segment Reports formats with Executive Board

434 Develop Technical specifications for Segment Reports

435

436 Conduct Change Management Activities

437 Revise Project Initiation Document & Risk Mitigation Strategy

438 Develop revised Training Stategy

439 Conduct Webcast Training workshops

440 Apply On Demand revisions

441 Conduct face to face training (where applicable)

442

443 Revise and Conduct Communications Strategy

444 Revise IPSAS Communicatiuons Plan

445 Develop and issue IPSAS newsletter

446 Conduct IPSAS briefing to Executive Board via informal

447 Conduct scheduled project updates to Executive Board on policy changes

448 Conduct scheduled project updates to Audit Advisory Committee

449 Conduct scheduled project updates to IPSAS Project Board

450

451 Conduct On-Going Project Management

452 Conduct regular review (revise when necessary) IPSAS Project Plan

453 Conduct regular review (revise when necessary) Risk Mitigation Strategy

454 Conduct on-going review of UN System-Wide guidance documents

455 Engage BoA in dicussions of issues of policies and practices

456 Engage donor community on applicable IPSAS changes

457 Conduct on-going IPSAS Website maintenance and addition of materials

458 Conduct on-going issuance of IPSAS communiques
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Task Name


460


Phase 3: 2012 Analysis/Implementation


461


462


Develop Segment Reports


463


Stage 3: Construct Segment Reports


464


Based on technical specifications build Segment Reports


465


Based on technical specifications build schedules for note disclosure information


466


467


Stage 4: Conduct Testing


468


Conduct Unit Testing of Segment reports


469


Conduct System Testing of Segment reports


470


Conduct User Acceptance Testing of Segment Reports


471


472


Stage 5: Go Live


473


Migrate automated Segment Reports into production


474


475


2012 IPSAS Standards Analysis


476


Review/Analyze IPSAS Standards


477


- Financial Instuments: Presentation


478


- Financial Instruments: Recognition and Measurement


479


- Financial Instruments: Disclosures


480


Review Standards in conjunction with UNDP Treasury


481


482


Conduct Change Management Activities


483


Revise Project Initiation Document & Risk Mitigation Strategy


484


Develop revised Training Stategy


485


Conduct Webcast Training workshops


486


Apply On Demand revisions


487


Conduct face to face training (where applicable)


488


489


Revise and Conduct Communications Strategy


490


Revise IPSAS Communicatiuons Plan


491


Develop and issue IPSAS newsletter


492


Conduct IPSAS briefing to Executive Board via informal


493


Conduct scheduled project updates to Executive Board on policy changes


494


Conduct scheduled project updates to Audit Advisory Committee


495


Conduct scheduled project updates to IPSAS Project Board


496


497


Conduct On-Going Project Management


498


Conduct regular review (revise when necessary) IPSAS Project Plan


499


Conduct regular review (revise when necessary) Risk Mitigation Strategy


500


Conduct on-going review of UN System-Wide guidance documents


501


Engage BoA in dicussions of issues of policies and practices


502


Engage donor community on applicable IPSAS changes


503


Conduct on-going IPSAS Website maintenance and addition of materials


504


Conduct on-going issuance of IPSAS communiques
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ID Task Name

460 Phase 3: 2012 Analysis/Implementation

461

462 Develop Segment Reports

463 Stage 3: Construct Segment Reports

464 Based on technical specifications build Segment Reports

465 Based on technical specifications build schedules for note disclosure information

466

467 Stage 4: Conduct Testing

468 Conduct Unit Testing of Segment reports

469 Conduct System Testing of Segment reports

470 Conduct User Acceptance Testing of Segment Reports

471

472 Stage 5: Go Live

473 Migrate automated Segment Reports into production

474

475 2012 IPSAS Standards Analysis

476 Review/Analyze IPSAS Standards

477 - Financial Instuments: Presentation

478 - Financial Instruments: Recognition and Measurement

479 - Financial Instruments: Disclosures

480 Review Standards in conjunction with UNDP Treasury

481

482 Conduct Change Management Activities

483 Revise Project Initiation Document & Risk Mitigation Strategy

484 Develop revised Training Stategy

485 Conduct Webcast Training workshops

486 Apply On Demand revisions

487 Conduct face to face training (where applicable)

488

489 Revise and Conduct Communications Strategy

490 Revise IPSAS Communicatiuons Plan

491 Develop and issue IPSAS newsletter

492 Conduct IPSAS briefing to Executive Board via informal

493 Conduct scheduled project updates to Executive Board on policy changes

494 Conduct scheduled project updates to Audit Advisory Committee

495 Conduct scheduled project updates to IPSAS Project Board

496

497 Conduct On-Going Project Management

498 Conduct regular review (revise when necessary) IPSAS Project Plan

499 Conduct regular review (revise when necessary) Risk Mitigation Strategy

500 Conduct on-going review of UN System-Wide guidance documents

501 Engage BoA in dicussions of issues of policies and practices

502 Engage donor community on applicable IPSAS changes

503 Conduct on-going IPSAS Website maintenance and addition of materials

504 Conduct on-going issuance of IPSAS communiques
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6.2 IPSAS Project Risk Register and Action Plan

Date: 

08-04-2010








Version Number: 
1.0

Contributors: 
Jim Notaro/Craig Paterson

	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	1
	IPSAS 1 Presentation of Financial Statements
	Need IPSAS compliant financial statements in place for FY 2012 financial statements.  

Risk factor includes:

· Presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization
	High
	Finance

	1.1 Produce mock financial statements for review by the Board of Auditors  
	1.1 2010 (date TBA)


	Complete

	
	
	
	
	Finance

	1.2 Develop report specifications for the statutory financial statements required in the IPSAS formats 
	1.2 Begin in 2011
	

	
	
	
	
	Finance

	1.3 Ensure coding and testing of reports is completed
	1.3 Mid 2012
	

	
	
	
	
	Finance

	1.4 Coordinate development / testing activities with other Atlas partner-agencies to ensure consistency 
	1.4 TBA
	

	
	
	
	
	Finance

	1.5 Ensure all additional note disclosures have been identified
	1.5 Mid 2012
	

	2
	IPSAS 2 Cash Flow Statements
	Need IPSAS compliant financial statements in place for FY 2012 financial statements. 
Risk factor includes:

· Presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization
	High
	Finance

	2.1 Produce mock financial statements for review by the Board of Auditors 
	2.1 2010 (date TBA)
	Complete

	
	
	
	
	Finance

	2.2 Develop report specifications for the statutory financial statements required in the IPSAS formats 
	2.2 Begin in 2011
	

	
	
	
	
	Finance

	2.3 Ensure that coding and testing of reports is completed 
	2.3 Mid 2012
	

	
	
	
	
	Finance

	2.4 Coordinate development / testing activities with other Atlas partner-agencies to ensure consistency.
	2.4 TBA
	

	
	
	
	
	Finance

	2.5 Ensure all additional note disclosures have been identified.
	2.5 Mid 2012
	


	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	3
	IPSAS 3 Accounting Policies, Changes in Accounting Estimates and Errors
	Need to ensure that accounting policy or policies applied to transactions, other events or conditions comply with IPSAS standards.  
Risk factor includes:

· The condition that where there is no specific requirement to apply an accounting policy have policies been developed to ensure that the financial statements provide information that is relevant to the decision-making needs of the user and are reliable

	High 
	Finance

	3.1 Engage internal UNFPA committees, DOS, Audit Advisory Committee and Board of Auditors on changes to UNFPA accounting policy decisions   
	3.1 Ongoing
	

	
	
	
	
	Finance

	3.2 Engage Executive Board through informal consultations, where applicable
	3.2 Ongoing
	

	6
	IPSAS 12 Inventories
	Need to establish criteria for determining inventory based on IPSAS standard.  
Need to ensure ERP mechanism for managing inventory purchases and distribution costs.  
Risk factor includes:

· Under / over-stating assets and expense for inventory items
	High
	TBD 
	6.1 Establish the functional requirements for inventory processing. 
	6.1 1st Qtr 2010 
	In Progress

	
	
	
	
	TBD 
	6.2 Finalize the ERP solution for managing inventory.
	6.2   Mid-year 2010
	

	
	
	
	
	TBD 
	6.3 Operations solution for adoption of changed accounting policy under UNSAS would require a number of inventory counts:

· A ‘dry run’ of a global inventory count on 1 July 2010

· A live count as of 31 December 2010.  
	6.3   01 July   2010 & 31  Dec 2010
	

	
	
	
	
	TBD 
	6.4 The live count will be used to establish opening balances on 01/01/2011.
	6.4   31 Dec 2010
	

	
	
	
	
	TBD 
	6.5 A second live run will be made to establish converted balances in the inventory software which will go live at the same time.
	6.5   01 July 2011
	


	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	12
	IPSAS 18 Segment Reporting
	Need IPSAS compliant segment reports in place for FY 2012 financial statements. Risk factor includes presentation of inaccurate supporting schedules or donor reports.
	High 
	Finance 
	12.1 Develop report specifications for segment reports are in compliance with IPSAS standard.  
	12.1 Begin 2011
	

	
	
	
	
	Finance 
	12.2 Ensure the coding and testing of reports 
	12.2 Complete by mid 2012
	

	17
	IPSAS 24 Presentation of Budget Information in Financial Statements
	Need IPSAS compliant financial statements in place for FY 2012 financial statements. 
Risk factor includes:

· Presentation of financial statements that do not fairly represent the financial position, financial performance and cash flow of the organization

	High
	Finance 
	17.1 Produce mock financial statements for review by the Board of Auditors 
	17.1 2010 (date TBA)
	Complete

	
	
	
	
	Finance 
	17.1 Develop report specifications for the statutory financial reports required in the IPSAS formats. 
	17.2 Begin in 2011
	

	
	
	
	
	Finance 
	17.2 Coding and testing of reports. 
	17.3  Mid 2012
	

	
	
	
	
	Finance 
	17.3 Coordinate development / testing activities with other Atlas partner-agencies to ensure consistency.
	17.4 TBA
	

	
	
	
	
	Finance 
	17.4 All additional note disclosures have been identified.
	17.5 Mid 2012
	

	18
	IPSAS 25 Employee Benefits
	Beginning 2012 there is a need to record all employee benefits, including in-service and post employment benefits. 
There is also a need to recognize benefits included but not limited to accumulating and non-accumulating compensated absences, After Services Health Insurance, allowances and grants and distinguishing between short-term employee benefits and other long-term employee benefits on the basis of when the impact of present value accounting becomes significant.  
Risk factor includes:

· Understating expenditures

· Offsetting liabilities
	High
	TBD
	18.1 Work closely with Human Resources, UNJSPF, and other Atlas partner-agencies to ensure that employee benefits are correctly identified, classified, accounted and disclosed for the FY 2010/11 financial statements. 
	18.1 Beginning 2010
	In Progress

	
	
	
	
	TBD 
	18.2 Identify the minimum operational procedures needed to be in place to record employee benefits accrual while still being in full compliance with the IPSAS standard.
	18.2   2011
	


	22
	IPSAS 31 Intangible Assets
	Need to ensure that intangible assets are recorded as capitalized items and properly depreciated in the General Ledger based on specific capitalization thresholds and useful lives.  

IPSAS standard does not require establishing opening balances for intangible assets. 

Risk factor includes:

· Understating assets and overstating expenses for intangible assets.

	High
	IPSAS Team
	22.1 Identify the changes to the ERP and chart of accounts to ensure use of the capitalization threshold, asset categories, useful lives, and depreciation method under IPSAS standard beginning in 2010.  
	22.1  Begin 2010
	In Progress

	
	
	
	
	IPSAS Team
	22.2 Identify business practice changes  
	22.2 2011
	

	
	
	
	
	MIS
	22.3 Apply configuration changes to Atlas
	22.3
	

	
	
	
	
	IPSAS Team
	22.4 Change business practices in MIS to ensure all operational issues are identified and resolved by 2012.
	22.4   2012
	


	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	7
	IPSAS 13 Leases
	Need to ensure that IPSAS compliant financial statements accurately reflect leasing arrangements entered into by the organization.  
These would include leases both from the lessor and lessee perspectives.  Operating, Financial and nominal financial leases must be reflected. 
Risk factor includes understating of assets and liabilities.
	Medium
	IPSAS Team
	7.1 Analyze and classify all leasing arrangements entered into by the organization to determine type of agreement.  
No new action required beyond current processing for Operating lease agreements.  
ERP functionality is already in place to accommodate Finance lease agreements.
	7.1   Begin 1st Qtr 2011
	

	9
	IPSAS 15 Financial Instruments: Disclosure and Presentation (will be replaced by IPSAS 28 and 30 effective 1/1/2013)
	Need to ensure that items such as receivables and payables arising from contractual obligations are accounted for and disclosed.  
Financial instruments such as financial derivatives are not in use by the organization.
	Medium
	Finance
	9.1 Ensure that all organizational receivables and payables are accounted for and properly disclosed.
Institute review criteria to ensure accuracy of investment information received from UNDP Treasury. 
	9.1   2009 and on-going 
	

	20
	IPSAS 28 Financial Instruments: Presentation (replaces IPSAS 15 on 1/1/2013)
	 Need to ensure that items such as investments and financial assets and liabilities arising from contractual obligations are properly presented and disclosed.  
Financial instruments such as financial derivatives or hedge accounting are not in use by the organization.
	Medium
	Finance 
	20.1 Ensure that all organizational financial assets and liabilities are presented and properly disclosed.

       Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  
	20.1  Begin 2013
	

	21
	IPSAS 29 Financial Instruments: Recognition & Measurement (becomes effective 1/1/2013)
	Need to ensure that items such as investments and assets and liabilities arising from contractual obligations are disclosed properly. 
Financial instruments such as financial derivatives or hedge accounting are not in use by the organization.
	Medium
	Finance
	21.1 Ensure that all organizational assets and liabilities are identified and properly disclosed.
        Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  
	21.1  Begin 2013
	

	22
	IPSAS 30 Financial Instruments: Disclosures (replaces IPSAS 15 on 1/1/2013)
	Need to ensure that items such as investments and assets and liabilities arising from contractual obligations are disclosed properly. 
Financial instruments such as financial derivatives or hedge accounting are not in use by the organization.
	Medium
	Finance
	22.1 Ensure that all organizational assets and liabilities are identified and properly disclosed.
       Institute review criteria to ensure accuracy of investment information received from UNDP Treasury.  
	22.1  Begin 2013
	


	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	
	IPSAS 4 
The Effect of Changes in Foreign Exchange Rates
	Non USD transactions and revaluations are currently being converted to USD using UN Operational Rate of Exchange.  
The Board of Auditors (BoA) may challenge the use of the UN Operational Rate of Exchange as satisfying compliance with the standard.  
The BoA may pronounce an option that a market spot will need to be used.
	Low
	IPSAS Team 
	The Accounting Policy Task Force has recommended continued use of UN Operational Rate of Exchange with more frequent analysis to the market spot rate to satisfy compliance with the standard.  
4.1 If required, Atlas must be capable of using a market spot rate
	4.1 TBA
	

	5
	IPSAS 9 Revenue from Exchange Transactions
	Risk factor decreased on 1/1/2010 with change in accounting policy and business practices and procedures.  
Need to insure harmonization with UNDP and UNICEF on treatment of same donor agreements.
	Low
	RMB
	5.1 Review funding agreements of common donors with UNDP and UNICEF to insure same accounting treatment.

Risk was minimized by the creation of the Revenue Unit of the Resource Mobilization Branch eliminating additional operational burden on the country offices.
	5.1 1/1/2010
	Effective 1/1/2010 Revenue from Exchange Transactions as defined by the change in accounting policy is currently being recorded in Atlas by the Revenue processing Unit of the Resource Mobilization Branch. 

	8
	IPSAS 14 Events after the Reporting Date
	Need to ensure that amounts recognized in the financial statements should not be adjusted for non-adjusting events after the reporting date, but disclosed if material.
	Low
	Finance 
	8.1 Need to ensure that non-adjusting events after the reporting date are disclosed in notes to the financial statements by the nature of the event and an estimate of its financial effect.
	8.1 TBA
	No defined strategy to mitigate the risk factor.  

	10
	IPSAS 16 Investment Property
	Investment property is held to earn rentals or for capital appreciation.  
Generally, the organization does not hold and classify property solely for the purpose of rental income or for capital appreciation and in many cases if property is leased it is also owner-occupied by the organization.  
Any property held by the organization where rental income is earned, is covered by the IPSAS 13 Leasing Standard.
	Low
	Finance
	10.1 Analyze rental arrangements to determine appropriate lease classification and accounting.  

	10.1 2011
	ERP functionality is already in place to accommodate appropriate lease agreements.


	No
	IPSAS Standard
	Risk Analysis
	Risk Factor
	Action Owner
	Risk Mitigation Strategies
	Date Due
	Status

	11
	IPSAS 17 Property, Plant and Equipment
	Effective April 2010 changes to the Atlas Asset Management Module will be implemented to record the capitalization and depreciation expense of fixed in the General Ledger.
	Low
	FASB
	
	
	Risk factor has been mitigated with the implementation of configuration and technical changes to Atlas effective April 2010.

	13
	IPSAS 19 Provisions, Contingent Liabilities and Contingent Assets
	Provisions are liabilities of uncertain timing.  
The number of these for UNFPA if at all should be minimal and are likely to already have already been disclosed in pre-IPSAS financial statements?
	Low
	Finance
	13.1 Record Provisions in FY 2012 financial statements.  
Contingent Assets and Liabilities are disclosed only and not reflected on the face of the Financial Statements.  
No additional ERP functionality required.
	13.1 Begin 2011
	

	14
	IPSAS 20 Related Party Disclosures
	Certain disclosure requirements for remuneration received from key management personnel will be required.
	Low
	Finance
	14.1 Disclose in the FY 2011 financial statements for key management personnel and close members of their family the compensation and remuneration received.  
No additional ERP functionality required.
	14.1 Begin 2011
	

	15
	IPSAS 21 Impairment of Non-Cash Generating Assets
	Task Force decision to recognize assets using cost subsequent to initial recognition and not the revaluation model.  Therefore IPSAS 21 applies. 
Risk factors include:

· Overstating of assets
· Understating of expenditures
	Low
	Finance 
	15.1 Test register of PPE for impairment of non-cash generating assets and recognize impairment if applicable.
	15.1 Begin 2010
	

	16
	IPSAS 23 Revenue from Non-Exchange Transactions
	Risk factor decreased on 1/1/2010 with change in accounting policy and business practices and procedures.  
Need to insure harmonization with UNDP and UNICEF on treatment of same donor agreements.
	Low
	RMB 
	16.1 Review funding agreements of common donors with UNDP and UNICEF to insure same accounting treatment.
Risk was minimized by the creation of the Revenue Unit of the Resource Mobilization Branch eliminating additional operational burden on the country offices.
	16.1 1/1/2010
	Effective 1/1/2010 Revenue from Exchange Transactions as defined by the change in accounting policy is currently being recorded in Atlas by the Revenue processing Unit of the Resource Mobilization Branch. 


6.3 DOS Review of the PID with Response from IPSAS Team

Contributors: 
Jim Notaro/Peter Krist

	IPSAS Ref
	DOS Comment
	IPSAS Team Comment

	IPSAS 1 (Financial Statements

Presentation) and IPSAS 2 (Cash Flow Statement)
	· It is mentioned in the ERP Impact section that scripts will automatically extract required information for generating IPSAS compliant financial statements. 

· Have these scripts been already developed? Or, are changes merely planned to existing set of scripts? What is the time frame for developing (or making changes to) these scripts? Who will be developing and testing these scripts?

· The detailed project timeline at the end of the Project Document calls for developing technical specifications for financial statements but it does not specifically outline testing these scripts (e.g. UAT testing, unit testing) as a separate project task. Since these are the scripts that are going to extract data from the database for the purpose of generating the financial statements, testing these scripts would be very important. Please ensure the inclusion of this task in the detailed project timeline.
	The current set of statutory financial statements are not automated therefore all new set of scripts will need to be developed for both the UNSAS transitional 2010 -11 financial statements and the IPSAS compliant financial statements.   The original plan was to have these scripts developed by UNDP OIST for all the Atlas partner-agencies.  However since UNFPA will be developing a set of transitional financial statements and in order to mitigate the risk of not having the IPSAS compliant statements ready in time for FY 2012 UNFPA has decided to develop the scripts themselves.  UNFPA MIS will provide the technical resources in constructing the scripts.  The functional specifications will be based on the set of mock financial statements that have been developed and presented to the Board of Auditors for their review and comments.   The risk analysis will be adjusted to reflect the development of the 2010 -11 statements.  As suggested, the appropriate tasks applicable to reports development will be added to the detail work plan.

	IPSAS 3 (Accounting Policy and Estimate Changes)
	· It is mentioned in Page 11 (Impact on Atlas section) of the Project Document that “IPSAS3 will have no effect on ERP”? Please clarify (and restate as necessary in the Project Document).

· Changes in some accounting policies and estimates may entail adjustments and reclassifications. Some of the adjustments/reclassifications can be manually accomplished while for others, it might be better to configure policy changes within the ERP system itself rather than manually enforcing the policy change each time it needs to be applied. Has an analysis been done specifically on which accounting policy changes might impact (from a configuration standpoint) the Atlas modules? (Example: changes asset capitalization thresholds, estimated useful life of assets etc) 

· As outlined in the project initiation document, we agree that in scenarios where there is no specific requirement to apply an accounting policy, it is important that new policies are developed. Please note that if new policies are being developed, it would be important to develop a policy guidance manual surrounding these new policies and train users who implement these policies. It is important that a change in accounting policy must be made only if required by IPSAS, or it results in more relevant and reliable information. Note that IPSAS3 prescribes a hierarchy for choosing accounting policies. Refer to the standard for more details.
	There are no additional changes to ERP envisioned with adopting this standard, other than those already described under other specific standards, e.g. IPSAS 12-Inventories, IPSAS-17 PPE, IPSAS – 13 Leases and IPSAS-31 Intangible Assets.
 The impact on changes in accounting policies and estimates on Atlas modules, driven by IPSAS, is considered and assessed at the level of adoption of each specific standard individually, since there are other considerations, like system readiness, flexibility, limitation, restrictions, etc. that need to be addressed while configuring and customizing the system to adopt accounting policies for that particular standard. E.g. changes in asset capitalization thresholds, estimated useful life of assets is addressed at IPSAS 17 impact analysis.

 Development of new accounting policies is mainly driven by the IPSAS adoption and it follows the hierarchy for choosing the accounting policies as prescribed by IPSAS 3. Preparation of a new accounting policy follows a rigorous and transparent due process that provides an opportunity for all those interested and relevant to have their views considered in the policies development process. We understand that a close co-ordination and involvement of LCMB is critical to convey the right message to the right audience and provide relevant training at appropriate level.

	IPSAS 4 (Foreign Exchange Valuation)
	· It has been mentioned in the Project Document that the UN Operational Rate of exchange will be used. As noted in the Project Document, the Board of Auditors may challenge the use of UN Operational Rate of exchange. Please accord due attention to the risk mitigation strategy for IPSAS 4. Investigate if Atlas is capable of using market spot rate (market spot rate is what the standard and related guidance material seem to prescribe).

· As noted in the project document, the recommendation provided by the Accounting Policy Task Force is to use the UN Operational Rate of exchange with frequent analysis and comparison to the market spot rates. Please note that this may probably result in more note disclosures to the financial statements. Please revisit the standard guidance as necessary and check with WFP on what approach was deployed and whether there were any external auditor comments in this area.

· Please revisit this issue with the Accounting Policy Task Force to arrive at a definitive consensus on the approach, in accordance with the strict requirements of the IPSAS standard. This is an area that will not just impact UNFPA but many other UN agencies implementing IPSAS.

· Since there is lack of consensus on the approach and possible disagreement by the Board of Auditors on using the UN Operational Rate of exchange, we recommend that the Risk Factor should be changed from “Low” to “Medium” until further clarifications are obtained on this topic.
	If a decision is to move away from the UNORE we have confirmed that Atlas is capable of bringing in a spot rate against which exchange rate translation and revaluation can be applied.  The standard.  The UN is adamant that the UNORE must remain in effect.  One of their major concerns is that moving to a spot rate would result in significant software changes to programs such as   payroll and pension.   The standard does allow for a rate that approximates the actual rate if it’s an average rate for a week or month provided that the rate does not fluctuate significantly.  Realizing this UN has proposed to increase the frequency of its analysis of the UNORE to the spot rate and possibility adjust the UNORE more often than semi monthly to avoid significant changes.  WFP’s IPSAS Policy Manual states that the exchange rate used shall be the monthly UNORE.   UNFPA will address the issue with the UN System wide team.  

	NOT Applicable IPSAS Standards 
	· IPSAS Standards 5, 6, 7, 8 10, 11, 22 and 27 are indicated as NOT APPLICABLE in the Project Initiation Document. For all standards that are not applicable, please include a one line write-up on why the standard is not applicable.

· In some cases, it may be evident that the standard is not applicable such as IPSAS 27 (Agriculture) but in other cases such as IPSAS 5 (Borrowing Costs), a brief one line explanation may be helpful.

· Why is Standard 10 (Financial Reporting in Hyperinflationary economies) not applicable? Has an analysis been done regarding which countries having hyperinflationary economies does UNFPA serve?
	The PID will include a one line explanation for these standards as suggested.

For Standard 10 (Financial Reporting in Hyperinflationary Economies) an analysis was not required since paragraph 1 (Scope) of the standard reads “An entity which prepares and presents financial statements under the accrual basis of accounting shall apply this Standard to the primary financial statements, including the consolidated financial statements, of any entity whose functional currency is the currency of a hyperinflationary economy.”  Since the functional currency for UNFPA is US Dollars for both recording and reporting purposes this standard does not apply.  

	IPSAS 9 (Revenue from Exchange

Transactions) and IPSAS 23 (Revenue from Non Exchange Transactions)
	· For both these standards, a LOW risk factor is indicated in the Project Document because of changes in accounting policies and business procedures which has already happened (risk factor decreased as of 1/1/2010). 

· Has a consensus been reached on these IPSAS standards? We are still hearing conflicting opinions on this topic (cash versus accrual basis etc) and feel that it would be helpful if the IPSAS project Board could provide more clarity on this topic and include the details in the Project Document. We also suggest a more conservative risk rating of “HIGH” instead of “LOW” risk, until there is unanimous consensus on this topic. As per our understanding, a feasibility analysis has not yet been completed on whether Atlas Contracts module is capable of handling recording of revenue as specified by UNFPA policy. This further supports the case for a more conservative rating for these sections at this juncture. It will also be helpful to stipulate in the Project Document what changes to the accounting policies and business procedures have been made in conjunction with implementing this standard
	The accounting policy that has been adopted is based on the principle that revenue is recognized based on the content of a signed donor agreement.  If the agreement contains no conditions revenue is recognized upon signature of the parties (accrual) or cash whichever comes first.  If the agreement contains conditions then the conditions must be fulfilled in order to recognize revenue.   UNFPA and UNDPA recently completed an exercise of examining the core contribution agreements of the top 15 – 20 common donors.  The results indicate a harmonized approach to recognizing revenue on a donor by donor basis.  The same exercise will be conducted for non-core contribution agreements.

RMB has been using the Atlas Contracts Module since 1/1/09.  In 2009 the module was used to record revenue for core contributions.  Starting in 2010 the module was used to include recording revenue for non-core contributions.  Although not totally user friendly the module is capable of recoding revenue and bill plans based on how donor agreements are structured and written.   The risk factor was also mitigated by centralizing the operational unit for revenue processing at headquarters rather than decentralized at the CO level.   

RMB had foreseen using the Contracts Module for items other than those covered by revenue recognized policy which still needs to be maintained outside of Atlas.  This information is being maintained through online applications that are accessible to the entire Fund.

	IPSAS 12 (Inventory)
	· This is one area with a high impact, as indicated in the project initiation document. Has the feasibility study of using Atlas Inventory module begun already? The feasibility study will be crucial as it is very important to assess the volume of inventory in each country office and have controls to account for the stock that has been consumed and stock that is on hand. Based on this, the decision has to be made whether the inventory module in Atlas can accommodate the additional work flow and capacity requirements.

· Note that WFP had similar problems and there are a lot of lessons that UNFPA could leverage upon from WFP for the control and valuation of inventory. 

· Also, as noted in the project initiation document, UNFPA is the only Atlas partner agency with a need for Inventory software. Does this have any implications when it comes to deciding on an ERP solution for inventory?

· Also, please comment on whether a single business owner has been identified to champion the Inventory Management project and whether an assessment of resources needed and funds available been made? As per the inventory policy meeting notes, the deadline for the above tasks is end of March 2010.

· Has a uniform method been agreed upon for valuation of inventories?

· We understand that inventory implementation deadline dates have already been finalized in order to be UNSAS compliant (before being IPSAS compliant) (i.e. dry run count on June 2010, second physical count in Dec 2010, UNSAS compliant opening balance on Jan 2011, new count and conversion to automated inventory in June 2011, launch of the inventory software solution before July 2011, IPSAS compliant closing balance as of Dec 2011). As per the project time frame, a software consultant will be recruited in May 2010 to work on the functional requirements and the communication on the methodology to the country offices will happen during the end of May 2010. The Fiji CO will serve as the pilot for the dry run during May-June and a dry run count for other COs will be conducted during the end of June.

· The time frame for the above 4 inter-dependent activities seems very tight and the risk of project delays exists (delays in one activity could affect another). Please revisit this time frame to determine if this seems appropriate in the context of project developments.

· Also, until the availability of a formidable ERP solution for managing inventory, management will lack real-time information on the quantity and value of inventory. So, please note that finalizing the ERP solution quickly, without project delays, is of paramount importance.
	It should be noted that the organization is moving towards both a software and business practice solution for managing inventory on a global basis.  At the end of February a seven day inventory workshop was conducted participated by Finance, PSB, MIS, Business Process (Programme Divison), Fiji CO and CSB in order to define the detail business requirements for an inventory software solution.  As of now the following documents have been prepared:

· Inventory Project Initiation Document (PID)

· Inventory Count Procedures

· Inventory Count sheet and Item catalog sheet

· Handbook for General Purposes

· Inventory Policy Guidelines

· TOR for Inventory Control Specialist

A third survey of country offices to determine the scope of inventory across the organization will soon be undertaken.

In terms of deciding on an inventory software solution the business requirements defined during the workshop will be presented to a PeopleSoft consultant to determine the feasibility of the PS Inventory Module to meet those requirements.  The TOR for the consultant is currently being drafted.   If the PS Inventory Module meets the business requirements with little or no customizations then that will be the decided software solution.   We do not foresee any implications across the other Atlas partner-agencies in deciding on an ERP solution.  We do expect UNDP OIST to be involved in providing certain technical support once a decision has been made. 

Unfortunately, at this point there is no identified business owner for this project.  This needs to be addressed at a senior management level. 
For establishing opening the value of inventory will be based on replacement cost at the time that the physical inventory counts are taken.  Subsequently, UNFPA will use Weighted Average as the cost formula for financial valuation purposes.  This formula has been chosen  our commodities are date stamped it better complies with “First Expiry First Out” principal for physical movement of inventories.
It should be noted that the timeframes for the physical inventory counts (Dec 2010 and Dec 2011) were established to provide balances to allow for compliance with UNSAS and satisfy the BoA observation that stock items should be recorded an inventory on the balance sheet.   As a contingency the Dec 2011 balance would represent the opening balance for 2012.  In the event of not having an inventory software solution purchases made during 2012 would be expensed and a count would be taken in Dec 2012.  Adjustments to the inventory asset account and expense account which would provide IPSAS compliance for 2012.  It is imperative for senior management to provide the necessary support to ensure that these counts take place.

The contingency plan described above was the methodology used by WFP in recording inventory under IPSAS since their ERP did not include an inventory module.  We prefer to apply best business practices and take a much more through approach by having the software solution in place.  

	IPSAS 13 (Leases)
	· There is a comment in the last line of the Risk Analysis column for IPSAS 13 (Leases) indicating that "ERP functionality is already in place to accommodate lease agreements". There is also a comment in the "Impact on Atlas" column for both IPSAS 13 (Leases) and IPSAS 16 (Investment Property) indicating "ERP Impact: must determine if ERP contracts or Asset management Module can handle accounting for lease arrangements".

· Both the comments seem contradictory to a certain extent. Please clarify or modify the write up as needed.

· Has an inventory of leases been performed to decide on the lease classification (capital or operating)?
	An inventory of leases has not yet been done.  It is expected that the new IPSAS Project Specialist being recruited will get immediately involved with leases.

With respect to the seemingly conflicting comments we will reword the ERP impact.  For leases determined to be finance leases we expect that they would be treated as any other asset within the Atlas Asset Management module.  Therefore the conflicting statements will be removed.   


	IPSAS 17 (Property Plant and Equipment)
	· We suggest a more conservative rating of “MEDIUM” instead of “LOW” for this area

· FYI - As a comparison with the risk profile rankings with WFP, please note that Fixed Assets [lumped together with intangible assets] was designated as a high impacted area for WFP. Although the context for UNFPA is different [We are aware of the changes taken place in the Asset management module in April 2010 which has mitigated the risk factor for UNFPA], we believe it may still be beneficial to leverage upon external audit findings noted for WFP for this area. (As an example, one of the comments in the Jan 2009 Report of the External Auditor on Preparedness for IPSAS and WINGS II for WFP was that more work needs to be undertaken by WFP to ensure that the figures reported in the financial statements for property, plant and equipment are complete and accurate. Note that this required action by finance staff in country offices, regional bureaus and Headquarters.)

· Has a consensus been reached on whether ‘Project/Programme Assets’ (those assets specifically related to a UN entity programme in a programme country) should be capitalized or expensed?
	We disagree with upgrading the rating of “Low” to “Medium”.   We don’t believe we can compare our risks ratings with WFP in this area due to the fact that UNFPA (headquarters and country offices) has been using the Asset Management module since the implementation of Atlas in 2004 whereas WFP did not have a similar ERP module in place.  Interestingly, WFP could not even record opening balances for property, plant and equipment and had to take advantage of the transitional provisions in the standard.  The technical and configuration changes that will allow us to record accounting transactions in the GL have minimal business practice implications.  Since we do not expect to change our accounting policy in respect to property, plant and equipment until 2012 we effectively have over 18 months to work out any bugs which arise.  Applying the changes to Atlas now will allow us to capture the information needed for expanded note disclosure for the 2010 -11 financial statements.  Additionally, we will have complete and accurate opening balances for 2012 and the required note disclosure information for the IPSAS financial statements starting with FY 2012.

Our position with respect to project assets (assets purchased for projects not implemented by UNFPA) is that because we transfer those assets at the time of receipt (beginning of the project) we do not own the asset, can restrict the use of the asset or obtain future economic benefit from the assets.  Therefore we will continue to expense those assets.   UNDP in examining this policy is seriously considering changing theirs to conform to UNFPA.  

	IPSAS 18 (Segmental Reporting)
	· This is indicated as an area of high risk in the Project Initiation Document. If the plan is to automate segmental reports, testing the scripts, if any, used for automation would be important.

· Have the reportable segments been identified already or is this work in progress by the IPSAS Project team in conjunction with the Accounts Section?
	Segment Reports have not yet been identified and will be done in conjunction with the Accounts Section.  

	IPSAS 24 (Budget information in Financial Statements)
	· The risk factor associated with this standard is high. It is mentioned that scripts will automatically extract required information for generating IPSAS compliant financial statements. There are also possible implications for ERP configurations. The detailed project timeline at the end of the Project Initiation document calls for developing technical specifications for financial statements but it does not specifically outline "testing these scripts (unit testing, UAT etc)" as a task in the project by itself for this standard. Since these are the scripts that are going to extract data from the database for the purpose of generating the financial statements, testing these scripts would be very important. Please ensure to include this task in the detailed project timeline.
	The statement of budget versus actual is mandatory within the IPSAS compliant General Purpose Financial Statements.  As such the development of that statement is being treated the same as the statements needing to be developed under IPSAS 1 and 3.   The original plan was to have the script developed by UNDP OIST for all the Atlas partner-agencies.  However since UNFPA will be including this statement in the set of 2010 – 11 transitional financial statements and in order to mitigate the risk of not having this statement ready in time for FY 2012 UNFPA has decided to develop the script  themselves.  UNFPA MIS will provide the technical resources in constructing the script.  The functional specification for this statement was included in the set of mock financial statements that have been developed and presented to the Board of Auditors for their review and comments.   

The risk analysis will be adjusted to reflect the development of the 2010 -11 statements.  As suggested, the appropriate tasks applicable to reports development will be added to the detail work plan.

	IPSAS 25 (Employee Benefits)
	· The risk factor associated with this standard is high. It is mentioned that scripts will automatically extract required information for generating IPSAS compliant financial statements. There are also possible implications for ERP HR and Financials configurations. There are also new program development implications to support recording of employee benefit information. The detailed project timeline at the end of the Project Initiation document specifically outlines testing requirements for this

· Has any analysis already been done to determine if any new accounting policies need to be developed regarding actuarial valuation? Note that extensive note disclosures may be required for post employment benefits such as actuarial valuations. Note that as a result of applying IPSAS, greater amounts in employee benefits liabilities will be recognized on the face of the financial statements.

· Has an assessment been performed to evaluate country specific policies and procedures (since HR policies and procedures may vary across country offices) 

· Need to identify the most significant accrued employee benefits. Has this analysis been performed already? Note that country office personnel may be subject to different types and levels of allowances. Has a country-specific analysis been performed in this regard? Has the impact on pension funds and leave entitlements been assessed and what will be the repercussions under the requirements imposed by this standard?
	There is no specific financial statement specifically for employee benefits.  The document states that “Beginning in 2010 work closely with Human Resources, UNJSPF, and other Atlas partner-agencies to ensure that employee benefits are correctly identified, classified, accounted and disclosed for the FY 2010/11 financial statements.”   This means that additional note disclosures will need to be made for employee benefits.

UNFPA in conjunction with the other Atlas partner-agencies participated in an 11 week workshop in 2009 analyzing all staff entitlements to determine which ones will need to be accrued in order to comply with IPSAS.  Of those entitlements it was determined that the outstanding liability for ASHI and Repatriation Grant will be determined from actuarial valuation.   An actuarial valuation is already done for ASHI.  Arranging for an annual actuarial valuation for Repatriation Grant will be done by UNDP HR on behalf of all the Atlas partner-agencies.   

With respect to the other entitlements that will need to be accrued the analysis at the conclusion of the workshop identified the specific entitlement, the functionality in the Atlas HR module that will provide required data, any business process changes that will need to be made and any software programs that will need to be developed to bridge the gap between Atlas HR and Atlas Financials.  It was also determined that the most complex of the entitlements that will need to be accounted for is the annual leave balance.  As such the functional specification for the program needed to record annual leave balances has already been completed and work has begun on the technical specifications for the program.

Since UNDP HR services UNFPA staff contracts both from Copenhagen and in the country offices and policy and procedure changes arising from specific country offices will be applied by UNDP on behalf of UNFPA.  Where UNFPA will need to enter HR data that will be used in any of the employee benefits programs UNDP will provide the necessary training and support.  A prime example of this is the recent use of the absence monitoring functionality that will be used to provide HR data needed in the annual leave balance program.

	IPSAS 28 Financial Instruments [Presentation] ,IPSAS 29 [Recognition & Measurement] and IPSAS 30 [Disclosures]
	· IPSAS 28 Financial Instruments [Presentation], 29 [Recognition and Measurement] and 30 [Disclosures]: No comments on risk rank (medium risk). 

· As indicated in the Project initiation document, the operational impact of these standards is mainly on Finance. Participation of key members of Finance branches in preparation of note disclosures is essential.

· Again, this is one area where UNFPA could leverage upon the work already done by WFP and the audit comments from external auditors for IPSAS preparation for WFP. (As an example, one of the comments in the Jan 2009 Report of the External Auditor on Preparedness for IPSAS and WINGS II for WFP was that the financial statements need to report the value of long term liabilities, discounted to reflect the time value of money. Another comment was that WFP should ensure the completeness of expenditure figures by accurate and complete verification at country offices, regional bureaus and Headquarters of goods and services provided before the year end and monitor and review expenditure and income, to ensure that all accruals, creditors and debtors are recognized. The external auditors had significant difficulty in confirming that all expenditure incurred had been included in the accounts. There were also difficulties in validating the accounts figures for income and related debtors. Also, under the strict requirements of IPSAS, commitments to future expenditure cannot be recognized in the financial statements.)
	It should be noted that for these standards the operational risk should read UNFPA Finance/UNDP Treasury.   Please note that these standards were introduced in by the IPSASB in January 2010 and become effective in 2013.  UNFPA outsources its treasury/investments operations to UNDP Treasury.  As such UNDP Treasury will assume responsibility for conducting an in-depth analysis of the standards and determining, and applying if necessary, any changes that will need to be made to the Atlas Treasury module in order to apply the standard.
The discounting of long term liabilities to reflect the time value of money if handled within the other IPSAS standards such as Employee Benefits and not within these standards.

	IPSAS 31 (Intangible Assets)
	· The risk factor associated with this standard is high, as noted in the Project Initiation Document. Regarding the comment in the Project Initiation Document on setting up the Asset management module in Atlas (to support management of intangible assets and developing processing procedures for development activities for internally developed software and recording these costs in the Asset management module), has the ERP set up (to support management of intangible assets) complete in the recent April 2010 Asset Management module changes?

· Do we have a complete compiled list of all intangible assets across the organization?
	The plan was to make the configuration and technical changes for property, plant and equipment in 2010 and for Intangible Assets in 2011.  We believe that most, if not all intangible assets will be software related – externally purchased or internally developed.  Therefore any business practices changes in MIS would also be identified and applied in 2011 to ensure all operational issues are identified and resolved by 2012.  Technically we believe that the changes to the Atlas Asset Management module that were made for PPE can support capturing costs of intangible assets.  For externally purchased software the costs would be captured via the receipt functionality in the procurement module.  For Internally developed software the cost would be captured through the Basic Add function in AM.  We will take note to insure that non software intangible assets are identified.

	Other Comments
	· One of the key success factors stipulated in the project initiation document is that IPSAS compliant systems and processes are in place by 2012. Towards this end, UNFPA MIS needs to ensure that adequate resources exist to meet ERP changes for IPSAS compliance.

· As a comparison with WFP, the WINGS II project was seen as a critical element in developing the accounting and information systems necessary to underpin the successful implementation of IPSAS. However, there were major delays in the WINGS II project and the delays were due to several reasons. One of the reasons was complexity of testing the new system ("By November 2008 there were 1,667 business scenarios to be tested, of which 182 (11 per cent) had been tested but failed, and a further 516 (31 per cent) had yet to be tested. The area worst affected was human resources, HR, where 58 per cent of tests had not been successfully completed, exacerbated by the data migration task.").

· Leveraging lessons from the WFP implementation, as UNFPA makes changes in Atlas and new programs/scripts are developed and changes in modules implemented, it is important to outline a testing plan, collaborate with partner agencies and identify adequate resources in advance to support the implementation so that there are no major project implementation delays. 

· It is very important to ensure that training is delivered to the necessary number of staff to properly support the transition to IPSAS. Communication to country office personnel and development of a formal communication plan is crucial.

· Please incorporate IPSAS 3 (Accounting Policy Changes) in the training agenda or as a part of the existing training programs, as deemed feasible. What is the proposed mode of delivery for the training programs?

· Has a business plan been formulated for all new modules that planned to be introduced (as well as changes to be made in conjunction with IPSAS)? The concern here is that a lot of discussion is still underway and seem to have not been fully finalized but the Atlas road map has already budgeted for some of the activities. Example: The Atlas roadmap 2010-2013 talks about the introduction of an inventory module and associated projects costs when a decision has not been made and fully ratified on what the ERP solution for inventory would be.

· Accrual Accounting and Transparency of information: Finally, please note that Accrual accounting is extremely effective when financial reporting must provide information useful in precisely evaluating the international organization's performance in terms of service costs, efficiency and accomplishments. It can assist users by providing better and more accessible information for decision making and accountability, enhancing focus on outputs the transparency of information. This can enable a stakeholder to substantiate a budget request for a certain output, or to successfully negotiate a decrease of outputs. On the other hand, increased transparency will make people more accountable, since ineffective or inefficient implementation of policy will be more visible. Extensive training and a fair and effective performance management system are important to convince this group of the benefits of the new system. It is very important to remember that implementing accrual accounting by using a very direct approach with very tight regulations can be contradictory to the objective of the transformation as people may still not know what it means to work in a transparent, results-driven way. Therefore, the project management team should use an open and results driven approach in their project management.
	We have outlined in the risk mitigation strategy by standard where UNFPA MIS needs to be involved with respect to changes to Atlas in support of the application of the standards.  The IPSAS budget includes funds for resources that MIS may need.   

In terms of existing Atlas functionality please note:

· The Atlas Contracts Module in support of revenue recognition is already in place and being used

· The re-launch of the Atlas Asset Management module with an interface into the General Ledger in support of Property, Plant and Equipment is scheduled for 30 April 2010

· An initial determination has been made that the configuration and technical changes made to the  Atlas Asset Management module will support recording of finance leases and intangible assets with little or no further changes

In terms of new modules we anticipated that only an Inventory Module would be the only new module needed to support an IPSAS standard.  Although no decision has been made as to an inventory software solution the reference to an inventory module is in the Atlas Roadmap since any software solution will need to integrate with existing Atlas modules.  

In terms of the development of financial statements, segment reports and disclosure note information there are tools in place that MIS will use in constructing those reports.

We appreciate the reference to the WFP WINGS II project.  However we feel that the amount of time, resources and risk to implement an entire ERP as WFP did is significantly greater than the systems development work that UNFPA has already been done or will do in support of the applicable IPSAS standards. 

With respect to the training plan the IPSAS Project Team is currently working with the Career Learning and Management Branch to finalize a strategy.  UNFPA is also working with UNDP to discuss a harmonized approach of the training plan and possibly joining resources in either designing training material or delivering the training, particularly at the CO level.   We take note that IPSAS 3 should be included in the training plan.  The possible methods of delivering training are Computer Based Training (CBT), Instructor Lead or webcast depending on the subject matter and audience.   The method of delivery will be included in the final training strategy.

	Useful References – WFP Implementation Material on IPSAS
	http://fb.unsystemceb.org/reference/05/fold31069/WFP/

http://fb.unsystemceb.org/reference/05/ipsasf1609/

http://fb.unsystemceb.org/reference/05/fold31069/

http://fb.unsystemceb.org/reference/05/fold31069/ipsasguide/

http://fb.unsystemceb.org/reference/05/fold31069/Implementing1/

http://fb.unsystemceb.org/reference/05/ipsasf21609/

http://fb.unsystemceb.org/reference/05/ipsasfinstate/
	


Brief description





The expected result of this project is the compliance with International Public Sector Accounting Standards at UNFPA by 2012.








UNFPA adopted strategy to prepare the organization for full implementation of IPSAS in 2012, with a prioritization of revisions of accounting policies and practices to the extent allowed by UNSAS requirements during 2009/11.





The first phase concluded in January 2008 with recognizing expenses based on the principle of the receipt of goods and services.  The second phase covering the period 2010 - 2011 will include the adoption of policies compliant with UNSAS and drawn from the IPSAS standards on Revenue Recognition, Employee Benefits and Inventories.  There will also be extended note disclosure information on Fixed Assets, Provisions and Contingent Liabilities/Assets, and Related Party Disclosure.  Changing accounting policy under UNSAS and extending the note disclosures will allow for a seamless transition to IPSAS for those standards in 2012.  The third phase covering the period 2012 will include, but not limited to, the adoption of the IPSAS standards on Financial Statement Preparation, Segment Reporting, Assets Management, Intangible Assets, Leases, Presentation of Budget Information.  Additionally, accounting policy changes for Revenue Recognition, Inventory and Employee Benefits will be made to be compliant with the applicable IPSAS standards.





All phases of implementation will include in addition to IPSAS requirements selected enhancements to the business processes and / or Atlas for solving user issues, addressing audit recommendations or simplifying and harmonizing business processes.





Change Management activities such as development and delivery of staff training, regular communications of activities to stakeholders and staff and engagement with the Board of Auditors will take place on an on-going basis from 2010 through 2012.





Budget				


General Management Support Fee 	N/A


Total budget: $7,087,000





Allocated resources (2007 & 2008-2009):





Project Period: January 2008 – December 2012


Programme Component: 


Award ID:


Project Duration: 4 years


Management Arrangement: Direcimplementation
























































































































































































































































































































































� The UN Accounting Standards Task Force’s recommendations, reference materials are published at the UN Finance and Budget Network web-site: �HYPERLINK "http://fb.unsystemceb.org/reference/05"�http://fb.unsystemceb.org/reference/05�
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