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ABSTRACT
Application of Information and Communication technology and systems over the decades has made positive impact and hence encouraged the Governments to make substantial efforts to invest in the application of Information Technology, initially, to improve its internal working and later, to facilitate the public by providing better access to the services it provides. 
In Pakistan EGD is the custodian of taking care of implementing different ICT projects in public sector. EGD is working on various ICT projects for the automation of public sector organizations. This case study is targeted in developing collective wisdom gained during implementation of these projects affecting the timely delivery and effectiveness of these projects.

This study has been taken in hands by reviewing monitoring reports of nine projects handled by the EGD. The conclusions and findings would help in nailing down the exact impediments that projects faced and which reduce the efficiency & impact of project implementation & efficiency.
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CHAPTER 1 - INTRODUCTION

1.1) Background

Electronic Government Directorate (EGD) is a subsidiary of Ministry of Information Technology, Government of Pakistan.
E-Government can be defined as the application of Information & Communications Technologies (ICT) to the working of the government in order to deliver a higher level of service to citizens and businesses, increase transparency and accountability, and lower costs of operations of the government. E-Government encompasses the following areas:

· G2G: Government-to-Government includes interactions between Federal, Provincial, Local, as well as Governments of other countries and international agencies.  To allow for process and IT-system integration as well as the provision of services that support significant administrative savings and improve service delivery to citizens.

· G2B: Government-to-Business includes all Suppliers as well as Businesses procuring services from government. The aim is to reduce the government’s burden on businesses by accelerating government processes vis-à-vis businesses, providing services, eliminating redundant collection of data and better leveraging E-business technologies for communication.

· G2C: Government-to-Citizen includes interactions with Citizens to provide easy to find, easy to use, points-of-service while providing higher speed, higher quality, and greater accessibility.
· G2E: Government-to-Employee includes interactions with Government Employees to provide easy to find, easy to use, points-of-service while providing higher speed, higher quality, and greater accessibility. (Electronic Government Directorate, Ministry of IT, 2005, p.7)   

EGD working steadily in the various priority areas of e-Government on the implementation of e-Government Program by taking into consideration the following components (building-blocks) which are part of the approved e-Government strategy and 5 year plan of the Government of Pakistan:

1. Basic Infrastructure: Development of basic IT infrastructure at Ministries is one of the basic requirements of e-Government. Some of its components include provision of require hardware and local/wide area networking. 

2. E-Office (ERP) Applications: This covers common applications such as Internal Communication (IC), Human Resource (HR), Budgeting/Finance, Project Management, Document/File Management & Collaboration modules. All these modules are bundled in e-office application suite. 

3. Agency-Specific Applications & E-Services for Citizen: In parallel to common applications (E-Office), high-impact core services/processes at all Divisions are being automated. 
4. Standards: The Standards and guidelines are being developed for guidance of government ministries/divisions/ departments /agencies undertaking similar initiatives. This will ensure the system interoperability horizontally and vertically across Government of Pakistan.(Electronic Government Directorate, Ministry of IT, 2005, p.19)     
1.2) Problem statement
This project helps in identification of issues faced by Electronic Government Directorate (EGD) while implementing IT projects which caused delays and reduced effectiveness of those projects. 
1.3) Objective of the study

The objective of the study is to identify the core issues faced by the EGD during and after the completion of the (ICT) projects. These projects are implemented for the betterment of the common citizen but due to multitude of issues in the later stages a compromise is situation comes in achieving project objectives and projects fail to meet the desired results.
Therefore, this study has been taken in hands on the projects handled by the EGD and recommendations would be prepared that would not only help to identify the means to complete these projects on their schedule time but also to strengthen the processes that enable EGD to achieve project objectives & full impact.
1.4) Methodology

Both quantitative and qualitative research method are used to study the impediments in project implementation & achieving full impact. 
The EGD’s framework, business processes and projects monitoring reports with financial data was studied and project life cycle observations are used to see if there were any major steps missed or support steps overlooked in implementation of the project.
Their (EGD) data is then used in graphical form to quantify the each impediment. 
For this project a sample of 9 projects has been taken, out of which 6 have been completed and 3 are under implementation. 
The focus has been on 3 major phases of the projects namely 
· Hiring of Project Staff, 
· Procurement process for (System Requirement Specification (SRS) & Software development and Hardware Deployment) 
· Post Implementation issue.
A survey has also been linked with the study to identify the most common reasons for delays in each of the above mentioned phases. This survey would help in identifying most commonly recurring reasons that cause delays.
Chapter 2 - Contemporary Research
The research topic is specific in nature and as our case study applies to IT projects implemented by EGD it is also indigenous as per this context. A variety of literature was reviewed regarding ICT project for getting the idea on general impediments in implementation of ICT projects, but a lot was not relevant to our case study as different agencies had different implementation procedures & controls. 

2.1) ICT Issues While Implementing in Kenya

Kenya is a third world country, situated in Africa but with respect to other African nations it can be termed as one of the few better of countries. It is one country keen on developing its ICT infrastructure as various ICT projects have been undertaken in Kenya by Chinese companies in telecom sector (Laying of fiber optic). Following were the issues identified through a research in ICT implementation in Kenya:

· Lack of Infrastructure 

· Finance to run these projects
· Poor data systems and lack of compatibility 

· Skilled personnel for implementation
· Leadership styles, culture, and bureaucracy during implementation of projects
· Attitudes of users
As per the researcher the above mentioned issues do not necessarily prevent the implementation of ICT projects but they do prevent advancement and restrict successful implementation and sustainability. Some of such factors for failure as given by the researcher are listed below. 
· User needs 

· Technology 

· Coordination 

· ICT policy 

· Transfer of ICT idolizers 

· Donor push 
(“Factors Affecting the Successful Implementation of ICT Projects in Government”, Gichoya D, 2005, p.179) 

 The paper not only identifies the issues but also suggested some best practices in ICT which can be helpful in increasing the efficiency of ICT projects in Kenya: 

1. Do not underestimate the complex environment in which ICT programs evolve. ICT projects are too often believed to have a technology focus. 

2. Be sure to select a project that is expected to demonstrate the greatest benefit for your target group. 

3. Government staff should be ‘re-skilled’ to anticipate the changes that accompany an ICT structure and new roles 

4. Identify the right technologies. 

5. Make a decision on how an organizational process fits your technology. 

6. Strong program and project management is essential to develop and implement successful ICT solutions. 
(“Factors Affecting the Successful Implementation of ICT Projects in Government”, Gichoya D, 2005, p.180)
 2.2) ICT Issues While Implementing in Netherland

Government ICT projects are carried out in a complex environment. The complexity is threefold: 
· political, 
· organizational 
· technical 
These factors complicate the implementation of ICT projects. Therefore government ICT projects are difficult to govern. Normally the actors involved in government run ICT projects turn a blind eye to these difficulties as each actor has its own legitimate reasons. 

From an article it has learnt that the Dutch government experienced severe difficulties in managing ICT projects. Dutch government realized that ICT projects run into problems and as the delays creep in they get far more expensive than budgeted. On top of this due to delays, their implementation requires more time than planned and sometimes do not deliver the intended results. On 5 June 2007 Dutch parliament launched an enquiry on reports in the media, of large amounts of public money going to waste in failing of ICT projects. On request of Dutch parliament, Netherlands court of Audit to investigate the persistent problem with ICT projects, towards which Dutch government spends between €4 and €5 billion a year.
The Netherlands Court of Audit identified following three factors of complexity that characterize government ICT projects:

· Political
· Organizational 
· Technical complexities 
According to them government ICT projects often fail to a certain degree because of a combination of these three factors. Let’s have a separate overview of each:
Political complexity

According to the research put in by Netherlands Court of Audit (NCA) Politicians believe that ICT is the best solution for any policy issue. NCA found that a lot of senior civil servants, ministers and the members of parliament did not differentiate that what ICT can do and what it cannot do. Due to their lack of understanding about ICT ministers were found prone to take decisions blurred by their misunderstanding, which could affect the project objectivity. Another aspect of political complexity is that due to dynamism involved in politics, any political change can considerably affect the resources allocated to the project as well as ambition of the project. 
Organizational complexity

According to the findings of NCA normally several organizations are involved in implementation of an ICT project at the same time many organizations join in as well as their business process are related and require exchange of information and with a government implementing ICT there are always more chances of it. With more and more stakeholders involved in implementation and execution each stake holder tries to serve their own interest in the project affecting the overall efficiency of the deliverables. In addition to this, stakeholders tend to shift the responsibility from one to another and even get involved in blame game for any delays and failures.
Technical Complexity

According to NCA developments in ICT are very fast paced and normally evolve during the course of implementation and to adopt these new developments the project cost gets swelled up. In addition to this implementation of project at various organization requires data compatibility and problems arise while collating data from two or more organizations. According to NCA findings ICT projects often get too ambitious and in turn get too complex and usually a complex project lacks the balance between ambitions and the allocated resources, be it human, financial or time resources. The recommendation made by NCA to avoid complexity was to start small and proceed in small steps as this minimizes the organizational complexity. Another option discussed by NCA was to divide a project into smaller sub projects as it becomes controllable and manageable. The NCA also pointed that in the initial stages of an ICT project ministers, the House of Representatives and ICT providers all are involved for its own legitimate reasons and it falls in their interest to make these projects large and ambitious.

2.3) Recommendations
As per the NCA analysis ministers can break out of the spiral in which projects become too complex, as ministers not only have a voice in the decision making but are also responsible for the management and execution of projects. In their capacity as client, moreover, the minister is in direct contact with the provider. The NCA recommended to strengthen minister’s position. The underlying thought is that if a minister has ‘put their house in order’ they can take a more considered view of the dynamic environment in which ICT projects become increasingly ambitious. In addition to this following is the summary of recommendations presented by NCA: be realistic about the ambitions and make sure you keep a firm grip on your ICT projects. Realism means being aware that:  

· ICT is not a ‘quick fix’ to a problem;

· Political deadlines can be fatal to a project;

· ICT ambitions also display a gap between policy and practice;

· Changes during the project are often inevitable;

· An exit strategy prevents muddling on. To keep a grip on ICT projects:

· The minister should be a serious counterpart for both the House and the ICT provider;

· Decisions should be taken in phases;

· Decisions should be based on well considered plans, and projects should be evaluated as part of an overall project portfolio;
· Reconsideration along the way should be made possible.

http://www.rekenkamer.nl/9282000/d/p425_report.pdf
2.4) A quick guide to implementing ICT for development projects

Following are few of the common best ICT4D practices are described here.
Pre-project best practices:

1.
Conduct a needs assessment

2.
Ensure ownership, get local buy-in and find a champion

3.
Identify key external challenges
Project rollout best practices:

1.
Avoid duplication of efforts

2.
Take small achievable steps and stay focused

3.
Stay Focused

4.
Critically evaluate efforts and adapt as needed

Post-project best practices:

1.
Final project evaluation

2.
Disseminate information

3.
Make it sustainable
www.intosaiitaudit.org/intoit_articles/27_p14top17.pdf
Chapter 3 - Industry overview
Information and communication technology (ICT) has become one of buzz words and an important focuses of modern society. Even Pakistan has established ICT R&D Fund for development and promotion of ICT initiatives. Many countries now regard ICT as part of the core of education. Following are the areas where ICT helps in facilitating the masses: 

1.
EDUCATION

ICT can be used as a cheap and ready channel to educate masses. There is great need to integrate ICT in the education system and develop the nation's research and development (R&D) capacity to support national economy. Through ICT implementation education systems can extend their reach, reaching to areas difficult to access.

2. CULTURE AND HERITAGE

With the availability of internet on high speed one can have access to information readily. Even in Pakistan under USF (Universal Services Fund) initiative internet and telephony services are extended to population of areas which are otherwise not viable for service providers. 
With the availability of internet we can now promote and preserve our heritage and culture and with wide spread access of public to such information means promoting local content along with cultural heritage.

3. HEALTH CARE

A variety of initiatives are already underway of private organizations with telecom operators, where a lady health worker can take a picture of patients body part (affected) and through data transfer images of patients affected body part are shared with expert doctors and physicians at some other locations for expert opinion. 
4.  AGRICULTURE AND DEVELOPMENT

Agriculture is Pakistan’s economic backbone as it plays an important role in the social and economic development in rural community. ICT can revolutionize agricultural sector through the use of internet in the planning, implementation, monitoring and the information delivery process. The use of GIS is sharing cropping pattern with the farmers can further enhance per acre yield and our farmers may benefit.
5. TOURISM, ENVIRONMENT AND NATURE RESOURCE MANGEMENT

Tourism sector has the potential to become one of the economic pillars of Pakistan’s economy. Over the recent past, Pakistan has failed to position itself well in the tourism market. By its very nature, the tourism sector is well suited for integration and application of ICT which potentially enhances marketing of tourism products and services will increase efficiency and effectiveness of transactions, and service delivery. 

6. MAINSTREAMING YOUTH AND WOMEN ISSUES

Women are 51% of our total population and making the organized and productive means doubling the human resource and doubling the chances of growth. It is very clear that we have to use Internet as an instrument to mainstream youths and women issues in most activities of the rural economy and society and to empower youths and women through opportunities created by implementation of ICT projects and programs in the rural areas.

http://un-gaid.ning.com/forum/topics/the-need-for-ict-in-rural
3.1) Benefits from ICT

Following are the benefits of using & investing in ICT:

· It quickens the flow of information from one end to another

· Masses can access information from the same pool, means economies of scale and scalability and maximum return is ensured

· Provides an alternate channel to areas which are inaccessible and difficult to communicate

· It is an efficient mean of bridging the gap between urban and rural societies and bringing them together and minimizing the digital divide

· It has potential of opening up new avenues in terms of professions and brings in the possibility of doing things in an efficient manner

· Integrates different technologies to run a service which brings ease to the end user

· Provides means to affordable & accessible information and that too to everyone who wants to use it

· It generates new jobs and makes processing easier for the professionals and quickens the process of gathering information and compiling results

· Links markets to one another and makes a global network with more possibilities of sales, hence improving the economy

· It helps in promoting international interconnectedness and globalization and hence is useful in linking local market to international markets

· It helps in redefining the workforce by increasing the speed of communication and hence improving their productivity.
CHAPTER 4 - Organizational overview
E-Government is one of the core areas of importance recognized globally as a necessary means for good governance in the new millennium. The Government of Pakistan (GoP) has been acutely aware of this growing reality and has included E-Government as a priority area in its first National IT Policy and Action Plan, approved by the Federal Cabinet in 2000.


Over the last several decades, some of the more affluent and advanced countries have steadily been taking advantage of ICT (Information& Communication Technologies) in various sectors of their society. This practice is due to some of the inherent advantages that ICT have to offer:

· Speed

· Automation

· Reliability

· Transparency & Accountability

· Availability

· Location and Time Independence 

· Lower Costs of Operation

One key factor behind the e-Government initiative of (GoP) has been to build on solid foundations. This involves putting in place policies to ensure consistency in approach, and a physical infrastructure that will support the needs of e-Government for several years to come. During the last year, a lot of progress has been made in both policy and implementation. (Electronic Government Directorate, Ministry of IT, 2005, p.9)   
4.1) Scope of E-Government
The overall scope of e-Government initiative is mainly focused on the following three areas:

· Improving efficiency & effectiveness within Government using ICT

· Increase transparency & accountability in decision-making

· Enhance delivery of public services to Citizens in an efficient and cost-effective manner. (Electronic Government Directorate, Ministry of IT, 2005, p.4)
4.2) Components of E-Government Initiative

The Electronic Government Directorate (EGD), Ministry of IT has been working steadily in the various priority areas of e-Government. EGD is working on the implementation of e-Government Program by taking into consideration the following three components (building-blocks):

· Basic Infrastructure: Development of basic IT infrastructure at Ministerial level is one of the basic requirements of e-Government. Some of its components include PCs, inter & intra-Ministerial networking (LAN/WAN), Office Productivity Suite (Word processing, Spreadsheet, Presentation Software), e-Mail etc. 

· E-Office (ERP) Applications: This covers common applications such as Internal Communication (IC), Human Resource (HR), Budgeting/Finance, Project Management, Document/File Management & Collaboration modules. Currently solution is under development at MoIT. It will be replicated across all Federal Government Divisions, once stabilized at MoIT.
· Agency-Specific Applications & E-Services for Citizen: In parallel to common applications (E-Office), three high-impact core services/processes at all Divisions will also be identified and automated. Necessary ground work has been initiated for this at EGD. (Electronic Government Directorate, Ministry of IT, 2005, p.5)   
4.3) Organizational structure

The Electronic Government Directorate (EGD) follows the mix organizational structure as it has Finance, HR, Quality assurance & Control, PMU (Project Management Unit) working functionally and providing services for all ongoing projects. Besides this each project has its own project staff, which mostly works on projects sites and carries out entire project activities in consultation with functional groups working centrally at EGD headquarters. The detail organ gram is shown below: (http://www.e-government.gov.pk/) 
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CHAPTER 5 Identification of issues

Issues have been identified by studying the sampled 9 EGD project progress reports. 6 projects were completed and 3 projects were under progress. Issues faced during these projects are classified as Hiring or Human resource Management, Project planning & implementation issue (SRS, Software development, Hardware deployment) and Post Implementation issue      
5.1) Human Resource Management
· Appropriate personnel hiring at the right time is being one of the critical issue in the delay of EGD project implementation process. Hiring processes to hire Project manager and other project staff are very sluggish. Most of the time the required staff is hired very late as planned initially and posts were also advertised very late. And in some cases the appropriate candidates for job were also not available or applied for the job.

· After the selection most of the candidates are not willing to join the EGD due to low pay offered by the EGD with respect to the IT market standards or the key members left the organization during the project implementation phase due to better option available in the market or lack of conducive professional progress offered by the EGD         
· Sense of ownership at the part of client agency was also created difficulties to meet the timelines and project evaluation process. Client agencies were often unable to dedicate a trained and dedicated human resource during the project implementation process which cause unwanted halt or delayed due unable of focal point from the client agency 
· On completion of the project, EGD also facilitates the client agencies to train their employees to handle and run the project effectively and efficiently. But the lack of interest showed by the client agencies in the training sessions cause improper understanding of the project and the project unable to serve its desired objective for the client agencies    
5.2) Software Development

A significant delay in the project implementation phase has been also observed during the software implementation phase. One of the reasons, as mention above, were due to the lack of focal and trained person during the software implementation process and project/software evaluation process consumes extra precious time.

Secondly, during the software implementation phase the requirements from the client agencies were kept on changing from the agreed initial requirements. These frequent additions cause problems for the EGD to complete the software implementation phase within the target timeline and also without the extra resources which are required to accommodate these additional requirements.

5.3) SRS Process issue 

For the project implementation, EGD has to get approvals from the client Ministry / Department throughout the development process. SRS being the core process of the project that requires EGD and the Client Ministry to work as a team, sometimes due to the Ministry’s workload or lack of interest the process of approvals gets delayed. Due to these delays, every phase of the project is affected.

5.4) Hardware Deployment 
A small but crucial delay also observed due to the late hardware deployment required for the project/software development and utilization. Hardware tendering and deployment process use by the client agencies are very slow. Hardware suppliers/vendors are unable to deploy the required hardware on time or the hardware deployed was not according to the required specifications.    
5.5) Post Implementation Issues
Once projects have been successfully handed over to client agencies, the projects were unable to run effectively for a longer period and lose its objective. Lack of interest shown by the client agencies in the training sessions and unavailability of the focal person during the project implementation are the main reason for the projects unable to operate in the client agencies. Lack of proper feedback from the client also observed in case of any anomaly/issue observed during the project usage/utilization. Most of the time EGD was not informed about the issues faced by the clients and troubleshooting steps were taken either by the client agencies themselves or asked the vendor directly to overcome the issue. Prolong and frequent problems were not taken seriously by the client agencies which cause the projects to stop operating after successfully developed/implemented.      
List of 9x Projects with Brief Used for the study as Sample Data

1. E-Services at Chief/Deputy Commissioner's Office
Project Brief
Target Population

General Public is the major target audience of this project. 

Project Scope

This project aims to automate following core citizen services.   

· Domicile Issuance System

· Citizen Certificate Management System

· International Driving Permit System 

· Arms’ License Management System 

In addition, the project scope also includes development of some databases for back end process management; for example, databases of registration record of security companies, funds generated by local government etc.

Project Benefits

· The citizens will be facilitated to submit, and check status of their applications for various types of certificates, e.g. domicile certificate, etc. online. 

· The Citizens will be able to get the information related to government processes and of general nature through a dynamic portal of Islamabad Capital Territory 

· Documents and information, internal and external (related to citizens) will be digitally stored and can be accessed easily with proper information security.

Value Additions

· Online availability of Application Forms & related information

· Easier access to various services

· Timely availability of vital Information related to Epidemics, Pricing of Commodities, etc

Implementation Status

The basic necessary Infrastructure has been deployed and made operational. All the applications have been developed and are in the phase of User Acceptance Testing (UAT). (Electronic Government Directorate, Ministry of IT, 2006, pp.2-7).
Following are issues faced:
Hiring & Retention of Project Staff

1. Three positions resigned (QA, SE, NA)

2. One position remains vacant due to unavailability of suitable candidate (SDB)

3. Project positions were advertised four times

SRS Development
1. Delay in the acceptance of the As-is process.

Software Development
1. Late assignment of focal person and his departure to overseas.

2. Re-analysis of hardware as suggested by vendor of the software solution because the technology became out-dated that was mentioned in PC-1.

3. End user has participated in the completed application of only International Driving Permit and Domicile Issuance. For the rest of the phased module deliveries the client’s participation will be invoked after thorough User Acceptance Testing by EGD's QA team who will then engage the staff to dispense End User Training and feedback. 

4. As for SRS approval only International Driving Permit, Domicile Issuance, Arms License, Fund Generation by Union Council and Drug Control Record approval has been given by client. For the rest there have been no scheduled demos for prototype demo and due to Law and Order circumstances ICT Administration were unwilling to give any such commitments. 

5. Provisional Sign Off was given by EGD for all modules that were made signatory representative by the ICT Administration by the Deputy Commissioner Amer Ali Ahmed. Under the agreement vendor will keep room for a specified amount of changes resulting to ambiguities/negligence during gathering phase that were not rectified due ICT administrations unwillingness to participate. 
 

Hardware Deployment

1. The site for Data Center (which was decided in PC-1) had been changed and new site was not allocated by Chief Commissioner's Office, Islamabad till March, 2006.

2. There was requirement of civil and electrical works at new allocated site for Data Center and project office, which was not in scope, therefore it caused delay in the networking activity

3. There was no proper and stable electrical infrastructure for Data Center at new site and CC/DC office denied to accommodate due to their budget constraint.

4. With reference to fiber optic installation, there were many legal & administrative issues raised by Chief Commissioner's Office at the time of digging which were solved in June, 2006.

5. Due to late assignment of focal person and his departure to overseas.
 

 Scope Changes
1. Static website of the ICT Administration for NTC deployment.

2. Civil and electrical works.

Post Implementation 

1. Project is still under implementation.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	50
	150

	Other project staff(Hiring)
	80
	170

	SRS Tendering
	90
	160

	SRS delivering
	75
	235

	HW deployment tendering
	80
	50

	HW deployment Contract signing
	24
	25

	HW delivery 
	15
	80

	SW development tending
	80
	70

	SW development Contract signing
	24
	24

	SW development
	290
	350

	SW testing
	78
	 

	SW Rollout
	5
	 

	User Acceptance
	14
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2. Access to Statute to 70 District Bar Associations of Pakistan
Project Brief

Target Population

Litigants, Lawyers and Judiciary are the three segments which are targeted through this project. 
Project Scope

Previously there was no systematic or organized method of providing access to the latest Statutory and Case Laws to lawyers and litigants, especially in the rural areas. A few reputed law firms, that charge substantially high legal fees, could afford to maintain law libraries and to engage manpower to update the Statutes and Case Law. The vast majority of lawyers who generally practice at district level do not possess such law libraries. The Bar Councils and Bar Associations maintain law libraries but the printed books are insufficient to cater the needs of all lawyers. Additionally, these libraries do not possess latest editions due to lack of resources. 

In order to meet the challenges of providing access to these libraries, the resources have been provided as follows:

· Online access to database of Statutory and Case Laws to 70 District Bar Associations and the associated District Courts

· Online access to database of Statutory and Case Laws at 11 High Court Bar Associations and the Supreme Court Bar Association 

· Onsite support and training at each location in the shape of provision of one Computer Operator

· 24/7 Internet connectivity to each Bar Association and District Court

Project Benefits
· Facilitate lawyers in faster research and submission of cases thus reducing time for decision making.

· On-Line Reporting and Data Access to Litigants, Advocates, Judges, Supreme Judiciary, policy makers – Access to Justice  

Value Additions

· Allow multiple individuals to simultaneously access the same information on Law.

· Better final decision through online access to Past Hearing and relevant Court Cases 

· Increase Transparency and Accountability in decision making
· Enhance delivery of public services to Citizens and Judiciary efficiently and effectively.
Implementation Status

All the components of the project have been deployed and tested and the services are made available to 70 DBA, 11 HBA, 1 SBA and the associated August Courts. (Electronic Government Directorate, Ministry of IT, 2004, pp.2-7).
Following are issues faced:
Hiring & Retention of Project Staff

1. The project Manager was hired before time in the process initiated by EGD 


Hardware Deployment


1. The supply of hardware at 28 districts and the sign-off by end user caused some delay

2. Hardware was stolen from 1 location but was replaced by the vendor and later by the bar association. 

Post Implementation
 

1. 40 District bars purchased the services on their own, while 30 bars requested MOITT to provide them the services. 

2. 97% of the Bars are currently using the Services.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	60
	40

	Other project staff(Hiring)
	60
	100

	SRS Tendering
	30
	35

	SRS delivering
	30
	50

	HW deployment tendering
	60
	85

	HW deployment Contract signing
	14
	14

	HW delivery 
	30
	30

	SW development tending
	120
	160

	SW development Contract signing
	20
	85

	SW development
	60
	80

	SW testing
	10
	10

	SW Rollout
	10
	10

	User Acceptance
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3. Automation of Estate Office Islamabad
Project Brief

Target Population

Federal Government Employees (G2E) are the target audience for the project. 
Project Scope

The objective of the project was to facilitate the Federal Government employees for the allotment of Government Housing Units by automating the old system of Estate Office, Islamabad.  The scope of the project included provision of Hardware/Licensed Software, customized Applications, deployment of Local Area Network and automation of internal office working such as; General Waiting List (GWL) & its online availability, development of web-site, simplifying application system and information sharing. 
Project Benefits

· Complete automation of allotment system reduced the time of processing of applications by eliminating the restriction of six months for publication of GWL.  

· Application submission process and rent recoveries are simplified, reducing processing time by 95% for the applicant in application submission. 

· Internal automation and online application submission system is introduced and is integrated with the Employees database of AGPR. Applicants need only to enter their NIC number to track the day to day status of their cases and notifications on the website. 

· Transparency is brought into the system by publishing online GWL 

· Rent recoveries are handled in the system by importing data of AGPR by utility developed in the project. 

Value additions of the project

· Increase in Transparency & Accountability within System 
Implementation Status

All major activities according to the project plan, including supply of Hardware, deployment of Local Area Network and development of application software have been completed. The software is fully functional and has been used in Estate Office, Islamabad. Due to the burning of Estate Office building it has temporarily been shifted to NTC. (Electronic Government Directorate, Ministry of IT, 2006, pp.2-7).
Following are the issues faced:

Hiring & Retention of Project Staff

1. There was a delay in the hiring process due to the non availability of a person at the post of Director Training at EGD.

2. The Database Admin Post was advertised twice, due to low salary, unsuitable sitting environment and furniture provided by the Estate Office, the employee left the position. One (Network Assistant) resigned and one did not joined the project after selection.

3. After the initiation of the project the project staff was allocated spaces to sit after 8 months.

SRS Development

1. Despite the number of requests to Estate office only one focal person participated in documenting of the "As is" process.

2. Delay in Delivery of the SRS was caused when extra modules were introduced which were not covered in the As-Is process and were out of the domain of Estate Office.

3. There was a significant delay due to the single focal person, who had to look after his responsibilities at Estate office as well. This caused unavailability at crucial times as well as for queries to simple issues. Moreover there was no incentive for the focal person’s contribution to the project and was an extra burden. 
 

Software Development

"The development of following six (6) modules were added in the software scope by the end user organization:

1. Management Panel 

   

1.1 User

  

1.2 General

2. Court Cases

3. Hiring 

   

3.1 De-Hiring

   

3.2 Payment









 4. Late sign off of the 13 modules

Hardware Deployment

1. Electric cabling, Earth and furniture for computer equipment were unavailable.

2. There was poor fire protection and Security for the Computer Equipment. 

3. For the installation of networking equipment an extra building was included, which was not in the initial scope of PC-1. 

4. Further for the installation of equipment server and computers power cabling in each room and earth was done which was also not in the scope of PC-1.

Post Implementation

1. On the request of EGD Estate office forwarded a case for acquiring the technical staff. The case consist of (3) three technical persons and 16 non technical persons from scale 19, 17 and low for supporting the application. 

2. Due to lack of incentive delay was observed in the training of Employees at Estate Office

3. The client agency hesitated in the issuance of acceptance as the focal person was not willing to take the responsibility of the application. As the focal person was non technical at the end he discovered that in the absence of technical staff he would be held responsible for running the application.

4. The software was complete and the data was migrated to the automated system. Due to the Lal Masjid incident the Estate Office was burned down. All the hardware, networking equipment was burnt. Till this day the renovation of the building hasn’t started and the Estate office employees have no alternative place assigned. As per temporary arrangements the developed automated system and server software has been installed, however due to unavailability of docking stations and infrastructure the system is unusable.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	60
	120

	Other project staff(Hiring)
	60
	250

	SRS Tendering
	85
	140

	SRS delivering
	90
	85

	HW deployment tendering
	75
	130

	HW deployment Contract signing
	12
	12

	HW delivery 
	15
	50

	SW development tending
	50
	135

	SW development Contract signing
	5
	0

	SW development
	180
	250

	SW testing
	10
	10

	SW Rollout
	10
	10

	User Acceptance
	20
	20
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4. Online Recruitment System for Federal Public Service Commission Phase-I
Project Brief

Target Population

General Public & Federal Government Employees
Project Scope

A fully functional Online Recruitment System has been deployed to enable online management of applications for the positions advertised by FPSC for General Recruitment and CSS exams. The system automatically receives online applications, allocates seats according to the quota system, keeps record of candidates’ results, post interview schedules online. The e-enablement features helped organization to reduce cycle time from weeks to hours for activities like compilation of results, preparation of exam papers and management of interview schedules 
Project Benefits

· Facilitate candidates through online applications for jobs advertised for CSS and General Recruitment within government.

· Prospective candidates can be informed through e-mail for new job postings according to the profile that they have created at the time of registration on the FPSC web site.

· Candidates can be communicated with through web site and e-mail regarding examination and interview schedules and examination / interview results.

Value additions of the project

· Candidates can benefit from the reduced time of processing of their applications.

· Transparency in the operations of FPSC will be improved 

· Reduction in paper work and associated costs.

Implementation Status

All the components of the project have been deployed and tested. The services are available since June, 2006 to the target users through www.fpsc.gov.pk web portal. In Phase- II, tendering process for development of Online Testing System Software has been initiated. (Electronic Government Directorate, Ministry of IT, 2007, pp.2-7).
Following are the issues faced:
Hiring & Retention of Project Staff


1. The hiring was slow as at that time the hiring was done via Ministry of IT

2. The client was unavailable in the hiring process due to CSS examination.
 

SRS Development
 

1. Major Differences in the Gap Analysis

2. Unavailability of focal person’s for approval.

Software Development
 

1. There was no significant delay in the software development.

Hardware Deployment
 

1. PC-1 went for a revision, causing delays to procurement activities.
Post Implementation


1. After successful deployment and approval from FPSC project was inaugurated on 17th June 2006 by Federal Minister for Information Technology in FPSC premises. All officers of FPSC (BS-19 and above) attended the ceremony.
2. Project was handed over to Computer Wing of FPSC on June 30th 2006. All passwords and allied accessing material were handed over to computer wing of FPSC.  Since the closure of the project FPSC didn’t contact EGD regarding any problem in the developed software which is the sign of smooth running of the system.  Focal person of the project retired upon reaching the age of superannuation. And new management assumed the charge.  

3. After successful completion of the project FPSC got approval of new IT positions in September 2006 for the smooth running of the new system. But till to date no position is filled only some internal promotions were made. Moreover, the system started malfunctioning because of regular changes suggested by FPSC officials and the incorporation of changes by vendor’s technical team on ad-hoc basis without proper institutionalization. This resulted in situation of unmanaged scope creep.

4. FPSC people approached EGD when the software development firm M/s Ora-Tech stopped accommodating changes. EGD started weekly meetings on the issues and decided to freeze the database first. First meeting was held on 2nd August 2007 and there are regular meetings held on weekly basis. Last meeting was held on 11th August, 2007. Agenda was to deploy the fixed version of the software and FPSC will test the entire software applications.

5. Software modules developed are still functional at FPSC, but the staff of IT Wing is used to with the older system, when they use the new system the problems arise like the qualification declared by the candidate is not available in the system and the Data Entry Operator stuck while entering the application.  These types of lists (Degrees, Districts, and Education Board etc.) can be added in the system using the admin rights which will then be available to the Data Entry Operator.  Hence it will take more time in data entry process, and FPSC start using the older system. Once these lists will be completely entered in the system then there will not be any problem in the data entry process. And speed of the Operators will be increased with continuous usage of the system.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	90
	120

	Other project staff(Hiring)
	90
	130

	SRS Tendering
	90
	60

	SRS delivering
	60
	270

	HW deployment tendering
	90
	60

	HW deployment Contract signing
	12
	12

	HW delivery 
	60
	80

	SW development tending
	60
	95

	SW development Contract signing
	12
	10

	SW development
	240
	260

	SW testing
	10
	5

	SW Rollout
	10
	10

	User Acceptance
	10
	5
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5. Online Processing of Hajj Applications
Project Brief

Target Population

General Public 
Project Scope

Project includes development of comprehensive integrated system for automating common tasks involved in processing of Hajj applications. The applications developed include online submission of Hajj Applications, Balloting of Hajj Application (Govt. Scheme), Party/Group Formation, Accommodation Booking, Flight Booking/Scheduling, Provision of Machine Readable Passport (MRP) to Hajis and Pilgrims Tracking System through MPR.

Project Benefits

· Reduction in the cycle time of Hajj applications process

· Facilitation to pilgrims, citizens, government departments and other stakeholders throughout the country by providing information to all concerned in a reliable and secure manner.

· Access to previous years’ records to address management issues for better decision making and to ensure transparency in selection of applicants 

· Easy access to Information on 24/7 basis.

· Dissemination of information through a simple and easy-to-use interface provided to pilgrims and their relatives through comprehensive website.
Value additions from the project

· Faster processing of Hajj applications 

· Status tracking facilities for the general public allowing the pilgrims and their relatives to track pilgrim status during different stages of Hajj. 

· Machine Readable Passport introduction, in compliance with international standards.
Implementation Status 

The application modules relating to online submission of applications, balloting and party formation, accommodation booking & Flight Scheduling were successfully deployed and tested during Hajj operations 2006. Moreover, implementations of Machine Readable Passports (MRP) generation have also been successfully implemented during last Hajj Operations 2007.          (Electronic Government Directorate, Ministry of IT, 2007, pp.2-7).
Following are issues faced:
Hiring & Retention of Project Staff
 

1. Late hiring of the Project Manager due to unavailability of Director Training at EGD.

2. Recurrent resignations of project staff.

3. Unavailability of suitable candidate for the post of Database Administrator. 

SRS Development
 

1. The SRS development faced a minor delay due to the initiation of Hajj season.

Software Development
 

1. The software modules have been created on time or earlier than planned. 

Hardware Deployment
 

1. No issues. 

Post Implementation
 

1. Software is running, The Ministry of Religious Affairs has not implemented one module due to some internal technical issues.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	30
	150

	Other project staff(Hiring)
	30
	180

	SRS Tendering
	90
	140

	SRS delivering
	90
	95

	HW deployment tendering
	90
	140

	HW deployment Contract signing
	10
	10

	HW delivery 
	240
	100

	SW development tending
	90
	140

	SW development Contract signing
	12
	12

	SW development
	240
	250

	SW testing
	10
	5

	SW Rollout
	10
	5

	User Acceptance
	10
	5


[image: image6.png]Project Time lines (in days)

® Asper PC-1 (In days)  m Actual Time (In days)

240 248%0





6. E-Services for Ministry of Interior
Project Brief

Target Population

Officials of Ministry of Interior are target audience for the project
Project Scope

Project aims to use ICT at Ministry of Interior to improve internal communications and automate all business processes executed by various sections / wings of the Ministry. The following applications are being developed in the project.

· Arms License Issuance Management System

· Visa Information Management System

· Decision Support System (Law & Order)

· Security Clearance Management System

· Illegal Arms Recovery Database Management System

· Foreign Nationals Database

· Petitions / Law Management System

· Migration Management Cell

· Reporting Module

· Internal Portal, Public Portal  
· Web Enabled Complaints Management System

· Helpdesk facility

Project Benefits

· The project is focused on creating a Less-Paper Office environment for Interior Ministry. This will not only speedup the internal communications among different sections / offices as well as cause considerable reduction in paper / stationary costs. The systems designed through this project will enable 24/7 easy access to information (files).

· Greater Transparency and Accountability achieved through the implementation of new systems will lead to better Governance. The implementation of new systems will provide better Project Management, efficient Spend Analysis and effective Budget Forecasting within Ministry.

· Project will also enable efficient Record Keeping and effective Tracking of Information regarding Employees’ Record and Procurement Transactions made by Interior Ministry. 

Value Additions

· Project will enable timely availability of critical information (e.g. criminal records, terrorists’ database) for better decision making through the Decision Support System that is being developed in this project.

· Information regarding Visa Processing and Extensions to foreigners intending to visit Pakistan will be made available on round the clock 24/7 pattern.

· Systems designed through this project will provide efficient Record Keeping and effective Tracking of detailed Information about

· All visa applications received from 50-55 Pakistani Missions abroad

· Indian Visa Issuance & Visa extensions

· Security clearance issued to Indian citizens

· Unauthorized entries of foreign citizens into Pakistan

· Welfare and whereabouts of Pakistani prisoner’s in India

· Arrests, Detention, Deportation and Repatriation of foreigners from Pakistan

· Arms Licenses holders within Pakistan  

Implementation Status

The project is nearly at completion end where all the applications have been developed and are in the phase of User Acceptance Testing (UAT). (Electronic Government Directorate, Ministry of IT, 2006, pp.2-7).
Following are the issues faced:
Hiring & Retention of Project Staff
 

1. Due to unavailability of suitable candidate, and recurrent resignations the project staff was partially filled.
 

SRS Development
 

1. There was a delay in the user sign off causing a delay in the delivery. 

Software Development
 

1. The development is still under process
 

Hardware Deployment
 

1. No issues.
 

Post Implementation
 

1. Not Applicable yet

Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	55
	45

	Other project staff(Hiring)
	60
	250

	SRS Tendering
	110
	110

	SRS delivering
	50
	140

	HW deployment tendering
	90
	50

	HW deployment Contract signing
	10
	10

	HW delivery 
	30
	20

	SW development tending
	90
	45

	SW development Contract signing
	12
	10

	SW development
	90
	100

	SW testing
	10
	10

	SW Rollout
	 
	 

	User Acceptance
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7. Automation of Patent Office Karachi
Project Brief

Target Population

General Public & Business Community
Project Scope

The objective of the Patent Office automation is to create a fully functional Intellectual Property Automation System (IPAS) that can cover end-to-end processing of Intellectual Property applications throughout their life-cycle including formality checking, search & examination, office documents and notifications, printing of certificates and publications.
Project Benefits

· This will enable citizens & businesses to get their desired information about Intellectual Property Rights on time.

· Citizens & business would be able search inventions of product or process electronically
Value additions of the project

· Improvement in efficiency of Patent Office.

· Patent Office can bring its operation inline with other modern IPR standards of the world.

· Through PO database, connectivity to other national databases can be provided to local entrepreneurs 

· Better Image of Pakistan for IP rights.

Implementation Status

All the components of the project have been deployed and tested.(Electronic Government Directorate, Ministry of IT, 2006, pp.2-7).
Following are the issues faced:
Hiring & Retention of Project Staff

1. There was a delay in the hiring process due to unavailability of Director Training at EGD.

2. The Project Manager was replaced

3. Recurrent Project Staff resignations

SRS Development

1. The As-Is requirement gathering process was delayed due to uncooperative behavior from the end user.

2. The sign off was delayed due to non-IT focal person.

Software Development

1. Website launch was delayed around 1 month due to significant changes in website prototype design from client organization and unavailability of online merchant account from the client organization.

2. Implementation of software was delayed as the client organization wanted data-entry directly into their existing software (IPAS, given to Patent Office by WIPO), while vendor had developed a data entry application. So direct data-entry was made which took two month longer than planned, as vendor had to understand the database of IPAS.

3. Patent office database management system was removed after IPAS was given to Client Organization from WIPO, and data-entry was made directly into the IPAS. Furthermore office productivity suite proposed and given by the vendor was not accepted by client-organization. EGD had to ask vendor to provide IPAS compatible office productivity suite.
 

Hardware Deployment
 
1. There was a delay by vendor, as they were relocating their offices.
 

Post Implementation


1. Hiring of technical staff at end user pending since July/07 due to which true technical resources are not available at client-end to takeover the network/servers/system.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	50
	140

	Other project staff(Hiring)
	50
	260

	SRS Tendering
	80
	300

	SRS delivering
	60
	70

	HW deployment tendering
	45
	300

	HW deployment Contract signing
	10
	15

	HW delivery 
	15
	60

	SW development tending
	75
	300

	SW development Contract signing
	10
	15

	SW development
	120
	400

	SW testing
	20
	30

	SW Rollout
	 
	 

	User Acceptance
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8. E-Enablement of Islamabad Police

Project Brief
Target Population

Law Enforcement Agencies and Police Officers are target audience for the project
Project Scope
Police being one of the most important entities of Law enforcement agencies was taken as a model for other law enforcement agencies. 

Project involved development of comprehensive integrated system for automating the core police registers e.g. FIR, Zimni, Challan & Criminal Records. In addition, various customized applications relevant to citizen services are also developed for Traffic Police, Rescue 15 and Security Division of Islamabad Police. Some of which are issuance of Learner’s and Driving Licenses & Complaint Management System.     

Project Benefits
· Availability of crime and criminal database for Police and other law enforcement agencies

· Police officers will be able to sort such kind of record of crime, their nature and criminals to control the law and order situation of country 

· Ability of Mobile police officers to get information regarding criminals and stolen vehicle through WAP application

· Fastest Police service at exact point of incident through digitized MAP

· Online information of Services to be provided by police through Police Portal

Implementation Status

Project is under implementation. (Electronic Government Directorate, Ministry of IT, 2006, pp.2-7).
Following are the issues faced:

Hiring & Retention of Project Staff

1. 3 Project Directors resigned during the lifetime of the project.

2. Senior network administrator resigned during the life of the project

3. Network Administrator resigned during the life of the project.

4. System Administrator resigned during the life of the project.

5. Unavailability of suitable candidates 
 

SRS Development


1. Late sign off and acceptance by the end user. 

Software Development

1. Delay in the approval of gap analysis document submitted to Islamabad police in October 2006 whereas approval was given in March 2007
 

Hardware Deployment
 
1. Lack of Basic Infrastructure caused a delay in deployment

Post Implementation

1. Project under implementation.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	50
	130

	Other project staff(Hiring)
	80
	270

	SRS Tendering
	95
	180

	SRS delivering
	10
	90

	HW deployment tendering
	85
	60

	HW deployment Contract signing
	10
	15

	HW delivery 
	15
	60

	SW development tending
	85
	380

	SW development Contract signing
	10
	20

	SW development
	100
	580

	SW testing
	 
	 

	SW Rollout
	 
	 

	User Acceptance
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9. E-Services for Submission of Documents at Securities and Exchange Commission Pakistan
Project Brief

Target Population

Business community

Project Scope

The automation of Securities & Exchange Commission of Pakistan involves a complete system for online company search, registration of companies, filing of statutory returns as well as an online complaints and inquiries management system. The system will reduce waiting/queuing time and cycle time in delivering the service to all stakeholders while providing significant cost savings to the business community. The project also includes the deployment of appropriate IT infrastructure at SECP offices to operate the various applications.

Project Benefits

· Companies will be able to register online with SECP in order to perform legal business within Pakistan.

· Companies can submit online annual, quarterly and other periodic returns to SECP through a secured medium.

· Companies will be able to submit as well as track complaints online.

Value additions from the project

· Transparency in government-public interactions, as all interactions with the system is tracked for future reference.

· 24-hour-a-day, 7 days-a-week access to services.

· Reduction in the cost of service to companies by providing government information through a SECP website as well as alternate channels.

Implementation Status

All the components of the project have been deployed and tested and the services will shortly be made available to the target users. Electronic Government Directorate, Ministry of IT, 2005, pp.2-7).
Following are the issues faced:

Hiring & Retention of Project Staff
 

1. Unavailability of suitable candidate.
 

SRS Development
 

1. Delay in the acceptance signing and delivery by the end user.
 

Software Development
 

1. Due to the late delivery of the SRS the software development started with a slight delay.

2. There was a delay in purchase of Security Certificates.
Hardware Deployment
 

1. Due to the unavailability of End user the selection of the hardware vendor was delayed

Post Implementation


1. The project is complete. SECP executives are waiting for a decision among themselves for the launch of the project.
Following is the data representation of the time lines planned in PC-1 and Actual time consumed in the project life cycle:

Note: Actual data has been slightly modified for the ease in calculation.

	Project Implementation Process
	As per PC-1 (In days)
	Actual Time (In days)

	Project Manager(Hiring)
	60
	120

	Other project staff(Hiring)
	60
	180

	SRS Tendering
	80
	95

	SRS delivering
	60
	120

	HW deployment tendering
	45
	100

	HW deployment Contract signing
	15
	15

	HW delivery 
	40
	40

	SW development tending
	75
	100

	SW development Contract signing
	15
	10

	SW development
	120
	195

	SW testing
	15
	15

	SW Rollout
	 
	 

	User Acceptance
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Conclusions & Recommendations
ICT projects are planned and executed for the benefit of the common citizen and the society through the use of technology to ensure the business processes of the Government should be speedy, automated and low in cost and that must ensure accountability and transparency. Most of the projects are unable to complete within planned timeline but most importantly even after the completion, they unable to achieve the objective for which the project has been initiated.
ICT projects are never easy to execute as per requirement on the agreed schedule with the allocated budget and resources. Many external and internal factors, like political, technical, organizational, process implementation etc, are accountable for the project delays and meeting its desired objectives. As it has seen in the aforementioned study, that ICT projects are always getting delayed due to many organizational external and internal factors. 

From the data collections of the 9x projects selected to study the reasons for the delays in the ICT projects:

1st factor is the Hiring and human resource management. Hiring and HR management is top issue for the project delays in 4 out of 9 projects. In 3x projects the hiring and human resource management is 2nd main reasons for the delay.

2nd factor is the software development phase. Software development is the top issue for the delays in 3 out of 9 projects. In 3x projects the software development is the 2nd main reason for the delays.

3rd factor is the SRS phase. SRS is top issue for the delays in 2 out of 9 projects and in 1x project the SRS is the 2nd main reason for the delays.

4th factor is the hardware deployment. No project, out of 9x selected projects, has been delayed mainly due to Hardware deployment process but it played a role in overall delays of the projects.                

	Phase 
	No. Of project delayed 
	%age

	Hiring and HR management issues
	4
	44.44

	Software Development
	3
	33.33

	System Requirement Specification 
	2
	22.22
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The client agencies and EGD together need to improve on the following areas so that the projects can be completed within stipulated timelines along with the achieved objectives:

Improve Hiring Process

Hiring process is the main reason for the delay in the projects. The Client agencies usually have not hired or have a very slow hiring process for hiring IT resources, due to which there is a lack of competent IT resources to maintain the project Involvement of the client agency
In most of the cases the person of the desired post has been hired very late. Client agency needs to be working more closely with the EGD for hiring the new person in time. 
Improve Employee retention process

Another reason in the project delays is the employee retention problems faced during and after the project completion. The most common reason of the high employee turnover is the low salary scale offered than that of the private sector. Salaries and increments should be revised according to the industry/market standard.
In order to maintain an able and skilled human resource pool, in pre and post implementation of every project, client agencies should be able to identified and recognized the key employees that are involved in designing and implementation of the projects. With employee recognition and incentives, morale of work force can be enhanced and should act as a motivation element and reduce the high turnover rate.
Training of the employees

Employee training is also a major factor in the delayed faced during and after the completion of the ICT projects. Client agencies not interested in training sessions organized by the EGD on the project completion and handed over thereby the project is not used/utilized to its full capacity or not used at all. In most cases the projects are completed and handed over to the client agencies but due to lack of trainings and understanding, the client agencies were not able to fully utilize the project and the objective of the project is being lost. Client agencies needs to train there allocated IT resources by ensuring the employees involvement and interest in the training sessions, so that they can be fully involved in the pre and project implementation phases and able to operate and exploit its potential after the project is being handed over to client agency.
Clearly define the project scope

Another issues faced in the ICT project is the project scope is being creeping and changing throughput the project/software implementation phase. In many projects, different modules are being removed from the initial project scope and others were included without increasing the required resources for these changes or additions are required to implement. Precious time is lost in these changes to implement in different phases of the project implementation. Client agencies are required to define the scope of the project as clearly as possible because small changes in the project scope can be accommodated without much fuzz and they are bound to occur in all ICT projects but the bigger changes are required more time and resources to implement and accommodate. A better need assessment is required on the part of the client agencies with EGD in the project planning phase which helps in defining the objectives and scope of the project clearly and ultimately less deviation will be observed during the project implementation phase and project can be delivered on time.
Standard SRS procedure

The SRS process always got late due to non-serious behavior shown by the client agencies. Business process re-engineering (BPR) models are needed to be critically identified and implemented. As-Is and To-Be models for the client agencies should be clearly define and agreed before the project implementation phase. 
EGD has to get approvals from the client agencies during the whole project life cycle. The approval procedure/process is needed to be redesigned and a standard procedure must be devised by the EGD for all the clients. That standard procedure then will be discussed and agreed in the initial planning phase with the client agency so that these unwanted delays could be avoided for good.    
Involvement of the client agencies

Lack of interest by the client agencies is also shown during and after the project implementation.
The focal person(s) nominated from the client agency for the co-ordination were also very busy in their previous assignments. Dedicated human recourse(s) is needed to allocate by the client agency so that project implementation process should be smooth and swift. And post implementation issues like appropriate personnel to uses the project will also be eliminated.

Delays in different phases of implication also observed due to lack of interest shown by the client agency due to their prior commencements. Client agencies are required to expedite the approval procedures/processes required during the development process. To overcome the issue the client agencies should sit with the EGD before the project initiated and device a proper processes/procedures which will be strictly followed by both parties during in the project implementation phases. 
Lack of ownership of the project is also very common after the project is handed over to the client agency. Most of the projects are enable to serve their purpose after they were handed over to the clients. Proper project ownership is required on the part of the client agencies so that handed over projects are able to be serve their purpose effectively and efficiently.            
Lack of proper feedback system

A proper feedback system in case of any issues/problems faced after the project handing over to client agency is also needed to be clearly defined and implemented. In majority of the cases EGD is not inform of any anomaly or issue observed by the client agency during the usage of the application(s) and the software development vendor is directly engaged. As the software development vendor is not involved in the business process re-engineering process for the client agency, the problem faced by the client agency is removed temporarily for the time being only specific to the software related issues and EGD is informed when the situation is out of control. EGD is responsible to analyze the business process for the client agency and automate according to the requirements. According to the support agreement, in case of any issues/problem faced by the client agency EGD should be informed prior to any communication with the vendor. Violation of the support contract has been observed in many post project cases. Due to this the smooth implementation of the application stops and then never able to starts again or take so much time that the objective of the project is being lost.    
Adopt Bottom to top approach

Projects are being initiated and implemented on requirement of the higher management of the client agencies and the lower level employee’s concern, involvement or feedbacks are not consider in these ICT project. When these projects are handover to the client agency the team that will use the application is not mentally prepared to use it. These teams required more time to understand and implement the project objectives. It will be more effective to involve the lower management in the business process re-engineering process so that they fully understand the scope and objective of the ICT projects and will be able to cope with the pre and post project implementation issue.

Lack of use of Telecom in ICT

Telecommunication is an important element of ICT. One important fact here is that mobile technology has much higher penetration (58%) than internet/ computer penetration (13%). EGD should exploit this to its advantage, as this proves that mobile phones are closer to masses in terms of usage, availability & easiness to use than computer & internet. Projects that we reviewed could easily be partially automated through the Interactive Voice Response (IVR) for the masses, which in fact minuses the literacy bar which comes with the use of computers. 
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Appendix – I: Monthly Project Monitoring Report of a sample Project

	Financial Year
	2006-07


	Month
	January
	2007


	1. 
	Ministry/Division
	Information Technology

	2. 
	Executing Agency
	Electronic Government Directorate

	3. 
	Name of the Project
	Online Processing of Hajj Application & Status Tracking Arrangement for Hujjaj.

	4. 
	Approved Cost of Project
	Actual
	Revised

	5. 
	
	Rs. 29.623 Million
	Rs. 35.952

	6. 
	Date of Commencement
	Actual
	Revised

	7. 
	
	February, 2005
	February 2005

	8. 
	Date of Completion
	Actual
	Revised

	9. 
	
	August, 2006
	December 2007

	10. 
	Progress Report
	31 January 2007


A. FINANCIAL







(Rs. In million)

	
	Local
	Foreign Aid
	Total

	a.
	Cumulative Expenditure up to end of last Financial Year 

(since start of project)
	13.493
	-
	13.493

	b.
	Cumulative Expenditure up to end of month under report 

(Since start of the Current FY)
	15.333
	-
	15.333

	
	
	
	
	

	c.
	Release of Funds
	Required as per Cash Plan
	Release as per Actual

	
	
	Q1
	Q2
	Q3
	Q4
	Total
	Q1
	Q2
	Q3
	Q4
	Total

	
	
	5.505
	0.545
	0.445
	0.545
	7.040
	5.505
	-
	-
	-
	5.505

	
	
	
	
	
	
	
	
	

	d.
	Date of Releases
	Date of release by the Ministry of Finance
	Date released amount reached AGPR

	
	
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4

	
	
	1st. Sep 05
	
	
	
	09th Oct 06
	
	
	

	
	
	
	

	e.
	Expenditures incurred during the month under report
	1.84
	-
	1.84


B. PHYSICAL
1.0
Overall Project Status:
	Overall Project Status
	( Green
	(Yellow
	( Red

	
	Indicate progress as per planned schedule
	indicate minor slippage or danger of slippage
	indicate major slippage from planned schedule


2.0
Project Schedule Status:
	S.#
	Task(s)
	Planned Dates
	Actual Dates
	Ref.

	
	
	Start
	Finish
	Start
	Finish
	

	
	Hiring of Staff
	
	
	
	
	

	1. 
	Recruitment of Project Manager
	1-April-05
	31-May-05
	26 May 05
	6-July-05
	

	
	Supply of Hardware
	
	
	
	
	

	2. 
	Supply Installation & Configuration Hardware Items: Desktop PCs, Printers, Scanners and UPSs.
	1-July-05
	30-Aug-05
	21-Dec-05
	31-Dec-05
	

	
	Deployment of LAN
	
	
	
	
	

	3.
	Deployment & Configuration of Local Area Network
	1-July-05
	30-Aug-05
	21-Dec-05
	30-Jan-06
	

	
	Applications Development
	
	
	
	
	

	4.
	Development of SRS Document
	1-July-05
	30-Sept-05
	26-Oct-05
	13-March-06
	

	5.
	Deployment of Prototype SW
	1-Oct-05
	30-Nov-05
	19-April -06
	30-April-06
	

	6.
	Implementation & Testing
	1-Jan-06
	31-Mar-06
	1-May-06
	02-June-06
	

	7.
	Porting & Migration of Existing Data 
	1-April-06
	30-June-06
	21-Aug-06
	30-Sept. -06
	

	8.
	End User Training
	1-April-06
	31-May-06
	17-July-06
	29-July-06
	

	9.
	Operation & Maintenance 
	30-June-06
	Till 2Years after deployment
	23-Aug-06
	Till 2Years after deployment
	


3.0
Work/Cash Plan:
	S.#
	Activity & Milestones (As per Work Plan)
	Responsibility
	Work Plan Status
	Cash Plan Status
	Allocation in PC-1
	Allocation in PSDP 2006-07


	
	
	
	Planned Completion Quarter
	Actual / Expected  Completion Quarter
	Planned Milestone payment
	Actual Milestone payment


	
	

	1.
	Hardware
	
	
	
	3.895
	1.908
	3.895
	3.2

	a)
	Delivery of Hardware
	NetSol
	Q2
	21-Dec-05
	
	0.954012
	
	

	b)
	Installation & Configuration of Hardware 
	NetSol
	Q2
	31-Dec-05
	
	0.763210
	
	

	c)
	Testing & User Acceptance
	EGD
	Q2
	10-Jan-06
	
	0.0
	
	

	d)
	Procurement of Server Machines
	EGD
	Q3
	30-Mar-06
	
	0.0
	
	

	2.
	Licensed Software
	
	
	
	0.386400
	0.0
	5.475
	0.0

	a)
	Delivery Installation & Configuration of License Software to provide Platform for the running of developed Application Software
	NetSol
	Q3
	30-Mar-06
	
	
	
	

	3.
	Networking
	
	
	
	0.660
	0.901
	0.660
	0.0

	a)
	Laying of Cables for the deployment of LAN
	NetSol
	Q2
	30-Jan-06
	
	0.50075
	
	

	b)
	Delivery of LAN equipment & accessories
	NetSol
	Q2
	30-Jan-06
	
	0.4006
	
	

	c)
	Configuration and successful testing of LAN 
	NetSol
	Q2
	30-Jan-06
	
	0.0
	
	

	4.
	Software Development
	
	
	
	6.275
	3.610
	7.700
	1.8

	a)
	Signing of Contract
	EGD
	Q2
	Q3
	
	1.20334
	
	

	b)
	Development of SRS Document
	NetSol
	Q2
	Q3
	
	1.20334
	
	

	c)
	Development of Prototype SW
	NetSol
	Q2
	Q3
	
	1.20334
	
	

	d)
	Implementation & Testing
	NetSol
	Q3
	Q3
	
	0.0
	
	

	e)
	Testing & Integration on Actual Data
	NetSol
	Q3
	Q4
	
	0.0
	
	

	f)
	Load/Stress Testing
	NetSol
	Q4
	Q4
	
	0.0
	
	

	g)
	Porting & Migration of Existing Data 
	NetSol
	Q4
	Q4
	
	0.0
	
	

	h)
	End User Training
	NetSol
	Q4
	Q4
	
	0.0
	
	

	k)
	Successful User Acceptance
	NetSol
	Q4
	Q4
	
	0.0
	
	

	l)
	Operation & Maintenance 
	NetSol
	Q4 onward
	Q4 onward
	
	0.0
	
	

	5.
	Advertisement
	
	
	
	
	0.148
	0.500
	0.0

	
	Advertisements
	EGD
	Q2
	Q3
	
	
	
	

	6.
	Salaries of Staff/TA-DA/Wages
	
	
	
	1.440
	0.420
	2.112
	1.340

	a)
	Staff Salaries for Q1 to Q4
	EGD
	Q1
	1st of Every Month
	
	
	
	

	7.
	Operating Expenditure
	
	
	
	4.701
	0.074
	6.540
	0.700

	a)
	Operating Expenditure from Q1 to Q4
	EGD
	Q4
	Q4
	
	
	
	

	8.
	Misc. & Contingencies
	
	
	
	2.254
	Nil
	2.741
	0.0

	TOTALS
	25.00
	7.061
	29.623
	7.040


4.0
Issues:
	S.#
	Topic
	Description
	Urgency
	Identified On
	Responsible
	Due On
	Status
	Resolved On
	Reference

	1. 
	Revision
	Project has been revised in meeting of DDWP held on 12.12.2006, but Admn Approval not yet received.
	
	
	
	
	
	
	

	2. 
	
	
	
	
	
	
	
	
	

	3. 
	
	
	
	
	
	
	
	
	


5.0
References:
	S.#
	Reference

	1. 
	

	2. 
	

	3. 
	


ii

