





Figure 15. Example of a project organizational structure

Source: Adapted from Jason Westland, The Project Management Life Cycle (London and Philadelphia, Kogan Page, 2006).

Awell defined structure helps the project manager perform his/her management tasks efficiently
and effectively. Delegating roles and responsibilities would allow the project manager to focus
on project deliverables and essential areas, issues and problem solving processes.
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ICT Project Management Case: Tell the Story of Your Project

My value as an ICT project manager is measured in terms of my CAPABILITY to deliver
the PROJECT RESULTS successfully according to the QUANTITY and QUALITY of
EXPERIENCE expected by my STAKEHOLDERS and solution USERS.

My capability is CONSTRAINED by the defined and agreed SCOPE based on SPECIFIED
REQUIREMENTS. REQUIREMENTS are viewed as strategic and tactical conditions
in order to FILL IN GAPS or to ACTUALIZE OPPORTUNITIES for improvement or
development.

My capability is LIMITED by TIME expectation, which prescribed the START DATE and
END DATE to happen in order for the results of the project to have IMMEDIACY and
RELEVANCE.

My performance is CONDITIONED by the kind of available RESOURCES to support
WORK and MATERIALS, and the BUDGETED COST allocated as INVESTMENT that
will bring social and financial RETURNS.

My results are RESTRICTED by required METRICS that speaks of numbers and quality.
| have to comply with competency, process and technology standards that are used to
benchmark the value of project methods, analytics, models, documentation, hardware,
software, products and people.

My decision is BOUND by rules, policies, procedures, decision-flow, inter-relationship
and responsibility matrix.

To get started, | must understand my project by filling up the thinking matrix to initiate,
plan, execute, control and close my ICT PROJECT.

Tell the story of your project

1 | PROJECT NAME Code Name or Descriptive Title
2 | Problem or Needs to Gaps to be filled up
Address Opportunities to be exploited

3 | Stakeholders Whose interests are affected by the project

4 | Goals State or condition to be achieved

5 | Outcomes Objective results to be experienced

6 |Critical Success Factors | What are to be made available

7 | Critical Assumptions Considered to be true

8 | Competency People, Process, Technology and Culture

9 |Methods Management, Analysis, Valuation, Modeling, Data
Gathering, Evaluation, Control and Monitoring

10 | Standards Procedures, Tools, Results, Metrics, Documentation,
Financial Standards, Templates

11 | Risks What if — consequences and mitigation

12 | Governance Responsibility, Accountability, Expert and Work

13 | Major Tasks Scope of Work — work breakdown

14 | Main Output Products, Artifacts, Deliverables

15 | Duration Timeline, Schedule

16 | Resource Requirement |Input —time and material

17 | Sourcing Strategy Acquisition and Procurement

18 | Control and Metrics Checkpoint, Quality and Quantity Standards Checklist

Source: John Macasio, ICT Project Thinking Matrix.
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Why do we need to plan projects?
What approaches can be used to identify projects? What is benchmarking?

What are planning tools that can help clarify the goals and objectives of a
project?

What is a Logical Framework Analysis?

What is the range of planning phase processes?



4. PROJECT IMPLEMENTATION AND
CONTROL: DISCIPLINE, ISSUES AND
PRACTICES

This section discusses concepts, issues and practices during the project

implementation phase, which includes project monitoring and control.

The approval of the Project Management Plan is the signal that project implementation has
begun. This is normally the longest phase of the project. It is when the deliverables are physically
built. To ensure that requirements are met, the project manager must monitor and control the
production of each deliverable by executing the appropriate monitoring and control processes.

To say that a project is successful means that the project is delivered on time, within budget
and to the required specifications, and that the tests undertaken are acceptable to the users.
Note that the project implementation has to be undertaken in its entirety and that each process
has to be communicated clearly to the project team. Many projects have failed because of the
lack of formalization of these simple but critical project management processes.

The project manager and the project team are required to perform multiple functions and tasks

to implement the Project Management Plan (figure 16).

Figure 16. Project management activities at the implementation phase
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The project manager will have to work closely with the project management team and direct
the planned performance of the project activities. The project manager and the project team
will manage the various technical and organizational interfaces within the project. Effective
management of resources—time, money (or costs) and people (stakeholders)—is critical.

Range of implementation process

ICTD project managers manage a range of project processes during the project implementation
stage (figure 17).

Figure 17. Range of management activities in the ICT project implementation phase

Managing the implementation processes is linked directly to control mechanisms and processes.

Documentation and Use of Templates
One way of tracking project efficiency and controlling the project is ensuring that project activities

are documented and that templates are used for this to make it easy for everyone in the project
team. There are many standard templates that can be adopted or adapted (see Further Reading).
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The project manager needs to monitor and record the time spent by staff on executing project
tasks since time spent performing a task translates to cost. Managing time enables the project
manager to control the level of resource allocated to each task and identify the percentage
of each task that has been completed, as well as the amount of outstanding work required to
complete each task in its entirety.

At the planning stage, the output of time management is a planned schedule. The template for
time management at this stage is usually the work breakdown structure or a work plan using

a Gantt chart. A Gantt chart is an illustration of how much time is spent for an activity and the
interdependencies attendant to this (see table 15).

Table 15. Sample of a Gantt chart for a production phase

Source: Nick Jenkins, A Project Management Primer or a guide to making projects work (v.02) (2008), p. 28,
http://www.exinfm.com/training/pdfiles/projectPrimer.pdf.

Project scheduling can be written in a non-graphical way (see table 16).

Table 16. Sample of work plan scheduling

Phase Start Finish Duration Deliverables
Scope and Plan 01 Jan 10 Jan 7 days Project proposal
Specify requirements | 13 Jan 24 Jan 10 days Requirements

spec

Production phase 1 03 Feb 14 Feb 10 days Alpha
Production phase 2 24 Feb 07 Mar 10 days Beta
Production phase 3 17 Mar 28 Mar 10 days Final candidate
Acceptance Testing 07 Apr 11 Apr 5 days Release system
Implementation 21 Apr 25 Apr 5 days -
Launch 28 Apr 28 Apr 0 days -
TOTAL 67days

Source: Nick Jenkins, A Project Management Primer or a guide to making projects work (v.02) (2008), p. 27,
http://www.exinfm.com/training/pdfiles/projectPrimer.pdf.
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Tools for calculating the time to be spent on certain activities include the Project (or Programme)
Evaluation and Review Technique (PERT) and the Critical Path Analysis Method (CPM).

PERT was designed for large-scale research and development projects where events are more
uncertain. The method analyses the tasks involved in completing a given project, especially
the time needed to complete each task, and identifies the minimum time needed to complete
the total project.

The CPM is a tool that helps identify the critical or the minimum set of tasks to deliver the product.
The process includes listing all tasks and interdependencies, and then distinguishing critical
tasks from non-time dependent tasks or activities. Being able to determine which activities are
crucial or key in delivering the desired outputs given the limited time frame will help the manager
choose a course of action.

Project schedules are monitored during the execution stage to measure the project performance
rate.

To facilitate time management, time sheet templates can be used to document or record time
allocation for project activities listed in the project plan. Project team members, including
contractors/consultants and suppliers, should regularly accomplish the time sheets. If time
sheets are not recorded or accurately documented, the project manager will have difficulty
ascertaining time spent versus the projected time frame of deliverables. This in turn will result
in problems in managing time constraints, cost and quality.®!

Time management is the overall responsibility of the project manager. A project administrator
may be hired to help the project manager monitor the day-to-day time sheet process.

Among the variety of techniques applied to estimate the duration of the project is an Experts
Assessment, whereby the duration of the project is estimated by specialists whose expertise
in this area is significant. To improve the reliability of estimations, more than one expert can be
engaged, with average of the results by these experts taken as the final one.

Cost is one of the constraints that a manager should be vigilant about. Jenkins lists three
principles to remember in cost management:

*  Prudence — Taking into consideration margins of error

* Accruals — Matching budget and expenditures in a given schedule

« Consistency — Using the same basis even at different periods of time; when change has
to happen, the basis for changes has to be consistent for all®

Planning project costs involves listing all possible expenditures with the currency value or
amount for each. At the planning phase, one must already consider both the tangible and
intangible cost items of the project. Tangible cost items refer to capital outlay, lease and utilities
costs, staff costs (salary, training, benefits and overhead), professional services, supplies and
consumables. Intangible costs would include those that do not belong to normal operations
but are important to quantify, such as the building of relationships or rapport, contacts and/or
good will, intellectual property, and the like.

91 Jason Westland, The Project Management Life Cycle.
92 Nick Jenkins, A Project Management Primer, p. 29.
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Once the costs are established, the project budget can be prepared. However, the project
manager must always expect the unexpected; s/he must be prepared for such eventualities
as changes in scope and mitigating risks and errors, as well as external influences such as
inflation, irregular currency exchange rates and policy changes. These must also be quantified
in the budget. Providing an allowance (contingency funds) for “unexpected” occurrences and
changes will help the project team cope if and when these arise.

Documentation and regular financial reporting and frequent monitoring and review of the budget
and expenditures will help the project manager read the trend and spot potential problem areas.

In the cost management processes, the project manager must be assisted by a project staff
member with an accounting and financial background.

What quality standards should the project achieve? In the planning process, the project
management team should already identify the types of quality measurements, assurances and
control techniques that must be implemented. Quality management processes are highlighted
during the actual construction of physical deliverables. They ensure that time, cost and quality
targets are not compromised.

Quality control refers to the “curative steps taken to eliminate any variances in the quality of
deliverables produced from the quality target set.”®

For example, if your IT requirement is to install a new financial management solution with
accounts receivables and payable processes, an expected project deliverable would be
implementing (or customizing) brand modules of Accounting Ledger, Accounts Payable and
Accounts Receivable. To ensure quality targets, your technical team has to set the quality criteria
of product performance (see table 17).

Table 17. Sample quality standards

Conditions for Quality Standard Quality
All system functionality of the General All system functionality of the General
Ledger. Accounts Payable and Accounts Ledger. Accounts Payable and Accounts
Receivables are Receivables are
- tested and installed - operational with no errors

All system performance must be matched All system performance indicate
with
- no less than 99% uptime
- system up time - no less than 5 second response time
- system response time - 100% accuracy of data
- data migrated from old system

Source: Jason Westland, The Project Management Life Cycle (London and Philadelphia: Kogan Page, 2006), p. 149.

93 Jason Westland, The Project Management Life Cycle, p. 76.

ICT Project Management in Theory and Practice



In the assessment of deliverables, the product must be able to demonstrate the targets set in
terms of measurable indicators. Anything below the targets must not be accepted until standards
are met.

In the construction stages as well as in test schedules, a performance review can be undertaken
and documented using the standards as a tool for gauging the status of deliverables.

If the construction and test processes are outsourced, the quality control team must be able to
ascertain the performance of these solutions based on the quality targets.

Two types of change management are covered in this module. One refers to organizational
change and the other refers to changes or modifications in planned activities and outputs that
may affect the scope and quality of the project.

Change Management at the Organizational Level

Organizational development should be given due consideration when planning ICTD initiatives.
The project manager and the project team should note that project activities are not as easy
to implement as planned on paper. There are varied expectations and perceptions among
stakeholders and managing expectations alone is a huge task. There are anxieties, resistance and
hostilities that may be experienced from stakeholders along the way. The change management
process may be simple or complex depending on the magnitude or impact of change that the
project will have on the organization and project beneficiaries.

As discussed in section 2, an organization going through reform processes using ICT to re-
engineer systems and processes for improved service delivery must consider in its general
organizational plans the development of change management programmes. Such programmes
must be aligned with project goals and objectives to make sure that the outputs and outcomes
will impact positively on reform processes within the organization.

Change Management at the Project Level

Plans are usually not perfectly implemented. Project activities are modified in the course of
implementation. Modifications are permissible provided they do not affect a major part of the
project scope. Control mechanisms will have to be put in place to ensure that “scope creeps”
do not occur.

Scope creeps are deviations from the project scope. They are additional elements not earlier
agreed upon or considered.

Planning takes a lot of project time because functional and non-functional requirements and
specifications need to be defined in detail with the users and stakeholders. Adding other elements
to the deliverables will delay the project implementation.

The project manager and team must be wary of potential causes of changes in the project.
During the implementation stage, change requests must be studied well and the project manager
has to decide carefully whether to consider or ignore these requests as they will impact on the
processes and constraints (time, cost and scope) already in place.
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In project management, communication provides the critical links among stakeholders. A project’s
change management plan should include a communication strategy and sub-plan that addresses
how information about the project and the changes to be brought about are disseminated in
a timely manner and discussed appropriately. Managing this process is important because
fundamentally the project is about people of varied interests and contexts in relation to the project.

Project managers should spend a lot of time communicating with the project team, stakeholders,
users and sponsors. Everyone involved in the project team should understand how communication
affects the project as a whole. The project team should use communication effectively to ensure
timely and proper creation or production, gathering and compilation, distribution, storage, retrieval
and ultimate disposition of project information.

In planning the communication process, the team must determine the information and
communication needs of stakeholders. At the planning stage, key questions to ask in this
regard are: who will need what type of information, when will they require it, how will it reach
them and who will provide the communication messages.

The project manager and team should have good communication skills. They should have a
basic understanding of effective communication, feedback loops, barriers to communication
and the various media that can be used. For each stakeholder, some questions they must ask
themselves are: What medium should be used? Should it be oral or written communication?
Should a message be transmitted face-to-face or by e-mail? Should it be formal or informal?
In written communication, what words should be used? Should the message be formal or
informal, straightforward or indirect? The choice of communication medium usually depends
on the situation.

The management of communication must start at the earliest phase of the project. Acommunication
management plan can include guidelines for meetings (whether face-to-face or electronic) and
other occasions, based on the needs of the project. The plan should be reviewed regularly
throughout the project life and revised when needed to ensure its relevance and applicability.
Furthermore, the plan will have to be based on the project’s organizational structure as this will
affect the project’'s communication requirements.

With respect to the project management plan as a whole, there should be a regular review of
activity results as there may be processes that could result in changes in scope, schedule,
budget or quality of plans. The project manager and project team should maintain a log of change
requests and monitor the adequacy of resources and funding that are available in support of
the implementation of the change management plan. Changes in processes, if any, may have
to be negotiated and communicated to affected parties.

94 This section is drawn from Jason Westland, The Project Management Life Cycle.
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Below is a communication plan matrix. Column #1 indicates the project activities
while Row #1 indicates the person or group that one has to communicate with in
each activity. The role of each person or group in the communication process is
specified as follows:

A = accountable for the communication of plan or event; develops and distributes
communication materials; and facilitate meetings

R = receives the communication materials and participates in the meetings

M = monitors the communication process and provides feedback

Fill in the rest of table with the appropriate roles (use the initial only) of each person
or group in your project. Note that a person or group could have more than one role.

Activity Project Project Project Project Procure- Communi- Others
Sponsor Manager Leader Member ment cations
Manager Manager

Quality R A R R R R, M R
Planning

Risks
Planning

Document
Planning

Metrics
Reporting

Mid-Term
Review
Report

Source: Adapted from Jason Westland, The Project Management Life Cycle (London and Philadelphia: Kogan Page,
2006).

Project risks are uncertainties, external events or conditions that are outside the control of
the project management team. There are risks in all projects. Some risks can be identified
and analysed as early as the planning stage, which means that plans can be made to avoid,
minimize or mitigate the risks posed to the project. However, there are unknown risks that
cannot be determined or managed proactively. A good way to deal with this type of risk is
for the project manager and project team to allocate general contingency plans against such
risks, as well as against any known risks. This can be discussed as a regular agenda item in
project management team meetings. The project team should be committed to the proactive
and consistent management of risk throughout the project.

Risk analysis is a tool that will help identify threats to a project. It includes reflecting on questions
like what risks could lead to failure and what would be the impact of such risks. Answering these

questions could help determine whether the likelihood of failure is high or low, and whether the
impact is high or low. Figure 18 is a graphic representation of the answers to these questions.

95 This section is drawn from Nick Jenkins, A Project Management Primer.
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Figure 18. Risk profile

Source: Nick Jenkins, A Project Management Primer or a guide to making projects work (v.02) (2006), p. 31,
http://www.exinfm.com/training/pdfiles/projectPrimer.pdf.

High frequency threats may have a significant impact on the project. Major issues can reach
a critical level, which means that project failure is likely. Minor level risks are annoying but not
necessarily significant, and they may be ignored or dealt with at a slower pace.
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Here is a case scenario. Read through the case and answer the questions posed
at the end.

One of the major partner organizations in an ICT project has suddenly lost its
project champion. The loss of the champion reduces the project’s influence
over other stakeholders and parties; and it may take some time before a new
champion will succeed. The impact on the project is primarily directed towards
the project schedule and consequently the cost that is attached to the delay.
What is the likelihood that this event will result in project failure? What is the
degree of impact leading towards project failure?

What are the options for dealing with the effects on the project?
Option 1: Change the partner organization. This means the possibility of change
in project scope and the project proponents will have to go through the entire
process of selecting a new partner organization, negotiating, waiting for new
approvals and adjusting to the new organization, until the project stakeholders
are confident of the new project scope and the new organization.
Option 2: Wait for the new champion to succeed. This means that the project will
go through the process of orienting, training and persuading the new champion,
and ensuring that s/he is qualified and has the clout to influence other major
parties and stakeholders. The longer it takes the costlier it will become.
Option 3: Undertake preliminary steps for both options and see which one will
be most viable. This means spending for both options before a decision arises.
Questions to answer:
1. What are the risks in changing the partner organization?

2. What are the risks in waiting for the new champion from the same organization?

3. What poses more opportunities for minimizing project delay and project costs?
Which option is worth taking the risk for?

4. What level of risk does this problem pose?

A project manager should regularly raise risk issues with the project team. If the project is
large enough and designed for a longer time frame, a risk manager can be hired as one of the
members of the project team.
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All projects need to procure goods and services to support project operations. Managing the
procurement process includes managing the purchase or acquisition of products or services
from outside the project team. The project team needs to manage contracts and related change
and quality control processes required to administer contracts or purchase orders issued by
authorized project team members.

Procurement management includes administering any contract issued by an outside organization
(such as a request from the user) that is acquiring the project from the performing organization
and administering contractual obligations placed on the project team by the contract.

Procurement management processes include the following:

1.

Purchases and acquisitions plan — To determine what to purchase or acquire when and
how.

Contracting plan — To document products, services and other requirements and identify
as early as possible the criteria for selecting potential vendors. The project manager and
team members should take into account any procurement policy in the organization or at the
national or local level of government that will influence or affect the procurement process.

Request for proposal — To obtain information, quotations, bids and offers as necessary.
Suppliers can be given terms of reference to solicit appropriate proposal offers from them.

Contractor selection process — Includes the criteria and a method of reviewing offers and
choosing among potential vendors, as well as a process for negotiating a written contract
with each vendor.

Management of contracts — Refers to administering contracts and the relationship between
buyer and seller. This includes an assessment and documentation of how a vendor is
performing or has performed to establish required corrective action and to establish a basis
for a future relationship with the vendor.

Contract completion — Refers to closing and settling each contract, including the resolution
of any open item that has an effect on project closure.®

96 Jason Westland, The Project Management Life Cycle.
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Below is a table of procurement requirements for setting up a multi-purpose
telecentre. Add other requirements that you think such a project will need.

Product or Description Product Quantity Budget Date
Service ID Required
Computer Latest specs Intel PC with 20 $ 6,000 | Xxlyy/zzzz

- Screen 19 inch monitor

- Computer unit with latest Intel
processor

- Accessories — keyboard and
mouse

- Latest Microsoft operating
system

- Windows office software suites

Building Construction materials to build 20 wooden | $ 6,000 | Xxlyy/zzzz
materials cubicles for each computer slabs,

service bolts and

- Wooden framing for walls nuts, cable

- Electrical cabling and switches switches etc.

Consultancy | General consultancy services $ Xxlyylzzzz
Services for project management support

including:

- Quality assurance auditing

- Project office management

- Accounting services

Source: Adapted from Jason Westland, The Project Management Life Cycle (London and Philadelphia: Kogan Page,
2006).

Outsourcing

What is outsourcing? A simple definition is contracting services, tasks or functions to a third
party.®” Organizations that do not have enough personnel or do not have enough competency
or skills to perform a function may opt to procure services that will assist an organization fulfill
its requirement.

Since ICT is a relatively new function in most governments in developing countries, there are
service needs that their staff cannot meet or provide. As a result, request for service proposals
for procurement becomes an alternative for government.

The experiences of government agencies in outsourcing services from ICT vendors are
sometimes not encouraging. Here are some examples:

*  During the presentation and proposal stage, vendors could promise services and other
features that they cannot deliver or that are not very useful to the project.

* Vendors offer large “commissions” to the “broker” (the procurement officer or a high
government official acting as the “sponsor” of the vendor). This usually happens when the
contract price at stake is big.

* Vendors may not be able to deliver the specified agreement, causing delays and other
inconveniences, including a legal suit. A delay means additional costs to the project.

97 Wisegeek, “What is Outsourcing?”, http://www.wisegeek.com/what-is-outsourcing.htm; and Sourcingmag.com, “Outsourcing —
What is Outsourcing?” http://www.sourcingmag.com/content/what_is_outsourcing.asp.
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To avoid some of these negative experiences with vendors and the outsourcing
mode, an ICT consultant or staff member might recommend in-house development
of services (e.g. developing database systems). What do you think might be the
advantages and disadvantages of in-house development of systems? What about
the advantages and disadvantages of outsourcing?

Whether to outsource or to produce in-house has to be studied carefully. Whichever mode is
chosen, it is important to manage it properly. Large-sized projects must have a procurement
team leader who will be responsible for the procurement process.

Many government ICT needs are complex and different from those of the commercial or business
sector. Procurement in this context will require an information-intensive process between the
project management and the supplier or vendor. The latter has to understand from the start
what the project really requires, providing specific details about these requirements to make
sure that the vendor knows what his/her organization is getting into.

The project manager and the procurement team leader and staff will have to work closely
and in partnership with suppliers. There should be a lot of communication to make sure that
both parties understand each other’s points. While the project team has the requirements,
vendors can supply what is available and feasible. Threshing out solutions rather than being
too prescriptive is the way to go.*®

The integration of the Capability Maturity Model (CMM) in the planning process is critical to the
organizational assessment of the capability maturity level of an organization for a defined set of
operational (“business”) processes. Prior to the procurement of services, the assessment can
assist the organization determine the relative current state of practice of an organization on a
pre-defined scale. In projectimplementations, procurement must be consistent with the “business
case” or the organizational goals. Outsourcing must be able to offer potential improvements
for it to be considered an option and it should enhance the organization’s capability in a cost-
effective manner.

Should outsourcing becomes an option, it is important to ask how and to what extent an
organization can improve its capability level(s) for the selected processes or practices, and how
it affects the capability rating of the internally managed processes or parts thereof? Although
outsourcing can improve the organization capability in certain areas and increase productivity as
well as lower costs, it is important to note that the outsourcing objectives still need to be clearly
defined. If the outsourcing decision follows and is aligned with the CMM-based strategy, the
organization has to carefully assess and define the touch points or interfaces in the process(es)
between the internal and externally managed steps.®°

The processes commonly outsourced in e-government projects are:

« Data management
* Infrastructure management

98 London Advice Services Alliance, The Lasa Computa Guide to Project Management (2003), http://www.lasa.org.uk and
http://www.ictknowledgebase.org.uk/managingictprojects.

99 Rainer Schendel, ICT Project Guidebook, pp.118-119 (see footnote 2).
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» Application development and management

*  Customer support'®

The following outlines observed benefits (advantage) and the negative aspects (disadvantage)

of outsourcing: '

Advantages

Financial benefits: The common reason for
outsourcing is to reduce the operating costs.
The costs to serve as the outsourcer can
potentially provide a particular set of services
in a more cost effective way (through efficient
labour management, low-cost locations,
distribution of overhead cost over multiple
customers etc.)

Budgetary benefits: An organization
outsourcing can have opportunities to
reallocate Investment Budget (CAPEX) to
Operational Budget (OPEX).

Focus on core business: Outsourcing non-
core operations (such as customer service,
administration services and accounting) may
assist the organization to re-focus on its core
business.

Productivity increase: The organization can
select a professional outsourcing partner
with access to better technology and
processes and may result to increase in the
organization’s work outputs.

Disadvantages

Loss of control and knowledge: When an
organization decides to outsource part of
its business, it is to a high degree losing
control over that part of the business to the
outsourcing partner. It is also starting to lose
the business knowledge in those outsourced
business areas.

Potential decrease in customer service
satisfaction (or for public service organizations:
decrease in constituency satisfaction) due to
the lack of “intimacy” or perceived drop in
personalized services.

Multiple security aspects need to be carefully
considered (e.g. personal information,
transaction data).

Quality of the services performed under the
contract can be compromised and requires a
well structured, managed and implemented
outsourcing contract (i.e. depending on
the extent of the outsourcing contract the
organization requires a high capability level
in managing third-party services and related
processes).

For e-government organizations, among the four components—strategy, process, technology
and people—certain areas in the technology component can be outsourced, for as long as the
objectives of outsourcing are thoroughly defined and well managed in the outsourcing contract.
This means that although outsourcing can close the gaps of capability in certain areas (e.g.
identify automated solutions, acquire and maintain application software, among others); it can
also create gaps in other areas (such as third-party service management, project management,
change management interventions, and the like) between its current capability and required
capability level.

Outsourcing can narrow down capability gaps in certain areas and can create or enlarge capability
gaps in other areas. Therefore, a capability assessment needs to be analysed carefully before

making an outsourcing decision purely based on the results of the capability maturity assessment.

During the course of the gap analysis and determination of actions, outsourcing can be considered
with the inputs as discussed above and the analysis will show different assessment rating results.

100 Ibid.
101 Ibid.

Academy of ICT Essentials for Government Leaders



The analysis should be able to identify answers for the following questions:

*  Which process(es) should be outsourced?

* What are the justifications for outsourcing the process(es) (benefits vs risks)?

*  Which gap(s) in capability can be narrowed down and which will be created or enlarged
by outsourcing?

« What are the consequences e.g. will the consequences cancel out some of the determined
justifications?

If the process is outsourced end-to-end, the organization will also need to assess the capability
maturity of the outsourced partner in order to make sure the partner will have enough capability
to deliver the required services. This assessment of IT outsourcing services has now been
standardized with certificate(s) such as the Customer Operations Performance Center (COPC)
Inc’'s COPC-2000, Certified Outsourcing Professional (COP), CMM, CMMI and ITIL, to name
a few.102

Finally, outsourcing may result in cultural resistance within an organization. When an organization
wants to change all or part of its existing processes, there is usually a certain degree of resistance
to change by some members of the organization affected by those changes. Outsourcing a
complete set of processes (sometimes including the transfer of the staff to the outsourcer) may
elevate some of those potential Organizational Change Management issues.'®

Acceptance management refers to the process of arriving at an agreement with end-users
regarding what products and services the project should produce. It involves several steps, as
discussed below.

Acceptance Tests. Acceptance testing forms an important and separate phase from the technical
testing efforts done by the technical team and suppliers. Acceptance testing is focused principally
on the “acceptance” of the product. In the planning and definition stage with users, acceptance
testing parameters must be included in the “sign off” prior to the development of ICT solutions.
The manager and the technical team must establish a set of parameters and tests from the
users that will prove that the product meets the goals set in the design. This could be a simple
checklist specifying what was agreed between the project team and the users.

Go Live! This is when the product is launched and released publicly. This is an event that
shows the successful delivery of the project. It could be a simple activity of announcing to all
stakeholders the release of the product or it could be a celebration where the product is the
toast of the party. The latter can be a good opportunity to reward the members of the project
team and show appreciation for their hard work in completing the project. This also creates a
positive perception of the project.

Product Release. \When products are released to users, it is important to document what has
been released, to whom and when. This sounds trivial but it is important to keep track of these
as aspects of the product might need fixing or changing if and when users discover some
problems and glitches.

102 Ibid. http://www.chillibreeze.com/articles/top-certifications-outsourcing.asp provides a quick overview of the leading BPO
certifications.

103 Ibid.
104 This section is drawn from Nick Jenkins, A Project Management Primer, pp. 39-40.
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The tracking of releases should include the following:

*  The version number or identifier of the release

e The date and time of the release

* The purpose of the release (whether maintenance, bug fix or testing)

*  For each component within the release: the name and version number of the component,
and the date it was last modified

Once they are mainstreamed in organizational systems, accepted products will require
maintenance and possible upgrades. There must therefore be a base documentation of the
project (i.e. a documentation of the design, specifications and supporting materials) as an
important reference for the users group who will be responsible for maintaining and managing
the system after the project ends. For the users group to understand the product, both a technical

and non-technical orientation or training on product details must be undertaken. This is to ensure
that the users will be able to cope with maintenance and upgrading needs after the project.

1. What is included in the project implementation phase?

2. Why do project managers have to manage the following project constraints:
time, cost and scope?

3. What are scope creeps? Why do managers have to be on guard against scope
creeps?

4. Why should project management have quality processes?
5. What are risks? How is the degree of risk assessed? How are risks managed?

6. What is communication management? Why is it necessary to have a
communication plan?

7. What is procurement? Why should managers manage procurement?
8. What is change management? How is change in the project to be managed?

9. What is acceptance management? Why should it be implemented?
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Monitoring is the systematic and continuous collection, analysis and use of management
information to support effective decision-making. There are multiple levels of monitoring. At
the activity level, the project team must keep track of how the project is progressing in terms
of expenditure, resource use, implementation of activities, delivery of results and management
of risks.

In the LFA tool (table 11), observable verifiable indicators (described quantitatively, qualitatively
and in terms of time) are indicated. These indicators serve as a monitoring and evaluation guide
for the project manager, the project team and the project implementing agency (the government
agency hosting the project).

While monitoring is an internal management responsibility, it also needs to be complemented
and enhanced by “external” monitoring inputs. These external monitoring inputs are useful in
providing objective verification of results, additional technical advice and a “big-picture” view
for senior or higher management officials.

Figure 19 illustrates the LFA’s hierarchy of objectives and its link with monitoring, review,

evaluation and audit.

Figure 19. Connection of evaluation, monitoring/review activities
with LFA hierarchy of objectives

Focus Logframe hierarchy of objectives
Evaluation (ex post facto) Overall objective
Evaluation and Review _ > Purpose
Monitoring Review and Audit Results
Monitoring and Audit » Activities and resources

Source: European Commission, Aid Delivery Method: Volume 1 - Project Cycle Management Guidelines (Brussels, 2004), p. 103,
http://ec.europa.eu/europeaid/multimedia/publications/documents/tools/europeaid_adm_pcm_guidelines_2004_en.pdf.

105 This section is drawn from European Commission, Aid Delivery Methods Volume 1.
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Plans and activities must be reviewed on a regular basis and updated or revised if they are
to remain relevant and feasible. Whenever appropriate, monitoring processes, guidelines and
formats for the project monitoring system should be developed and documented. The monitoring
system must cover the following areas:

* Project scope — stakeholders, institutional capacity, project objectives and resources

« The nature of organizational relationships, management arrangements and capacity
constraints

» The information needs of project implementers and other key stakeholders

» Existing information collection systems and procedures

*  Monitoring system guidelines and formats

« Training and resources to support systems development and implementation

*  Project assumptions and risks'%

Regular reviews of the project implementation process provide an opportunity to reflect on
progress. Reviews must be perceived as a continuous learning process whereby the experience
gained is reviewed and fed back into ongoing planning. Monitoring and review provide inputs
and insights into an ongoing process of planning and re-planning the project.

Projects produce document outputs from the conceptualization stage up to the closing phase.
These documents must be organized by dates of preparation and issuance. Managing documents
can either be done electronically and important ones can be kept also as hardcopy files.
Active documents using electronic files are a lot easier to retrieve for the project management
team. Software applications that provide project management templates are widely available
for procurement or for free to use. Documents when managed well facilitate reporting and
monitoring of activities.

As early as the planning phase, the performance measurement and reporting framework for
tracking performance must be set. The project manager and the team must agree with partners
on a set of results that will be monitored by primarily using a set of indicators.

The project can first set a modest baseline data collection. The baseline provides the ground
for monitoring. For example, in tracking ICT literacy training programmes, the initial baseline
must be able to assess the level of competency of the potential trainees or participants of
the training. It can also find out the demographic characteristics of the potential trainees and
clientéle as well as their different levels of literacy background prior to the project interventions.
From the baseline, progress can be tracked from the data that will be extracted during activity
implementation as against the targets set. The data must be analysed from information so as
to identify variances and emerging problems. Reporting on performance against expected
results and agreed upon indicators must be established. For large projects, data management
is necessary to integrate data from the performance measurement framework."%’

106 AusAlID, “The Logical Framework Approach”; and European Commission, Aid Delivery Methods Volume 1.

107 CIDA Strategic Planning and Policy Division, Asia Branch, “Is a Project Being Managed for Development Results? Integration of
RBM Principles in Project Monitoring: A Guide for Self Assessment and Monitoring”, January 2000, pp. 9-24.
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As part of monitoring processes, the project manager and project team must prepare reports on
the physical and financial progress of the project for stakeholders, particularly those providing
financial resources to support project implementation. These reports:

» Inform stakeholders of project progress (against what was planned), constraints encountered,
and any significant remedial or supportive action required;

*  Provide a formal documented record of what has been achieved during the reporting period,
and thus facilitate future reviews or evaluations;

« Document any change in plans, including budgetary requirements; and therefore

+  Promote transparency and accountability.®®

As early as the planning phase, a reporting system can be structured to provide a standard for
reporting on project implementation and progress. The reporting plan includes the time when
reports are expected. Reports can be monthly, quarterly, semi-annual or annual.

Project sponsors, such as donors and funding agencies, require reports. Some of these reporting
requirements are:

An inception report — This is highly recommended for all projects. Usually it is produced within
three months from the launch of the project. The report may trigger funding releases to support
the selection and organization of project key staff. The preparation of an inception report can
provide the opportunity for project managers to review the project design in consultation with
stakeholders. It can update the first annual work plan to ensure its relevance and feasibility and
build both management and other stakeholder commitment to, and “ownership” of, the project.
This is particularly important in situations where much of the design work has been undertaken
by “others” before the project manager and project team take over project implementation. It
is also helpful when the design has been prepared sometime in the past (e.g. in some cases
there may be a time lag of more than a year between finishing a feasibility study and financing
proposal and the commencement of project implementation).

First annual (or quarterly or semi-annual) plan — The inception report is usually accompanied
by the first annual plan, which outlines and highlights the activities, project deliverables/outputs,
budget estimates and timeline of key activities.

Progress reports — These must be produced by implementing partners and the project manager
on a regular basis (or as specified in the agreement with the funding institution). However,
overburdening project managers with reporting requirements should be avoided and report
formats and timing should take account of or build on existing systems rather than duplicate
them. As a formal requirement, it is advisable to require progress reports no more than quarterly
and every six months. A progress report provides a summary of the project’s status in a standard
format that is accessible to staff. The annual report should not only focus on what the project
itself has achieved (or not), but also on any significant change in the “external” environment. It
should also provide an overview of prospects for the sustainability of benefits.

Revised project budget — This includes any revision in the budget based on changes in the
plans.

108 AusAID, “The Logical Framework Approach”; and European Commission, Aid Delivery Methods Volume 1.
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Accompanying plan for a certain time frame — This should focus on documenting progress
towards delivering planned results and achieving the project purpose. A comparison with the
original project design (or as updated by the inception report) and the latest work plan should be
provided. This report also makes reference to previous plans, providing opportunities for project
implementers to reschedule results, activities and resource requirements in light of experience
gained or lessons learned. Often, an executive summary of the report is required, specifically
addressing the decisions and actions required from relevant stakeholders.

Completion report — This should be prepared at the end of the project fiscal time frame. If there is
no formal ex post facto evaluation, the completion report may be the final opportunity to document
and comment on overall achievements relative to the original plan and prospects for sustainability
of benefits. Itis also an opportunity to document lessons learned and recommendations on any
follow-up action required.'®

In preparing reports, the following requirements should be kept in mind:

»  The focus must be on progress towards achieving the target results, or those articulated in
the project plan. The report should not just list activities undertaken and inputs provided.

* There should be a comparison and contrast of progress against the project plan so that an
assessment of performance can be made.

* There should be a brief explanation of deviations from the plan. Remedial actions taken or
recommended should be highlighted.

»  The report should be clear and concise so that the information presented is easily accessed
and understood.

1. What is the difference between these processes-monitoring, evaluation and
audit? When do you use these processes?

2. Why should a project be monitored? Why should it be evaluated?

3. What reports and documentation are produced in the course of project
monitoring and evaluation?

109 Ibid.
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Project closure involves finalizing all project activities that have been completed. It also includes
establishing procedures to coordinate verification and documentation of project deliverables,
formalize the acceptance of project deliverables, and document reasons for actions taken if an
activity is terminated before completion.

There are two types of project closure activities.

Administrative closure involves detailing all of the activities, interactions, roles and
responsibilities of the project team and other stakeholders involved in project implementation.
It also includes collecting project records, analysing project successes or failures, gathering
lessons learned and archiving information for the organization or project team’s future use.

Contract closure includes all activities to settle and close any contract agreement. This
procedure involves both product verification (i.e. checking that all work has been completed
correctly and satisfactorily) and administrative closure (i.e. updating contract records to reflect
final results and archiving the information for future use). The contract terms and conditions can
also prescribe specifications for contract closure. Early termination of a contract is a special
case of contract closure that could arise, for example, from the inability to deliver the product, a
budget overrun or lack of required resources. This procedure is an input to the contract closure
process.

When contracts are completed (i.e. when the final product is delivered according to the agreed
specifications), the project team will have to indicate acceptance of the product. Usually
acceptance is signified formally with a document explicitly expressing acceptance through the
signatures of all parties concerned.

As mentioned earlier, if the deliverables are not acceptable to the users, an investigation is
conducted and reports explaining the reasons for non-acceptance are filed. The project team
must seek legal advice for this kind of situation.

At the end of the project (or even before project closure), an evaluation is conducted to provide
a systematic and objective assessment of the project design, implementation and results, and
to determine the relevance and fulfilment of objectives, developmental efficiency, effectiveness,
impact and sustainability.

110 This section is drawn from Jason Westland, The Project Management Life Cycle.
111 This section is drawn from European Commission, Aid Delivery Methods Volume 1.
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What is the difference between this evaluation activity and monitoring and audit? While all of
these activities are meant to assess the project, the focus of each will be different, as follows:

Evaluation focuses on the efficiency, effectiveness, impact, relevance and sustainability of the
policies and actions of the organization or donor.

Monitoring is an ongoing analysis of project progress towards achieving planned results for
the purpose of improving management decision-making.

Audit makes an assessment of:

« The legality and regularity of project expenditures and income (i.e. the project’s compliance
with laws and regulations and with applicable contractual rules and criteria);

*  Whether project funds have been used efficiently and economically (i.e. in accordance with
requirements of sound financial management); and

»  Whether project funds have been used effectively (i.e. for the purposes intended). An audit
has a financial management focus.

An evaluation should have the following characteristics:

* ltis impartial and independent of the programming and implementation of the project.

* ltis credible — The evaluation is conducted by appropriately skilled and independent experts,
and transparency is observed, for example through the wide dissemination of results.

« It encourages the participation of stakeholders in the evaluation process to ensure that
different perspectives and views are taken into account.

* It ensures that findings and recommendations are useful through timely presentation of
relevant, clear and concise information to decision makers.

The output of an evaluation activity is an evaluation report, which should mirror the structure of
the main evaluation criteria (i.e. relevance, efficiency, effectiveness, impact and sustainability).
The report must take into account the nature of the project, the stage at which the evaluation
has been carried out and the users for whom the report has been prepared. Table 18 can be
used to demonstrate the benefits realized from the project. It translates benefits into values,
such as cash values, percentages or number of hours.

Table 18. Benefit realization

Benefit Intended benefit Forecast Actual Deviation
category value value
Financial e New revenue generated $x $x $x
¢ Reduction in costs $x $x $x
e Increased profit margin $x $x $x
Describe Describe Describe
Operational e Improved operational x% X% X%
efficiency x hours x hours x hours
¢ Reduction in produce time | x% x% x%
to market Describe Describe Describe
e Enhanced quality of
product/service
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Benefit Intended benefit Forecast Actual Deviation

category value value
Market ¢ Increased market X% X% X%
awareness X% X% X%
e Greater market share Describe Describe Describe
o Additional competitive
advantage

1. Who do you think should conduct the project evaluation—in-house personnel
or an external reviewer? Why?

2. What are the benefits of having an external reviewer? What are the
disadvantages?

During the project life cycle, the project team and key stakeholders identify lessons learned
from the technical, managerial and process aspects of the project. All knowledge learned
during the project should be documented so it becomes part of the historical database of the
organization. These lessons learned should be compiled, formalized and stored throughout
the duration of the project.

For example, lessons learned in the area of human resources can include:

*  Project organization charts, position descriptions and staffing management plans that can
be saved as templates;

«  Ground rules, conflict management techniques and recognition events that were particularly
useful;

*  Procedures for virtual teams, co-location, negotiation, training and team building that proved
to be successful;

»  Special skills or competencies by team members that were discovered during the project; and

* Issues and solutions documented in the project issue log.

Lessons learned sessions can be conducted to focus on identifying project successes and
failures, and to generate recommendations to improve future performance on projects. The
focus of lessons learned meetings can vary. In some cases, the focus is on technical or product
development processes, while in other cases the focus is on the processes that aided or hindered
work performance. Teams can gather information more frequently if they feel that the increased
quantity of data merits the additional investment of time and money. Lessons learned sessions
provide future project teams with information that can increase the effectiveness and efficiency
of project management. In addition, phase-end lessons learned sessions can serve as a good
team-building exercise.?

112 European Commission, Aid Delivery Methods Volume 1; and Jason Westland, The Project Management Life Cycle.
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Project managers have a professional obligation to conduct lessons learned sessions with key
internal and external stakeholders, particularly if the project yielded less than desirable results.
Such sessions can yield:

*  An update of the lessons learned knowledge base

* Inputs to the knowledge management system

* Updated project or organizational policies, procedures and processes
* Improved skills

*  Overall product and service improvements

* Updates to the risk management plan

« Arevised budget plan'?

Systems (product) application projects are usually subjected to User Acceptance
Tests. Outsourced companies have to conduct demonstrations and tests with the
users until all functionalities and specifications of the systems are well accepted
by the users.

There are cases when the product tests are not accepted by the users. In such
situations, the project closure phase is delayed. If you were the project manager,

what will you and your management team do to address the situation? What lessons
can be derived from this kind of situation?

1.  Why should a project have a closing process?

2. What are “lessons learned”? What are the uses of “lessons learned”?

113 Ibid.
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Technically, a project ends when the project closure and product handover are undertaken.
However, the results of the project, specifically the product that the project has borne, will take
on a new life in the user (client or customer) environment. The processes undertaken to ensure
the usability and effectiveness of the product in that context will determine the product’s future
life. For projects that give rise to an e-government system, sustainability is a key issue that
users will have to grapple with after the life of the project.

Just like a newborn baby, the new product or system will have to be nurtured. Plans for its
sustainability and improvement should be given enough thought by the project sponsors,
project operators and users. The following are some questions that should be considered in
the sustainability plan for the new product or system:

» Are there policies that will support the continuity, maintenance or improvement of the product?

» Is there infrastructure ready to support the product?

*  Are there units or groups in the organization that will maintain the product?

« Are there funds allocated on a regular basis to maintain and improve the product?

« Are there enough capacities within the organization for the maintenance and improvement
of the product?

* Is there a need to connect the product with other systems?

These questions imply that those who receive or inherit the new product or system will have to
plan for its integration within the organizational environment.

Countries that are embarking on e-governance and ICTD projects need to consider national ICT
policy needs and requirements. Without policy support, new initiatives could end up as “white
elephants”, unable to yield their promised benefits. It is also important to take into account
the telecommunications policies that will support or hinder ICT-supported development in the
country, as well as the organizational policies that will support or hinder the development of
any ICTD or e-governance initiative at the local or organizational level.

Aside from policies, there are resources required to ensure the continuity, maintenance and
improvement of the product or system. A product sponsor (for example, a Ministry at the country
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level, a local government unit at the local government level, or an ICT or Management Information
System Unit at the organizational level) that will continue to support the development and
maintenance of the product or system should be designated. Specifically, the project sponsor can:

« Assign units or groups that will maintain and continuously improve the product or system;

* Ensure that there are funds allocated for the development, maintenance and improvement
of the product or system; and

»  Build the capacity of the organization and other institutions to fully appreciate the benefits
of using and maintaining the new product or system. When the organization or local
government understands the benefits to be gained from the initiative, more support could
be generated from these governing bodies.

Especially in ICTD projects, it is essential to ensure that the product or system developed
works for the intended users. Government should invest in making the new product or system
as widely known as possible. The support of the business sector, which has the capacity to
invest and embark on ICTD and e-governance initiatives, should be sought.

Management Maturity Model

Organizations should strive to continually improve their systems to ensure optimum performance.
One way of doing this is to standardize systems and processes that will cover all levels of the
organization—that is, not only the organization’s projects but also its programmes and portfolios.
There must be an alignment of the systems within the organization.

According to the UK Government, “a mature organization has an organization-wide ability for
managing initiatives based on standardized, defined management processes.” "'* The latter
can be customized to address the specific needs of the organization, which also need to be
communicated to team members and stakeholders and implemented based on plans and
defined processes.

The UK Government offers the “Portfolio, Programme and Project Management Maturity Model”
(P3M3), the key concept of which is building the alignment of the management clusters (project,

programme and portfolio) to five levels of maturity.

Level 1: Initiation Process — Projects, programmes and portfolios have no standards and
tracking process

Level 2: Repeatable Process — Projects, programmes and portfolios have limited consistency
and coordination process

Level 3: Defined Process — Projects, programmes and portfolios have centrally programmed
processes

114 Office of Government Commerce, Portfolio, Programme and Project Management Maturity Model: P3M3 Public Consultation
Draft v2.0 (2008), p. 16, http://www.strategies-for-managing-change.com/support-files/p3m3-maturity-model-full-version.pdf.
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Level 4: Managed Process — Projects, programmes and portfolios have obtained specific
measurements of management performance and operate on quality to better predict future
performance

Level 5: Optimum Process — Projects, programmes and portfolios continue to improve their
processes with problem and technology management in order to improve the ability to depict
performance over time and to optimize processes

This model poses a challenge to organizations aiming for a maximum level of efficiency and
effectiveness in delivering quality services to citizens.

Read the following case and answer the questions posed at the end.

Three years ago, a project was developed and implemented to improve the
frontline information services of a government revenue agency. The project
output was a pilot citizens’ service centre providing one easy number to call
and an e-mail address for citizens to contact. During its implementation and
closure, the project was considered successful because it increased customer
satisfaction, indirectly contributing to increased revenue as well as increased
capacity and service productivity of government personnel in providing
information and in contributing to citizens’ education through the citizen’s centre.

During the project implementation, a unit was created—the agency Citizen
Centre—with personnel assigned on a temporary basis. After two years, the
project was handed over to the main agency operations and the unit continued
to operate. The citizen centre unit personnel decided to stay on. However,
the unit and the personnel needed to be formally recognized. The positions
of the personnel had to be secured, which required policy support from other
agencies such as the Civil Service Authority, which is in charge of regulating
all government personnel, and the Budget Ministry for fund allocation such as
personnel salary, maintenance of equipment and improvement of technology.

Two years has passed and the unit is still not formally recognized, and the
positions of the personnel are still not secured, although programme operations
still continue to provide financial support to cover the maintenance of the unit.
Demoralization among the personnel has increased, which is resulting in
decreased service productivity.

Questions:

1. What support does the Citizen Centre unit need for it to remain in operation?

2. What could have been done earlier to ensure the sustainability of the Citizen
Centre unit?
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Test Yourself

N

1. Why should ICT projects result in sustainable initiatives?

2. What are the requirements of product sustainability after the project?

J
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The following key points were discussed in this module:

1.

Managing ICTD projects is very much like managing other types of development projects.
The same project management processes and project management cycle are involved.
The important elements in ICTD projects, as in other types of projects, are people, process
and technology.

However, ICTD projects must pay particular attention to managing change. In particular,
the viewpoints of the stakeholders must be taken into account and their full participation
in the process of project development and implementation must be encouraged. Users of
the project deliverables should be involved from day one of the project.

Any ICTD project requiring the efficient and effective delivery of services to citizens must
consider business process re-engineering. A careful review of the unit or the organization’s
system must be undertaken and the system should be modified to meet the objectives of
the project.

ICTs are not a quick fix for development. People’s needs, not technology, should dictate the
project design. Ownership of the project by the target users must be emphasized because in
the final analysis the users will be responsible for meaningful integration and sustainability
of the products or systems developed by the project.

For ICTD projects to be successful, the following principles derived from projects implemented
by different country jurisdictions should be observed:

« Participation by all people who are part of the project at every stage

» Local ownership and capacity development

*  Mix of technology

*  Multi-stakeholder partnerships

« Alignment with the larger demand-driven development efforts of partners, particularly
those related to poverty reduction

« Institutional ownership and leadership

»  Competitive enabling environment

» Financial and social sustainability

* Risk considerations

For the outcomes of ICTD projects to be sustainable:

« They must be anchored on national development goals and linked with the project’s
external environment.

»  There should be commitment and support from the national government and alignment
(and creation) of policies in support of ICT development.

» They must consider the public interest, in particular the public’s right to information.
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Assumptions

Benchmarking

Business case

Construction

End-user

Feasibility study

Influencers

Information and
communication
technologies

ICT projects

Logical Framework
Approach

Logical Framework
Matrix

Milestones (also called
Checkpoints)

Monitoring

Operation

Organizational Change
Management Plan

Outsourcing

Ownership

Participation

External factors beyond the control of project managers that have the potential
to influence or determine the success of a project.

Facilitates identification of possible projects for an organization by comparing and
measuring policies, practices and performance against those of high-performing
organizations within a sector.

A document that justifies an intervention or initiative as a means of addressing
an issue or correcting a problem.

Involves the evaluation and acquisition of existing software, writing of additional
software, detailed specification of manual activities, integration of all elements
into a whole, and successive layers of testing of the software.

The person, group or organization that uses a product.

Designed to provide an overview of the primary issues related to a proposed
project to give stakeholders a basis for deciding whether to proceed with the
project and for choosing the most desirable options.

Individuals or groups who, although not directly related to the acquisition or use
of the project’s output, can positively or negatively influence the course of the
project because of their position in the organization or community.

Information handling tools—a varied set of goods, applications and services that
are used to produce, store, process, distribute and exchange information. They
include the “old” ICTs of radio, television and telephone, and the “new” ICTs of
computers, satellites and wireless technology and the Internet. These different
tools are now able to work together, and combine to form our “networked world”,
a massive infrastructure of interconnected telephone services, standardized
computer hardware, the Internet, radio and television, which reaches into every
corner of the globe.

ICT-based solutions that meet defined service and government strategic needs.

A management tool that helps analyse and organize the thinking process in
building the project development phase towards the planning phase.

A summary of the project activity design resulting from the logical framework
analysis.

Outcomes, the delivery of which marks the completion of a phase or set of tasks.

The process of checking that all plans (inputs and outputs) and quality standards
are being met; enables the detection and management of risk areas.

The ongoing use of the system; includes a provision for incident reporting and
work requests to deal with errors and changes in the system’s environment and
in users’ needs.

The plan that will address the project impact (positive and negative) on people’s
behaviour in the organization.

The contracting of services, tasks or functions to a third party.

Taking ownership; a process of internalization of responsibility for a development
process and its outcomes, and therefore a willingness to invest considerable
effort and resources; generally regarded as a prerequisite for the sustainability
of a development action.

Process in which the people involved cooperate and collaborate in development
projects and programmes; also seen as the empowerment of individuals and
groups in terms of acquiring skills, knowledge and experience, leading to greater
self-reliance.
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Planning

Programming

Project

Project appraisal
Project champions

Project closure

Project Cycle
Management

Project implementation

Project Initiation Plan

Project management

Project Management
Office

Project Manager

Project partnership

Project phase

Project risks

Project sponsors
Project task
Requirements analysis

Review and evaluation

Scope creeps

Social sustainability

The phase where the project environment is examined; the rationale and
assumptions of the project are defined; and the scope, requirements and resource
parameters (time, costs and people), including risks, are identified.

The process by which a programme of action is identified and put into a coherent
plan based on (national or local) policies, agenda, strategies and objectives,
and cross-cutting themes for consideration in the development and planning
processes of projects.

Transitory undertakings that use up resources, incur costs and produce
deliverables over a definite period of time, to achieve a specific goal.

A formal review and a management tool for quality control.
Project advocates or people who will support the project all the way.

The phase when project activities have wound down, and when deliverables,
including reports and financial obligations and disbursements, have been met
and accepted by respective stakeholders; a list of activities for handing over the
final solutions to end-users/customers and conducting the post-project review,
and administrative procedures in closing the project management office.

The management activities and decision-making procedures during the life cycle
of a project, including key tasks, roles and responsibilities, key documents and
decision options.

A list of activities required to produce the deliverables that create the solution
for the end-user/customer; the project phase where all of the project plans are
executed; the goal at this phase is to manage the execution processes and
ensure that control mechanisms are working.

Steps involved in defining the project, recruiting and staffing the project team,
and establishing the project management office.

Set of “principles, practices, and techniques applied to lead project teams and
control project schedule, cost, and risks to deliver the results of a successful
project to the delight of stakeholders” (Chapman, 1997).

Defines and maintains the standards of processes generally related to project
management within an organization or government agency.

The person responsible for managing the project and ensuring that project
objectives are met.

A relationship in which partners have a shared vision and goals, resources and
information; mutual accountability and shared decision-making; clearly defined
roles and responsibilities; mutual respect for one other; two-way communication;
and complementary expertise and experience with development that is relevant
to the project.

A broad set of related tasks.

External events or uncertain conditions that could have positive or negative
effects on the delivery of project objectives.

The funders and “political endorsers” of the project concept.
A specific activity with a defined purpose.
Establishing what needs to be done.

Measures the impact of the project and how it has contributed to larger goals
of government; findings and results will serve as basis for future planning and
programming activities.

Deviations in the project scope; “additional elements” not agreed upon or
considered in the original project scope.

The maintenance of social capital, which includes “investments and services
that create the basic framework for society. It lowers the cost of working together
and facilitates cooperation: trust lowers transaction costs” (Goodland, 2002).
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Stakeholders Those who are affected by project outcomes, whether negatively or positively,
and those who can affect the outcomes of a proposed intervention.

System Design Establishes “how” the product is to perform the functions defined in the System
Requirements Statement; its checkpoint is an agreed System Design Specification.
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As noted in the section entitled “About The Module Series”, this module and others in the series
are designed to have value for different sets of audiences and in varied and changing national
conditions. The modules are also designed to be presented, in whole or in part, in different
modes, on- and off-line. The modules may be studied by individuals and by groups in training
institutions as well as within government offices. The background of the participants as well
as the duration of the training sessions will determine the extent of detail in the presentation
of content.

These “Notes” offer trainers some ideas and suggestions for presenting the module content
more effectively. Further guidance on training approaches and strategies is provided in a
handbook on instructional design developed as a companion material for the Academy
of ICT Essentials for Government Leaders module series. The handbook is available at:
http://www.unapcict.org/academy.

Content and Methodology

The module is divided into seven sections that present key concepts in various phases of project
management, as well as cases and exercises designed to demonstrate project management
principles and strategies. Trainers are invited to enhance and modify the examples provided,
and/or supplement these with cases and exercises that they think will be more effective and
meaningful to training participants. It is suggested that the following be given prominence in
the training:

Concept Definitions — Concepts should be clearly defined to serve as a common starting point
or baseline upon which to develop a deeper understanding through further explorations of how
the concepts work in specific contexts.

ICTD Framework — There are many reference materials on project management, which is a
generic concept with universal applications, as well as on ICT project management. However,
most materials are written in the context of commercial and profit-making ventures. This module,
along with others in the Academy of ICT Essentials for Government Leaders module series,
is anchored on the ICT for development perspective and the e-government service delivery
environment.

Roles and Functions — People manage projects, and projects have an impact on people.
Development projects in particular should focus on the impact of projects on people. Thus,
the role of individuals and groups in the various phases of ICT project management should be
given prominence.

Reference Standards — Awareness of different international project management reference
standards is an edge for project managers.

Project Management Tools and Techniques — Use of appropriate tools and techniques can
increase the efficiency and effectiveness of managers. The correct use of these tools and
techniques should be demonstrated.

Training participants are likely to have diverse backgrounds or exposure to ICT and management

experience. Thus, it would be useful to begin by clarifying expectations and sharing perspectives.
It is also important to recognize that their experiences are important sources of information and
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learning that would enrich the discussion of the module content. Case examples can be built
from the participants’ experience.

Training sessions should be as interactive as possible, with a lot of group discussion and hands-
on exercises. In local training sessions, it is best to use the local language for the training to
be more meaningful and effective.

Structuring the Sessions

The following can be used as guide in the selection of training content for training sessions of
varying durations.

For a 90-minute session

The session should provide an overview of ICT project management from a development
perspective, including project phases and lessons learned from the field about effective ICTD
project management (section 1 of the module).

For a three-hour session

In addition to the overview of ICT project management from a development perspective, the
value of organizational change management and stakeholder participation should be discussed
(section 2).

For a full day session (6 hours duration)

Afull day session should include an exploration of the discipline, issues and practices in project
initiation, planning and scope definition (section 3). Case studies should be used to demonstrate
the concepts, principles and standards of ICT project planning presented.

For a three-day session

In a three-day workshop, key aspects of project planning, implementation, control and monitoring
(up to section 4) should be explored through the analysis of case studies and hands-on activities.
In the latter, participants should be invited to apply the project management practices and tools
presented to actual ICT projects that they have been or are currently involved in. In addition,
opportunities should be provided for the participants to reflect on and discuss issues in the
application of these project management practices and tools.

For a five-day session
Afive-day workshop will allow not only coverage of all phases of project management, including
post-project activities (section 7), but also a project-based learning approach where participants

prepare and critique a complete ICT project management plan that they can then “bring home”
for implementation.

Resources
The module makes reference to a number of online training resources in project management.

Training participants should be encouraged to explore these resources keeping in mind the
needs and imperatives of actual projects they are involved in.

Academy of ICT Essentials for Government Leaders



To make the sessions more meaningful and participatory, the facilitator can make use of the
examples of the experiences of the participants using the activity: “Tell the Story of Your Project”
(at the end of section 3). The facilitator may start with this exercise as a take off point to discuss
the basic concepts and theories on ICT project management.

Other case examples can be sourced and retrieved from the APCICT Academy modules; from
resource libraries of the United Nations and the World Bank; from organizations such as the Asian
Development Bank, AusAID CIDA, Commonwealth of Learning and IDRC; and from working
papers and articles developed by international NGOs and the academe such as Manchester
University (Department for International Development [DFID] projects) and the University of
Washington (Technology and Social Change).
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The United Nations Asian and Pacific Training Centre for Information and Communication
Technology for Development (UN-APCICT/ESCAP) is a subsidiary body of the United Nations
Economic and Social Commission for Asia and the Pacific (ESCAP). UN-APCICT/ESCAP aims
to strengthen the efforts of the member countries of ESCAP to use ICT in their socio-economic
development through human and institutional capacity building. UN-APCICT/ESCAP’s work is
focused on three pillars:

1. Training. To enhance the ICT knowledge and skills of policymakers and ICT professionals,
and strengthen the capacity of ICT trainers and ICT training institutions;

2. Research. To undertake analytical studies related to human resource developmentin ICT; and

3. Advisory. To provide advisory services on human resource development programmes to
ESCAP member and associate members.

UN-APCICT/ESCAP is located at Incheon, Republic of Korea.

http://www.unapcict.org

ESCAP is the regional development arm of the United Nations and serves as the main economic
and social development centre for the United Nations in Asia and the Pacific. Its mandate is to
foster cooperation between its 53 members and nine associate members. ESCAP provides the
strategic link between global and country-level programmes and issues. It supports Governments
of countries in the region in consolidating regional positions and advocates regional approaches
to meeting the region’s unique socio-economic challenges in a globalizing world. The ESCAP
office is located at Bangkok, Thailand.

http://www.unescap.org
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http://www.unapcict.org/academy

The Academy is a comprehensive ICT for development training curriculum with currently
ten modules that aims to equip policymakers with the essential knowledge and skills to fully
leverage opportunities presented by ICTs to achieve national development goals and bridge
the digital divide. Below are the short descriptions of the ten modules of the Academy.

Highlights key issues and decision points, from policy to implementation, in the use of ICTs
for achieving the MDGs.

Focuses on ICTD policymaking and governance, and provides critical information about
aspects of national policies, strategies and frameworks that promote ICTD.

Examines e-government concepts, principles and types of applications. It also discusses
how an e-government system is built and identifies design considerations.

Provides insights into current trends in ICT and its future directions. It also looks at key
technical and policy considerations when making decisions for ICTD.

Discusses the ongoing development of international policies and procedures that govern
the use and operation of the Internet.

Presents information security issues and trends, and the process of formulating an
information security strategy.

Introduces project management concepts that are relevant to ICTD projects, including the
methods, processes and project management disciplines commonly used.

Explores funding options for ICTD and e-government projects. Public-private partnerships
are highlighted as a particularly useful funding option in developing countries.

Provides an overview of disaster risk management and its information needs while
identifying the technology available to reduce disaster risks and respond to disasters.

Presents the role that ICTs play in observing and monitoring the environment, sharing
information, mobilizing action, promoting environmental sustainability and abating climate
change.

These modules are being customized with local case studies by national Academy partners
to ensure that the modules are relevant and meet the needs of policymakers in different
countries. The modules have also been translated into different languages. To ensure that
the programme stays relevant and addresses emerging trends in the ICTD, APCICT regularly
revises the modules and develops new modules.
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APCICT Virtual Academy (http://e-learning.unapcict.org)

The APCICT Virtual Academy is part of the multi-channel delivery mechanism that APCICT
employs in the implementation of its flagship ICTD capacity building programme, the Academy
of ICT Essentials for Government Leaders.

The APCICT Virtual Academy allows learners to access online courses designed to enhance
their knowledge in a number of key areas of ICTD including utilizing the potential of ICTs for
reaching out to remote communities, increasing access to information, improving delivery of
services, promoting lifelong learning, and ultimately, bridging the digital divide and achieving
the MDGs.

All APCICT Virtual Academy courses are characterized by easy-to-follow virtual lectures and
quizzes, and users are rewarded with APCICT’s certificate of participation upon successful
completion of the courses. All Academy modules in English and localized versions in Bahasa
and Russian are available via the Internet. In addition, plans for more content development
and further localization are underway.

e-Collaborative Hub (http://www.unapcict.org/ecohub)

The e-Collaborative Hub (e-Co Hub) is APCICT’s dedicated online platform for knowledge
sharing on ICTD. It aims to enhance the learning and training experience by providing easy
access to relevant resources, and by making available an interactive space for sharing best
practices and lessons on ICTD. e-Co Hub provides:

* Aresources portal and knowledge sharing network for ICTD

» Easy access to resources by module

»  Opportunities to engage in online discussions and become part of the e-Co Hub’s online
community of practice that serves to share and expand the knowledge base of ICTD
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