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I INTRODUCTION

I.1. About NeGP

The National e-Governance Plan (NeGP) is a major initiative of the Government of India
(Gol) for ushering e-Governance on a national scale. The plan builds on the experience
gained in implementing several e-Governance initiatives in the country. One of the
learning that forms core of the NeGP is its stress on citizen centric service as against a
typical application development / departmental computerization.

The figure below presents the NeGP framework.
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Fiq. 1: NeGP Framework

The plan essentially consists of core policies, integrated service projects that cut across
departments, Mission Mode Projects (MMPs) in the Central and State Sector. The plan is
proposed to be implemented over a 4-year period (2003-07) at an estimated cost of
over Rs.25,000 crore. To achieve the same, the National e- Governance Plan also
provides for significant investments in areas such as Government Process
Reengineering, Capacity Building, Training, Assessment and Awareness.
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The nature and scale of e-governance initiatives planned within the domain of the State
Governments, present a considerable enhancement in the aspiration level of
Government. Major managerial and technological challenges are one consequence of
this, particularly in the context of the need for implementation of these projects in a
“mission/projectized mode”, (with clearly defined goals, timelines and responsibilities) by
concerned departments of the State Governments. There is also a need to manage the
entire programme at the State level in a coherent manner with consistent strategies for
cost optimization and integration. For achieving this, the State Governments need to
provide for overall direction, standardization and consistency across initiatives and at the
same time, have the resources and flexibility to drive this plan.

Taking this into consideration, Department of IT (DIT), Gol and Planning Commission
have issued broad guidelines for taking up capacity building at the State Level.
Simultaneously, Government of India has allocated funds to Government of Rajasthan as
Additional Central Assistance (ACA) to initiate the process of capacity building.

The salient features of the capacity building guidelines issued by the Government of
India are discussed in Annexure 1 to this report. The capacity building guidelines,
issued by DIT specifically identify capacity gaps across three broad areas:

e Lack of Personnel with appropriate background and aptitude
¢ Inadequate skill sets of personnel already deployed

e Lack of appropriate institutional framework to handle the programme

It suggests that each of these gaps needs to be addressed adequately. These guidelines
indicate a reference framework to do so. The aforementioned requirements and the
sheer scale of the initiatives warrant the state governments to articulate clearly their
capacity building needs in terms of training of people, building institutional structures
etc. in order to implement the e-Governance Roadmap for the State. The Government
of Rajasthan appreciates this and has therefore engaged NISG to draft the Capacity
Building Roadmap for Rajasthan. The NISG has retained the services of PwC to
undertake the assignment and draft this report
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I.2. Scope of Work

The scope of work for the engagement has been structured across three key streams
relating to:

1. Design of e-Governance roadmap for the state of Rajasthan that includes:

= Preparation of a blueprint for Rajasthan, that documents the overall strategy and
action plan for development of e-Governance in the State

» Identification of high pay-off e-Governance initiatives that are aligned with NeGP

= Plan to implement the recommended e-Governance initiatives

2. Design of capacity building roadmap for the state of Rajasthan that includes:
= Administrative structure for implementing the e-Governance plan
= Assessment of the capacity gaps for implementing the e-Governance initiatives

= Sourcing plan for bridging the capacity gaps & the corresponding budget
estimate.

3. Detailed Project Report with details of funding requirements for implementation of
the capacity building plan:

= Budget estimate for implementation of the sourcing strategy and bridging the
capacity gaps

This report awells on the third part of the scope of work i.e. the Detailed Project Report.
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NISG

Il SUMMARY OF E-GOVERNANCE, ROADMAP

I1.1. e-Governance Vision for Rajasthan

The Vision of the Government of Rajasthan is articulated below:

The Government of Rajasthan would leverage Information
Technology not only as a tool for improving governance and

employment opportunities, but also more significantly as a means to

enhance the quality of life and_bridging the socio-economic divide in
the state ensuring that skew in the development in society is

minimized and the underprivileged sections of the society are brought
at par with the more privileged sections.

Fig.1: Rajasthan e-Governance Vision

The vision statement clearly elucidates the key theme of Rajasthan’s desired e-
Governance direction, which is:

Use e-Governance as a tool for improving Governance and employment
opportunities: Use of ICT will facilitate the improvement in monitoring and
implementing various welfare schemes while increasing the accountability
and transparency in government. Moreover, employment opportunities for
entrepreneurs would be generated through the establishment of CSC's and
kiosks.

Improve the quality of life of citizens: e-Governance would help in attaining
this objective through the provision of citizen centric service delivery thereby
providing better turnaround times and convenience in demanding and
availing services.

Leverage IT to empower masses and promote equitable development
thereby eliminating the socio-economic divide: ICT offers a compelling tool
for the government to empower the masses by decreasing the time and cost
required for demanding and availing services. Mechanisms like citizen
feedback, grievance handling systems, provision for citizen forums on the

° PRICEWATERHOUSE(COPERS
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web portal and increasing the number and breadth of access channels are
some means of attaining this objective.

I1.2. e-Governance Blueprint for Rajasthan

The following figure depicts the e-Governance blueprint for the state of Rajasthan:
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I1.3. Action Plan

The following outcomes should result from the implementation of the strategy enunciated in the last chapter:

e Increased customer focus through on-line service delivery and provision of credible and reliable information leading to

satisfaction and convenience for all stakeholders
Integration of government departments and consolidation of back office operations leading to integration and Efficiency for

the Government of Rajasthan
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Table 1: e-Governance Roadmap for Rajasthan
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Il SUMMARY OF CAPACITY BUILDING ROADMAP

IIIL.1. Capacity building needs — Enabling Environment

Overall assessment of the enabling environment

The enabling environment is assessed on the following parameters:

¢ Human Resources Planning — Develop and refine concrete, realistic and detailed HR
plan; efficiently use highly qualified resources; HR plan tightly linked to strategic
planning activities

e Partnerships and alliances development — Built, leveraged and maintained strong,
high-impact relationships with variety of relevant parties; relationships deeply
anchored in stable, long term, mutually beneficial collaboration

e Influencing of policy making — Organization proactively and reactively influences
policy making; participates and initiates discussion on policy matters

e Organizational processes use and development — For effective and efficient
functioning of organization, robust, lean and well designed set of processes in place
in all areas

Table.2: Capacity Building needs for enabling Environment
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II1.2 Capacity Building needs - Institutional Structure
Assessment of the Institutional Structure

Institutional Structure is assessed on the following parameters:

e Board governance — Various boards — legal, advisory and managers work well
together; roles of each very clear; board periodically evaluated

e Institutional design — Organizational entities to be clearly defined; roles and
responsibilities of the entities to be formalized; organization chart to be complete

e Inter-functional coordination — Seamless integration between different programs and
organization units; few coordination issues

¢ Individual job design — Key roles to be defined by positions; well defined activities in
most roles with clear reporting relationships; job descriptions are continuously
redefined

Table.4: Capacity Building needs for Institutional Structure

II1.3 Capacity Building needs - Human Resources

Human Resources for the departments are assessed on the following parameters:

e Staffing levels — Fully staffed positions within and peripheral to the organization; no
turnover or attendance problems.
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¢ Management team — Experienced management team; sound capabilities and track
record of learning and personal development; energetic; Focused and committed;
works towards achieving the organization’s vision; establishes successful win-win
relationship with others; makes informed decisions

e Staff — diverse backgrounds and experiences; broad range of skills and
competencies; committed to mission and strategy; innovative and challenge loving

The grid below summarizes the capacity Building needs for this element of the capacity
building framework for each selected department. /ndividual department assessment
grids are attached in Capacity Building Roadmap Annexure 1V.

Capacity Building Needs (Human Resources)

Department | VeryHigh | _High | Moderate | Low
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Table.5: Capacity Building needs : Human Resources
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III.4 Systems and Infrastructure

Systems and Infrastructure for the departments are assessed on the following
parameters:

Decision Making Framework — Formal lines/systems for decision making that involve
participation; dissemination of decision

Knowledge Management — user-friendly and comprehensive systems to capture,
document and disseminate knowledge internally in all relevant areas

Physical Infrastructure: buildings and office space — Physical infrastructure suitable
to cater to the needs of the department, present and future; well designed to
enhance organizations efficiency

Technological Infrastructure: computers, applications, network, e-mail, website —
Fully networked computer hardware with wide range of up-to-date software
applications; staff to have internet access and e-mail

Databases and Management Reporting Systems — comprehensive electronic
database and management reporting system exists for tracking staff, program
outcomes and financial information

The grid below summarizes the capacity building needs for this element of the capacity
building framework for each selected department. /ndividual department assessment
grids are attached in Capacity Building Roadmap Annexure 1V.
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Capacity Building Needs (Systems & Infrastructure)

Department

Very High

High

Moderate
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Table.6: Capacity Building needs : System & Infrastructure




Detailed Project Report, Rajasthan Draft for Discussion

III.5 Capacity Building Targets

As per the discussion and the skill sets identified in the Capacity Building Roadmap, the
state would like to take a planned and structured approach to developing the required
capacities. Furthermore, in order to map progress of the State in achieving the capacity
building vision, the State has set forth clearly defined targets — in line with the overall
State e-Governance roadmap.

In view of the above, targets have been summarized in the table placed below:
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Table.7: Capacity Building Tarqgets for Rajasthan
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II1.6 Gap Analysis and Strategy

Based on PwC team’s interaction with the various officials of the Government of
Rajasthan at the State and department level, secondary research and inline with the e-
Governance vision, some key capacity gaps were identified. The schematic below
articulates the gaps and the suggested strategy to address the gaps:
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Fig. 6: Gaps in present Capacities and Strateqy to bridge the gaps
NISG o PRICEWATERHOUSE(COPERS



Detailed Project Report, Rajasthan Draft for Discussion

The institutional structure to manage the e-governance efforts at the project and
program level needs a more elaborate discussion regarding the gaps and suggested
strategy for circumventing these gaps. This is presented in the table below.

Governance Strategy to Bridge the Gap
Structure
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IV PROPOSED INSTITUTIONAL STRUCTURE & ROLES

The proposed institutional structure for State of Rajasthan to implement and execute e-
Governance projects, and effectively build capacity is detailed in the figure below:

Strategy Operation
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©
e
(=]
o
-
o

Fig. 6. Gaps in present Capacities and Strategy to bridge the gaps

e An IT Task Force which will comprise leaders from the industry and the Government,
who will advise on the strategic issues and policy related interventions to promote
the development of Information Technology in the State.

o An empowered committee or the Apex Committee headed by the Chief Secretary has
been constituted to continuously provide guidance and monitor progress. The
committee would essentially oversee the implementation of the e-Governance
roadmap for the State

o Department of IT & Communications (Do IT&C), Government of Rajasthan would be
the coordinating department of the State for all the e-Governance initiatives in the
State. It would provide support and guidance to departments implementing e-
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Governance projects. Do IT&C would also be responsible for designing and
implementing all core application, infrastructure and policies for development of e-
Governance in the State.

e The Project Approval Committee under the chairmanship of the Secretary IT,
Government of Rajasthan, would serve as the State e-Government Mission Team.
SeMT would essentially be the Technical Secretariat for the State Apex Committee
and DolT in implementing the role envisaged for these institutions under the
roadmap. SeMT would also be the agency which would support the departmental
initiatives in terms of guidance and capacities till the time internal capacities (PeMT)
are not created.

e The Project Approval Committee would be responsible for appraising all
departmental projects before approval of the State Apex Committee to ensure that
they are in line with the various requirements (core policies) of the State with
respect to e-Governance Project design and implementation

¢ RajComp would be the funding vehicle for all e-Governance initiatives under NeGP. It
would over a period of time serve as an agency that would look at being a finance
vehicle for collecting user charges and sustaining operations and maintenance.

e RajComp would be the sourcing agency for the State with respect to resources
required to be build at SeMT and PeMT.

o Departmental Project Implementation Unit led by a Project Champion and supported
by a Chief Information Officer would be responsible for the design and
implementation of departmental initiatives in the State, supported by the Project e-
Governance Mission Team. Since, a dedicated PeMT is likely to be created only after
the project has been approved; departments are expected to work with SeMT in the
design of the project proposals for approval and funding, in case such capacities do
not exist within the departments.

e The State will use the present institutional framework for training delivery within the
State, though the number of courses and the breadth of courses are likely to
increase. Department of personnel and the department of information technology
along with Rajasthan Institute of Pubic Administration and other such institutes will
be responsible for providing training to the employees of the State Government.
These trainings may be provided by the training infrastructure of the aforementioned
organizations, or by one of the empanelled institutions of the State.
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IV.1 Sourcing Strategy

SeMT (State e-Governance Mission Team)

The SeMT team can be sourced either from within the government on deputation basis
or from the market. The profile of the people, their experience and attitude are critical
success factors for the success of the roadmap. Given this, it is recommended that only
experts in the respective domains be sourced. Leveraging resources from the private
sector is a good option in this context. But at the same time it's a well priced option. The
strategy to have the best quality for a reasonable cost would be to hire people from the
market in the initial phase, get the systems and processes in place. Simultaneously the
senior government officials with sufficient experience and interest can be identified and
trained over a period to take over the SeMT positions. This way, over a period of time,
there shall be systems and processes in place and people with the right skill-set to take
the challenge of achieving the roadmap.

Taking cognizance of the above as well as the gaps identified in the present mechanism
(section V1.2) the recommended composition of the SeMT team is as given below:
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Skill-sets required for SeMT
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Sourcing plan for SeMT
The number of positions in the SeMT structure is estimated for the next three years and

the sourcing plan for the same is shown in the table below:

Number of positions required as part of SeMT, estimated April, 2006
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Level 1: Director, Level 2: Joint Director; Level 3: Deputy Director
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PeMT (Project e-Governance Mission Team)

The composition of the PeMT is given below:

Skill-sets required for PeMT
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Sourcing plan for PeMT

The sourcing plan is recommended in the table below against each of the positions. The
sourcing at the departmental level is done primarily by identifying the people with
appropriate skill-set or interest. The HOD can nominate the official for training on areas
that the resource lacks and are critical for the position. The minimum number of
positions estimated for the next three years in each of the departments is also shown in
the table below:
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Number of the positions required as part of PeMT, estimated April 2006

Level 1: Director, Level 2: Joint Director; Level 3: Deputy Director

IV.2 Roles and Responsibilities

In line with the institutional strategy discussed above, table below summarizes the roles
and responsibilities of the various units of the institutional structure at the programme
Level.
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Table below summarizes the roles and responsibilities of the various units of the
institutional structure at the project level.
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V FUNDING REQUIREMENTS

V.1 Introduction

This section of the report summarizes the financial impact of the proposed capacity
building initiatives proposed by the State under the Capacity Building Roadmap. It also
details the funding support required from the Department of IT (DIT), Government of
India under Additional Central Assistance for Capacity Building under NeGP. It may be
mentioned that the funding requirement has been broken down across the various
funding sources i.e.

e By DIT for SeMT under ACA

e By Gol (through DIT/Line Ministries) as part of project funding under NeGP across

the various State MMP*

e By Government of Rajasthan as part of departmental budget allocations

* Note: The funding proposed through this source is indicative as the final funds
avalilable to the State through this route would eventually be based upon the “scheme”

guidelines that are issued by DIT/Line Ministries at the Centre in the respective MMPs.

The funding requirements have been assessed under the following seven broad heads,
each of which are detailed subsequently and summarized towards the end of the

section.

V.2 Infrastructure (Set-up Cost)

As has been indicated in the previous section, the IT department will act as the Nodal
Agency for planning and implementing e-Governance initiatives across the state. It
would house the “SeMT” that is conceptualized by Government of Rajasthan. While, the
cost of the land and building and regular operating expenses is proposed to be borne by
the state through own and other sources, the infrastructure cost of setting up the SeMT
is being proposed under capacity building funds (ACA) from DIT, Government of India
for NeGP as the details provided below:
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Infrastructure Set-up Cost (INR)

V.3 Manpower Cost

The manpower cost for the operation of the SeMT for the three year period is based
upon the Proposed Manpower Schedule as presented below.

On Deputation Wet Lease Total
L = 2 = E 2 s -~ Level 1: Director
Yearl | 6 - - - | 6| - 17 Level 2: Joint Director
Year 2 6 - — — 6 == 12 Level 3: Deputy Director
Year 3 6 -- -- -- 6 -- 12

The manpower cost consists of the following:
e Cost of Hiring resources
¢ Incidental Cost of the employees — Travel Cost etc.
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Manpower Cost (INR) for SeMT

V.4 Support to Departments / PeMT and Project Preparation Cost

As has been indicated in the e-Governance Roadmap for the State, implementation of
projects (including those that are part of State MMPs under NeGP) would be taken up in
a phased manner. It may also be mentioned that strengthening of PeMT with required
capacities will be done after the project proposal is formally approved by the State.
However, for the State to approve projects or seek assistance for funds from Central
Line Ministries under NeGP, preparation of detailed project report needs to be taken up.
This is proposed to be facilitated by SeMT through assistance in:

e Preparation of Departmental Detailed Project Report through the appointment of
external agencies. Cost of preparation of 40 priority departmental projects are
proposed under the DIT-ACA funding over next two years;

e Providing a domain and technology experts to the 40 departments for a period of six
months prior to the creation of the PeMT. Once the PeMT is created the cost of
these resources would be borne by the department concerned.

Based upon the above, the total funding requirements are presented in the table below:
Support to Departments / PeMT and Project Preparation Cost (INR)
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V.5 Training Cost

Training at all levels — governance, programme and project level is an important
component of strategy for the capacity building initiative of the State. The various
training programmes including their rationale are already discussed in the previous
section. Placed below is the cost implication of the various training programme proposed
at the State Level. It may be noted that these training programmes are over and above
the existing programmes or project specific training programmes.

Training Cost (INR)
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V.6 ATI Strengthening Cost

Rajasthan boasts of one of the best ATI training institutes in the country — Harish
Chandra Mathur Rajasthan state Institute of Public Administration (HCM — RIPA). It has
excellent training facilities and faculty. However, the institute urgently requires
additional influx of funds for buying new computers and preparation of new courses for
training the officers in e-Governance and Project Management courses.

The requirements for the same are as detailed below:
ATI (HCM — RIPA) Strengthening Cost
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V.7 Other Costs

Mentioned below are some of the additional costs that are likely to be incurred (as
incidental) to the main costs discussed above.

Other Costs (INR)
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V.8 Total Funding Support Required from DIT under the Capacity
Building Initiative of NeGP

The table below summarizes the total funding request from DIT under ACA for Capacity
Building as per details provided in the previous section.
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VI ANNEXURES

VI.1 Annexure 1 — List of participating departments

Salient features of the guidelines for capacity building and institutional framework for e-
Governance under NeGP, issued by the Department of Information Technology,

Government of India.
Introduction

1. Gol has planned a national level initiative - National e-Governance Plan, NeGP for
increased transparency, efficiency and effectiveness in delivery of citizen services. An
important component of the NeGP is

projects, which fall essentially within
Leadership

&

Vision ‘

Project Program
Management Development

the domain of the State Governments.

2. The nature and scale of e-

governance initiatives planned within

the domain of the State Governments,

lead to the need for implementation of

these projects in a
“mission/projectized mode” with .

clearly defined goals, timelines and

Project Program
responsibilities by concerned Development Management

departments of the State

Governments

3. Most states are inadequately equipped in terms Fig. 10: Capacity Building Guidelines
of personnel and the skill-sets needed to handle the host of issues involved in
implementing NeGP. For NeGP to achieve its goals, this is the first gap that needs to be

addressed.

4. Therefore Planning Commission in the year (2004-05) incorporated a special Budget

entry and allocated funds as Additional Central Assistance (ACA) to all the States for
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initiating the NeGP. Planning Commission has issued broad guidelines for use of the ACA

indicating that the first priority is capacity building.

5. Different states are at different levels of readiness for e-governance; therefore
capacity gaps are not viewed in an absolute context but relative to the goals set by the
respective state government for itself. Hence the first step envisaged in capacity building

is for the state to make a quick “as-is” and “to-be” assessment.
Levels at which Institutional Framework & Capacity Building needed

6. State Government at the highest levels would be providing leadership, direction and
vision for e- Governance, which would result in broad roadmap and prioritization of the

projects.

7. To facilitate the State administration and to carry out the groundwork for the above,
prepare project proposals, implement the projects and oversee O&M thereafter,
adequate support through a dedicated, professional team needs to be in place with

appropriate skill-sets and aptitude at programme level and project level.

8. The first level deals with issues that cut across projects. These issues need to be
dealt with by a department designated by the State Government typically the State IT
department / e-Governance department. The second level deals with all project issues
from conceptualization to implementation and O&M phase. The issues involved here are
considerably different and are intimately connected with the domain in which the

department functions.

9. Further the Capacity Building would also help to maintain continuity of approach

despite changes of key incumbent officers leading e-Governance.
Specific Capacity Gaps

10. This Capacity Building is for building an internal capacity of the Government, so that
it has the necessary expertise to carry out tasks such as developing vision, making
strategic decisions, monitoring and leveraging external capacity/agencies etc. This team

will work directly under the designated Secretary of the State.
11. Three specific capacity gaps are envisaged which need to be addressed adequately:

a. Lack of Personnel with appropriate background and aptitude
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b. Inadequate skill sets of personnel already deployed
c. Lack of appropriate institutional framework to handle the programme
Capacity Building and Institutional Framework under NeGP

12. Based on specific capacity gaps identified, capacity building and institutional

framework is being suggested to address these gaps.
Apex Level

13. A Program Steering Council should be set up ideally under the Chairmanship of the
Chief Minister in the State to provide overall vision, broad policy direction and guidance

to the State e-Governance Program - SeGP

14. To achieve the policy goals and objectives, a high level committee — SeGP Apex
Committee is expected to be set up to provide strategy direction and oversee the State

e-Governance program & ensure inter - departmental coordination.
Programme Level

15. A State e-Governance Mission Team (SeMT) needs to be formed to support the
Program Steering Council & SeGP Apex Committee and function as the secretariat and

full time internal advisory body in undertaking e-Governance projects.

16. Capacity building is required to form SeMT with adequate number of personnel with

the requisite skill-sets.

17. It is expected that the SeMT would typically consist of 5-10 core people initially,

depending on the scale and maturity of the e-Governance programme in the State.
Project Level

18. Various departments of the State Government taking up e-Governance projects
would require a full time dedicated Project e-Governance Mission Team (PeMT).
This team would function as the secretariat reporting to the project leader and would
oversee project management and execution related tasks. As several of these tasks
would be undertaken by various projects running in the state, it would be helpful to take

advice and support of SeMT from time-to-time.
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19. The approach for formation and skill-sets required for PeMT would be on similar

lines as mentioned for SeMT.

20. It is expected that the PeMT would typically consist of 4-8 core people and have a
well-balanced mix of domain expertise (serving/retired officials of the department having
detailed knowledge about the department and its processes and functions) and technical
expertise (i.e. technology, process re-engineering, change management, project

management).

21. PeMT is envisaged to be formed as early
as possible, the earlier the better. Till such State Government
time, the department may take necessary State Govt. Council (CM)
support from SeMT for handling early

stages of project i.e. project proposal

State Apex Committee (CS)

formulation and early stage of bid process.

Summary of Institutional Framework
Departmental

22. A conceptual overview of the Capacity committee

Building and Institutional framework in the

State Government is shown in the figure

alongside.

23. At both the SeMT and PeMT level,
capacity building should address all the Fig. 11: Institutional Framework
areas required to make the projects feasible and sustainable. The skill-sets identified as
being necessary for handling programme/ project level issues are Business Process

Reengineering, Change Management, Financial Management and Technology.




