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Technical Cooperation Document (TC)

I. Basic Information for TC
	· Country/Region:
	Haiti/ CDH

	· TC Name:
	Enhancement of the E-Government Unit services / Extension des services de l'Unité E-gouvernance

	· TC Number:
	HA-T1202

	· Team Leader/Members:
	Alejandro Pareja (IFD/ICS), team leader; Jose Luis Irigoyen (CDH/CDH); Cedric Joseph (CDH/CHA), Miguel Porrúa (IFD/ICS), Louis-Francois Chretien (LEG/SGO), Nelly Wheelock (FMP/CHA), Takady Konate (FMP/CHA).

	· Indicate if: Operational Support, Client Support, or Research & Dissemination.
	Client Support.

	· Date of TC Abstract authorization:
	

	· Beneficiary (countries or entities which are the recipient of the technical assistance):
	La République d’Haïti / The Republic of Haiti

	· Executing Agency and contact name 
	The Office of the Prime Minister (Primature) of Haiti (HA-OPM) through its Electronic Government Unit (EGU).
Jean-Marie Altéma

	· IDB Funding Requested:
	US$ 500,000

	· Local counterpart funding, if any:
	

	· Disbursement period 
	Two years

	· Required start date:
	August 2014

	· Types of consultants 
	Firms and individuals

	· Prepared by Unit:
	IFD/ICS

	· Unit of Disbursement Responsibility:
	CHA

	· Included in Country Strategy (y/n);
· TC included in CPD (y/n):
	Yes
No

	· GCI-9 Sector Priority:
	Haiti and Sector Strategy Institutions for Growth and Social Welfare.



II. Objectives and Justification of the TC
1. The earthquake of January 2010 caused great damage on the information systems infrastructure of the Government of Haiti (GoH) and the human resources that were managing those systems. As a consequence, the quality of many processes and services was deeply and negatively affected. As part of the rebuilding efforts, the Bank executed the HA-L1051 operation which contributed to the reconstruction of GoH’s information systems, both institutionally and physically. While many gains have been achieved, there are still needs to be attended in order to improve efficiency, transparency and effectiveness of service delivery.
2. A key outcome of the HA-L1051 operation is the creation and establishment of an e-government unit (EGU) with the mission of modernizing the Haitian government and of ensuring that services to citizens are delivered with high quality. The EGU oversaw the execution of three successful pilot projects and organized several training events for line ministries IT personnel and other key stakeholders, including the first Haiti e-Government Forum.
3. [bookmark: _Ref396828553]After operating for a time in a somehow informal situation, on July 9, 2014, following IDB’s efforts to strengthen e-government institutions in Haiti, an executive order (arrêté) was issued by the Prime Minister[footnoteRef:1], empowering EGU and formalizing its mission. The executive order created the Comité Interministériel sur les Techonologies de l’Information (CITI) in order to coordinate, harmonize and monitor public policies and also oversee the implementation of guidelines approved by the Government in the field of ITs. The CITI is chaired by the Prime Minister and its executing body is the EGU. [1:  It was published on issue #134 of Le Moniteur, journal officiel de la Republique d’Haiti, on July 16, 2014. See http://www.pressesnationales.ht/moniteur/sommaires.php for reference.] 

4. [bookmark: _Ref396742493]The HA-L1051 grant also provided resources and technical assistance for the deployment and technical oversight of the Haitian Integrated Government Platform (HIGP). This is the GoH’s IT platform, installed both in cloud and physical infrastructure. Although some implementation activities still remain, great progress has been accomplished. The EGU has successfully implemented and is operating the following services through the HIGP: (i) domain name services (DNS), to 83% of government agencies[footnoteRef:2]; (ii) Web site hosting, to 25%; (iii) applications hosting, to 11%; and (iv) e-mail services, to 89%. [2:  There are 36 government agencies.] 

5. One of the services that the EGU has identified as ready for improvement through the HIGP is the registration of motor vehicles. In the current situation it is not possible for the government to determine without error the ownership of each vehicle[footnoteRef:3]. This constitutes a problem for citizens, mostly when closing a vehicle transaction since the lack of accurate information opens space for theft and fraud. [3:  The agency responsible for registration and identification of vehicles is L’Office Assurance Véhicules Contre Tiers (OAVCT). ] 

6. In spite of IDB’s support, EGU is still institutionally weak, with a small workforce (as compared with similar agencies in other countries in the region) that must be retained, trained and increased, all the more so when we consider the new functions that the aforementioned executive order has assigned to the unit. This assignment entails the incorporation of more highly qualified employees, to technically strengthen current staff, and acquiring skills not only on IT but also on business process improvement, service delivery, project management, computer and administrative law, change management and institutional communication.
7. On the other hand, HA-L1051 funding is drawing to an end so new funds are needed for keeping up EGU’s institutional capacity building. This new effort will allow saving the achievements obtained through that grant, to stabilize and enhance products already delivered, and to move closer to the maturity level where the EGU could be able to operate on its own.
8. The purpose of this TC is to improve the quality of services delivered to Haitian citizens by supporting the implementation of e-government solutions, which will be designed and led by the EGU. Specifically the TC will (i) conduct a diagnosis of e-government maturity and the extension of the government intranet services already in place; (ii) finance institutional strengthening activities within the EGU; and (iii) execute one e-government project to enhance the registration of motor vehicles in Haiti.
9. The TC is aligned with the Haiti country strategy over the period 2011-2015[footnoteRef:4], and is consistent with the GCI-9 priorities. [4:  The Country Strategy states that the Bank will promote a more extensive and full usage of the HIGP in order, among other things, to ensure transparent and efficient public administration.] 

III. Description of activities/components and budget
Component 1: Assessment of readiness for e-government development and extension of the government intranet services. Through this component the following activities will be financed:
10. Activity 1.1: Updating of the GoH’s 2010 assessment of IT capabilities on key government entities. This activity entails the making of a completely new assessment that will show the latest situation regarding IT capabilities across the Haitian Government. An international consultancy will be contracted to perform this new assessment at the beginning of the TC’s execution. The EGU will facilitate their work by keeping a close dialogue with the different government entities so as to engage them for this IT situation assessment as well as for the rest of planned activities. The review will focus on readiness for e-government development. It will encompass four main dimensions of IT usage and management: business processes, infrastructure and tools, quality of current administrative records, and human capacity. It will identify business processes already defined and being executed, and business processes not already in place; it will identify gaps in availability and usage of SW, HW and communications systems; it will identify tools being used to manage administrative records and media on which they are being saved; and it will identify training needs related to e-government and propose a Plan for Supporting EGU that will include the description of the organizational structure that EGU should have in order to be able to comply with its new mission. It will also include: (i) a feasibility assessment of a reporting system (dashboard) for the offices of the Prime Minister and the President; (ii) the identification of information management deficiencies that could be easily solved through the Sharepoint framework in place; (iii) a review of the cloud services strategy[footnoteRef:5]; and (iv) a proposal of projects to execute during the following two years. The time for completion is estimated in 2 months: one for the first report draft and another one for the final report version. [5:  Currently the cloud service is being provided by Microsoft. The report will assess the different alternatives: cancelling the service (hosting the services exclusively in the government data center), change to another cloud service provider with a better benefit / cost ratio or continue with the Microsoft service.] 

11. Activity 1.2: Extension of the existing intranet shared services to the government agencies that have not been covered yet (see paragraph 4). This activity can start right after the beginning of TC’s execution. The estimated duration is 6 months.
12. Activity 1.3: Incorporation of new services to the intranet, including: (i) a Web application for hardware and software inventory and software deployment and monitoring; and (ii) functionalities identified in Activity 1.1 to be developed on the Sharepoint framework. This activity includes the change management and training activities for line ministry’s employees on how to use and adopt these new tools. A consultancy will be contracted. The estimated execution time is 8 months.
Component 2: Strengthening EGU’s skills and capabilities.
13. This component will provide training support to the EGU technical staff in order to improve their IT management skills and capabilities for e-government implementation. The improvement of IT management skills will be necessary for maintaining existing services and participate in the execution of activity 1.3 and of component 3. The strengthening of e-government implementation capabilities will be necessary for enabling the EGU to perform the duties given by the aforementioned executive order. The detailed scope of the Plan for Supporting EGU will be provided as output by activity 1.1. The estimated duration of this activity is 10 months.
Component 3: The execution of one e-government project
14. In order to improve the quality of the service delivered to citizens through the motor vehicle registration process, this component will aim at improving the efficiency, effectiveness and transparency of that process. This means that the process will be redesigned, streamlined and automated and the current data repositories will be cleaned and migrated into a new database. It is expected that this improvement will establish more clearly vehicles’ ownership, it will improve the quality of the information on which vehicle taxes are based, and it will simplify vehicle transactions (by automating the owner’s identification and the vehicle’s legal and debt status). A consultancy will be contracted to implement this project. The estimated duration is 12 months.
Component 4: TC monitoring, evaluation and dissemination
15. Monitoring execution will be performed by the TC team. The input information for this activity will be provided by a contracted consultant that will be incorporated to the EGU for technically managing the project portfolio. This consultant will be fortnightly submitting a progress report to EGU Director and IDB.
16. Starting on the second month of execution, evaluation will be performed quarterly by a consultant who will visit Haiti to check progress and produce quarterly progress reports. The final evaluation report will be prepared by the same consultant at the end of TC execution.
17. Since component 3 will deliver a modernized process for a service offered to citizens, the new process will be publicized through a brief press campaign and a short animated video which will be published on public and institutional Web sites.
Indicative Results Matrix

	Outcomes & outputs
	Indicator
	Baseline
	Target
	Observations

	Outputs[footnoteRef:6] [6:  All outputs contribute to the first indicative output in the Special Program for Institutional Development (SPID)’s result matrix: Innovative technical assistance interventions aimed at improving the delivery of services to citizens.] 

	
	
	
	

	1.1 Report with assessment of Haitian government agencies on readiness for e-government development 
	# of reports
	0
	1
	

	1.2.a Extension of domain name services (DNS)
	% of agencies with the service
	83
	100
	

	1.2.b Extension of Web site hosting service
	% of agencies with the service
	25
	90
	

	1.2.c Extension of business applications hosting service
	% of agencies with the service
	11
	80
	

	1.2.d Extension of e-mail service
	% of agencies with the service
	89
	100
	

	1.3 Implementation of new information management applications with corresponding training and change management
	# of new applications
	0
	2
	

	2.1 Support Plan for EGU executed
	# of support plans executed
	0
	1
	

	3.1 Business process with high impact on citizens’ life streamlined and automated
	# of business processes
	0
	1
	

	4.1.a Quarterly monitoring report
	# of reports
	0
	3
	

	4.1.b Evaluation report
	# of reports
	0
	1
	

	Outcomes
	
	
	
	

	1.1 Direct usage by public employees of services provided by EGU has increased
	% of public employees directly using EGU services
	52
	90
	

	3.1 The new process with high impact on citizens’ life is used by citizens and government[footnoteRef:7] [7:  This indicator is aligned with SPID’s result matrix, particularly with its expected outcome 2: improving
the quality of services delivered to citizens.] 

	# of annual users
	0
	24,000[footnoteRef:8] [8:  It is estimated (see http://en.wikipedia.org/wiki/List_of_countries_by_vehicles_per_capita) that in Haiti there are 12 vehicles per 1,000 people. That makes up 120,000 vehicles. Assuming the same vehicle is transacted every 5 years, in 5 years we will have 120,000 transactions or, in other words, 24,000 vehicles are transacted each year. There may be other uses of the vehicle registry other than transactions.] 

	



Indicative Budget 

	Component
	Activity
	IDB/Fund Funding
	Counterpart Funding
	Total Funding

	1
	1.1 Assessment and report on IT capabilities for key government entities
	40,000 
	0
	40,000 

	
	1.2 Extension of the existing intranet shared services
	85,000
	0
	85,000

	
	1.3 Incorporation of new services to the intranet
	70,000
	0
	70,000

	
	Subtotal Component 1
	195,000
	0
	195,000

	2
	Strengthening EGU’s skills and capabilities
	95,000
	0
	95,000

	3
	Improvement of motor vehicles registration process
	125,000
	0
	125,000

	4
	Project management, monitoring, evaluation and dissemination of results and final auditing and financial report
	85,000
	0
	85,000

	Total
	
	500,000
	0
	500,000



IV. Executing agency and execution structure
18. The executing agency will be the Office of the Prime Minister (OPM) through the EGU. The OPM through the EGU has been executing the HA-L1051 operation in exactly the same mode as proposed for this TC. Overall execution to date has been satisfactory and has improved over the past 18 months with the installation of the current leadership and staff.
19. According to the aforementioned executive order (see paragraph 3), as CITI’s executing body, EGU has been officially assigned the following functions: to develop the digital strategy along with an action plan; to promote the use of ITs both between citizens and government and among citizens; to execute all IT projects related to citizen relationship; to ensure cybersecurity; to establish IT standards for public administration; to implement interoperability; and to digitize procedures. This means, in particular, that EGU has the responsibility of managing the HIGP and supporting the implementation of IT tools in sector ministries, providing them with advise on ITs, project management methodology, and also training and change management assistance.
20. The procurement of works, goods and services as well as the contracting of consultants will be governed by Bank Policies for the Procurement of Goods and Works and for the Selection and Contracting of Consultants (GN-2349-9 and GN-2350-9), and will also be subject to the special provisions for procurement activities in Haiti (GN-2654).
21. As indicated in the procurement plan, some of the contracting activities (e.g. the extension of the HIGP to new units) will be executed with the same technicians that have successfully performed the implementation of HA-L1051. Regarding the tool that will help manage HW, SW and communications inventory, an existing tool could be found most appropriate, which might entail a single source selection. For the new development on the Sharepoint framework and the execution of the Plan for Supporting EGU preference will be given to local providers; however, because of limited competition in the market, single source selection might be done.
22. For the execution of Component 3, since it will be executed by EGU in conjunction with other agencies, a cooperation agreement between them must be produced for the execution of Component 3.
V. Major issues 
Two risks are foreseen:
23. In spite of Haiti’s continuous institutional improvements, weaknesses on the EGU remain which can compromise the accomplishment of the project scope on time and on budget. In order to mitigate this risk, the TC will finance the hiring by the EGU of an experienced project management professional (PMP) with professional experience in Haiti, that will report to the EGU Coordinator and will help him manage the project portfolio. This PMP will be responsible for developing and executing the operational plan. The plan and its possible modifications will need the Bank’s approval. The Bank will closely monitor the execution and will also support the EGU on financial execution issues through training.
24. Component 3 will depend greatly on the level of co-operation among key stakeholders (the EGU and the other agencies involved). In order to mitigate this risk, a cooperation agreement between these stakeholders will be drafted, signed and implemented for the Component’s successful execution. Through this agreement, stakeholder will commit themselves to the project’s execution on time and on budget, and to encourage the adoption of the resulting products by citizens and public servants.
VI. Exceptions to Bank policy
25. There are no exceptions to Bank policy.
VII. Environmental and Social Strategy 
26. The Safeguard Screening for this TC was carried out on 25 November 2013. The operation was classified as Category "C". According to this classification, this operation does not require environmental studies and public consultation processes. The TC is not expected to have any negative environmental or social implications since it will fund the implementation of software based services.
Annexes:

