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Objective

¢ he objective of this presentation IS
to demonstrate how the Integrated
Einancial Management Infermation
System (IEMIS) preject has
contributed to the development of E-
GoeVvernance IR Sierka Leene threugh
the enhancement el accountaRiiGy,
anRd trRaRSPaERCY-
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Population: 4.8 millien
Capital: Freetown
Area: 72,300 sqg km

Major languages: English, Krio
(Creole language derived fream
English), Mende, Temne and a
range of African languages

Major religiens: Islam and
Christianity/

Life expectancy: 39 years
(men), 42 years! (Woemen) (UN)

Moenetary unit: 1 Leone = 100
Cents

Exchange rate: $1./1.e2,900
Inflation: 6.5%

V2R EXPorts:
rutile, cocoa, coffeé; fish

GPP: Le'Mi4 287,460
Internet domain: .sl

International dialine cede:
287
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Public Financial Management

“The goal off a PEM system IS
to support the achievement
0)j , Strategic &
efficient anc o) j
filinas, e meney. and

IRFtRE USE Gl PUIdIIC
U] plelsi




Transparency and Accountability

IS the process
whereby public sector entities, and the
Individuals within them, are responsible
for theilr decisions and actiens, Including
thelr stewardship off puldlic funds and all
aspects of perfiormance, and sulbmii

themselvesi to apprepriate: external
SCrULIAY.-

I effiect, accounitanility Is the opligation to
aARSWEr o) a; respensipility, conferred:

ISrachievedipy usingrlEVIIS as a
0] ter enRsure the premeien of
IRFE=GeVErmance:.




SITUATION ANALY SIS

¢ A review carried out of the previous
financial management system (EMAS)
revealed the undermentioned
Weaknesses:

— Exhibited poor system design and lacked
critical functienality, conitrols, autemated bank
reconciliation, audit trails and systems
decumenitation;

— [Lacked system data checks and contrels
— PO response time

— imrtedr apility/ ter gEnerate: reperts
—\\/Eeaike ACCESS SECUIILY/

— NGO remete access (Inacecessible ter MIDAS)




DESIGN

The Business environment
— The number and locations of users
— The types off users
— The velumes and types of activity.
— Business cycles

TThe seftware envirenment
— e EMAS was to) be dispensed with se there was noe need for its
Integration with the new: system.
ihe applications envirenment
— Jhe nature of precessing and systems; required

— Jhe need to) integrate the new: system and eld precesses fellewing
enactment and amendments; te regulations (Gevernment Budgeting
andAccountability, Act 2005); Procuremeni Act 20045 Lecal
Governmenit Act: 2004):.

e data envireRimeni
— lhemeed tormigkaterexisting dater(C go=liverdene duinel the accounting
PEread)
— heypesiandiecations: ol deta ((Riermatien iiren central anikator he
Usedinravtemated reconciliaien)




Design cont'd

¢ The control and security environment
— The need to authenticate and validate users

— The need to proevide controlled remote access ( fior MDAS
and Locall Ceuncils)

¢ The perfermance requirement
— The transaction lead and expected respense time
— System dewntime In event off EMErgERCIES

9 [he suppoert reguirement

— Jhe need er mamtenance o the system|( lecall sul=
contracted specified in the RER)

— he call-eut reguirement
— raiRing ol USEers
9 he delivery requiremeni
— Vieeting el deadiines; o the Varous PRESES




Design cont'd

¢ Integral or Integrated

¢ lechnical requirements
— Hardware & network
— Operating system and relational datalbase

¢ Reporting reguirements
— Statutory
— DONOKS
— IFAC
— IME-GESVI 2001,

— Vianagemenit/excepion reperts- report WHting
(£0)0)]




Achieving deliverables

¢ Adoption of PRINCE 2(projects in Controlled
Environment)

¢ Recruitment of Qualified Accountants In treasury.
and large MIDASs, to build capacity.

¢ PEM Reform Unit

— 6 Chartered Accountants (Head of Unit & 5 EM
Specialists)
3 F specialists
1 Precurement: specialist
1 Econemist
2, ACCOUNLS) assIStanits
2 Admin. persennel

¢ Other techncal sUpperLS e denerS




Chart of accounts
(The foundation of an accounting system)




Resource allocation — programme

segment

Project

PRSP Pillars (NA, Projects, WB1,
(1) EU1 etc.)

(©)
T

' PRSP Objectives Component
©) (4)

'\/’

PRSP Activities /Sub-
Component
p)

Activities

(8)

Account coding block Reporting tables -




PROCUREMENT

Single Stage — LIB
- based on SOUR (tier two vendors)
SBD prepared in stages and shared for comments

Include alll modules needed — current and future
requirements

Reguest guoete for license/maintenance fee for at least: five

years (£ % Iniflation)
Turnkey selution (FreeBalance and HP eqguipments), BUI

- local sub-contractors fer suppert (Service: Level
Agreement)

Evaltatieon methodolegy agreed With SPensers
= 80% technicall & 20%:) Cost:
— CEmESs against test SCHPLS
— end-users evaltiawen (It IS thelr systen)




Phasing of acquisition of
modules — think BIG, start small

& Phase 1

& - Budget execution and acecounting system to
replace present EMAS eperating in Mok fer whole
off government

& - New' HR/Payrell system to) replace present
EMAS moedulewithrinput i Ministry, el Einances:
Establishiment: Secretany s Office

* - BUdget preparaticn system e replace
cUrrenit spreadsheet systemior 20067 EY bludget:




Phasing of acquisition ofi modules
cont'd.

¢ Phase 2 Rollout IEMIS with data input and
on-line information access to other central
government Ministries —

. SL Police Force, Ministry of Einance,
Health, Edugc., Agric., Woerks & Auditor

General's Department

¢ Phase: 3'Roll out to allr ether MIDAS and
focal Councils

¢ (EpxediAssets, Steres/ InVenitory,
ViaRagemeEnis)




Timeline

November 2004

— FreeBalance project launched
— FreeBalance implementation and proefessional services initiated

April 2005

— [EreeBalance Training and Certification ofi Ministry: off Einance (AGD)

June 2005

— Core EreeBalance system goes live
— General ledger;, Apprepriations, Expenditure contrels

— [Eirst chegue issued! by Ministry, of Einance (AGD)
Januarny/ 2006

— FreeBalance Purchasing, Revenue, Assets;, Inventory andfPerformance
Budgeting moedules; gelive

April 2006

— HR/Payiell' = EreeBalance Human CapitaibAccounteianiiGy




TESTING AND
IMPLEMENTATION

¢ Timetable
¢ Phased

¢ User acceptance testing
— Data Input

— Data precessing
— Pata Outpuit

¢ raining

¢ Ensure securty and ether related ISSUES
IRCIUEIRGl Back=Upr pProcedlres, are
acdressed




Testing and Implementation
cont’d.

¢ Test run
— April 2005
¢ Parallel run
— May 2005

¢ Changeover/data migration
—Viay 2005

» Go=ltive
— st June 2005




Training

¢ Comprehensive training strategy.
developed for alll EM staffi in the
public sector (bookkeeping, excel,
\Word)

& SUper users: — Iirain the trainers

¢ End USers training
— RanRds eon
— Contnbeus ceachIng aRd MERLerngG




sSuccess?

¢ If success is defined as...

— delivered as-specified ex ante
» 43 % delivered as specified
— delivered en-budget
» 50 % delivered en budget

— delivered on-time
¢ 21 9 delivered on-time

9 ... then, enly: 218 Y6 were sucecessiul

» ENIS PrejEects, on average,
— 1Ok 7/ years o he complete
— COMPORERL ChaNGES N 75! Y0 Off PrEJECES

Bill Dorotinsky (2003) “ Implementing Financial Management Information System Projects: The World Bank Experience”




CHANGE MANAGEMENT

& Scale of change — modular, incremental
adjustments

¢ Change leadership —
¢ Communication — Werkshops

¢ Users Participation) inr evaluation &
Invelvemenit IR Implementation

9 Iraining — Rands-en| & BVErseas
9 Re-deployment:

% Release

& VIetIVaeR & Sahcton:




Change — stakeholder analysis

— Your , Who support your agenda;

— Your , Who will support you, given
encouragement;

— Your | , Passive supporters,
committed to the agenda, but not to you;

— The , Whese allegiances are not
clear;

_ , daN@ErouUs BeEcAUSE they can
Vote against agendas: in whlch they: have noe
diFect Interest:;

— Your , PlayEers Whe eppese: Vouland
Voeurr agendas;

S WhHG SUpRerEthEr agenaz; U iz
AL thUst yeus;

— The S Whenwillieeraifectied; it have
[Iittle" PeWEN 10! PreIMeLe: OF BPPBSE; andiwWwho
laCKkSI eV eCALES:




CHALLENGES

Strategic champion with relevant leadership

styles

— Commitment of top leadership througheut the
Implementation pProcess

Connectivity.

— Roll-out ter MDAs and Lecall Ceuncils and AN within each

MDA/Ceuncil
Capital cost:

Competencies (heokkeeping knewledge, asic
computer eperational skills) el staiif

PeWEr supply,

Seguencinglanc colianeraton e multi=denRer
SuUppet: (especially for procurement: rules)




Challenges cont'd

¢ Backlog bank reconciliations and published
accounts

¢ Awareness ofi general public towards SMART
governance (Simple, Moral, Accountable,
Respoensive and Transparent)

— Modification; of business process to have all Government
suppliers registered in the databhase of suppliers in the

system (previding business registration and up to date
tax documents) nitally met with resistance: frem
suppliers.

Change management —culture, attitudes and
PEFCERLIGRAS

Passive ag@ression
Vianagingrexpectations

ireaiRgr l ENMIS prejects as N Preject rather than
CHANGES management programmesin the light
O E=goVErance:




Passive-aggression
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OPPORTUNITIES/STRENGTHS

Decentralisation Programme
Public Financial Management Reform

Effective Leadership (Headl of PEMRU) with ‘tacit knewledge’
ofi operations of the Ministry of Finance
Excellent Project team
— 6 Chartered Accountants (IHead off Unit & 5 EM Specialists)
3 I1F specialists
1 Precuremenit specialist
1 Econemist
2 AccouUnits assistanits
2 Admin. persennel

EiRancialf SeEcretan/ as gatekecper:
Politicail VAl

EuliWWerld Baniks Suppoert (Jiask licam Leader passionate
alpeut PENMSREIGH)




FreeBalance Project Manager (Pradeep
Aggarwal)
and cross section of MoF-PEMRU Project Team




IEMIS BENEFITS

Increased ‘Public Value” of information
— Timely, accurate, trustworthy, relevant and customised reports
Improved transparency and accountability

— Vote Controllers much; more accountable for the use (mis) of
allecated funds

— A key weapon in the walr against corruption and poeverty: as the
availability off reports up terward level facilitates effective
Public Expenditure Tracking Survey: (PETS)

Impreved contrels ever eperation

— Effective and efficient; budgetany and expenditure contrels
(requires: discipline)

— Audit trails

Savings

— EXGEsSs stalilf time' saved as, a resuls of Integration: could e
Utlised e other acuVities.

— Reduction n stafif cost




SUSTAINABILITY

¢ Specification of lecal sub-contractor
¢ Help Desk — functienal and Technical

¢ Legal firamework

— Gevernment Budgeting and
Accounitanpilicy, Act: 2005

— Einanciall Admiistration Regulations
(UREer review)

—Procurement Act 2004 ;
—lecal GevernmentrAct 2004




ROLL-OUT TO MDAs AND
LOCAL COUNCILS

¢ Final phase ofi the Implementation
PFOCESS

¢ Factors to be considered in deciding

appLreach

— Effectiveness
— Efficiency

— =00)0[e)n0)Y/

— Security,




Roll-out cont’d.

¢ Alternatives

— MDASs
+ rolleut to line Ministries in Ereetewn via a Metropolitan Area
Netwoerk (MAN). Options include:
— Point to Multi-Point Radio or Microwave Transmissions
— Point to Point Radio or Microwave lransmissions
— Very Small’ Aperture Terminal (VSAT) or Satellite
Interconnection
— [Lecall Councils
¢ the rollout off IEMIS te the LLocal Counclls via a National
WiderArea Netwaork (INVWAIN)L Optiens; Include:

— deployment ot IEMIS ter the vareus Couneclls using elther Vsat
or digitaliRternet techneleay.

— collaboeration withlecal telecommuRication SERVICE ProVIders
andrtheruse ol thelniirastfucture: 1o develep: ther NVAAN




Point to Point Radio or Microwave transmissions

YOUYI BUILDING oLV MINISTERIAL BUILDING (George St.)

Health & Sanitation i TR b Min. Of Fin
lture and Food Security L S Police Headd

NEW ENGLAND




Point to Multi-Point Radio/Microwave Transmissions

NEW ENGLAND

Sierra Leone




Very Small Aperture Terminal (VSAT)/ Satellite Interconnection

Bank of
Sierra Leone

e o

YOUYI BUILDING it 3h STERIAL BUILDING

. Of Health & Sanitation o ' (George St)
griculture and Food Security s Hi Min. Of Financi
or General’s Department otk SETEN ; Police Headquat

NEW ENGLAN




Combined solutions deploying point to point and point to multi-point
connectivity

YOUYI BUILDING ezl MINISTERIAL BUILDING (George St.)

Health & Sanitation s FHVRCE 2 Min. Of Fin
lture and Food Security L4 crietf Police Headg

NEW ENGLAND




Deploying IFMIS to Councils via Vsat,
or digital internet technology.




Deploying IFMIS to Councils in collaboration with a local partner.




Other E-government Initiatives

¢ Development of the following websites

Institutionall Reform and Capacity Building Preject (IRCBP)
(. irclap.sl)

National Precurement Authority: (Wwww.savepublicmoney.sl-org)
Anti-Corruption Commission of Sierra Leone (Wi, anticorruption.sl)
Tihe Presidenits Office (Wi statehouse.sl)

Bank el Siena Leone (Wiww:isankeisierraleone=ceniialvankiord)

High Commission in UK (Wi siRe=Ule ore. uk)

Natienal commission fer Secial  Action; (WvW:nacsa=sl. ord)

StatiStics; siera Leene (WIWW:StatiSHESESIE A=l EOREOKd)

Sierra Leene Breadcasting) Senvice: (WaEsIiss i)

ViSion 2025 (WnWaWalRIdUESERVESIEI/AISI0RZ0ZS)

INASSINS WY ARESSIESIPOKT)

MiRistiy: eif Mineralf Reseurces (WIAVARIIRIRES:S| OKd)

VIIRIStRy eI EereigRbAfiaiEs (WA BI=ICESIEGE])

[DEvelopmenit AssiStance Coordinaton Offiice (MANWEE 2CEESIFOE/)
SEENA Naws Acjariey (Wwwwesiarredganis claovasil/aziclas/slane/slanzrl tiian))
ViiRistny et Einance(Presenitly Under Constrtction)




Other E-government initiatives
cont’d.

¢ Provision off equipments and Basic
computing training for key financial
management: stafl of Local Councils
(Werd, Excel and navigation; skills)

threugh the IRCE' Project.

¢ Drailit Security, and Conitrols: pelicy,
decUment fier the MiRIstRy, el Ellance

¢ Consideration of bill for the
enactment eirant Nrtaws




Thank you for
your attention

WWW.irchp.sl
Tel: (00) 232 22 222689

Mob: (00) 232 33 317250
Email: acole@ircbp.sl
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