Service Delivery of IT Implementation in the Department of the
Auditor General of Pakistan

The Department of the Auditor General (DAGP) as the Supreme Audit Institution (SAI) in Pakistan enjoys a constitutional position that mandates it to audit all public sector departments and agencies in Pakistan (at federal, provincial, district and tehsil levels). DAGP conducts compliance, financial, performance and special audits. The vision of the department is to become a model supreme audit institution adding value to the national resources. The innovative use of technology and efficient management of information are key elements of DAGP’s strategy to accomplish its vision. 

During the last few years, technological landscape of Government of Pakistan has been rapidly changing. Accounting and budgeting systems have been computerized on SAP/R3 ERP software and integrated through IT interventions; impressive work has been done in automation of taxes, National ID cards and passports. Banks have embarked upon automating the systems, e-government has been implemented in ministry of IT and is likely to be replicated to all federal government ministries even the centuries old “Latha” – the land record – maintained by patwaries is in the process of automation in the government of Punjab. 

DAGP operates through 74 offices located across the country where about 5,000 officials and staff are providing audit services to each tier of the government. Effective top down control, standardization of work, timely availability of management information and effective personnel and performance management are key challenges for the department. 

DAGP is geared towards adapting to these challenges by: 
· Building capacity to undertake audits in the computerized environments.
· Implementing department wide Audit Management Information System (AMIS) 

At DAGP, it is strongly believed that benefits are not delivered nor are goals achieved by technology alone. Benefit is only delivered when People change what they do or how they do it through revised processes. These three elements (People, Process and Technology) must be kept in balance to ensure success.
The information technology implementation was considered as a critical success factor in meeting the challenge of doing IT audits as well as reforming our own business processes. 
The implementation of IT was planned in three primary areas
i. Computer Assisted Auditing Techniques
ii. Audit Management Information System- AMIS
iii. Human Resource Management Information System- HRMIS

1. Computer Assisted Audit Techniques 
After the computerization of financial data in many public sector organizations, a need was felt to adopt generalized audit software, with the help of which the computerized data could be analyzed. An assessment to evaluate the suitability of data analysis software was undertaken and Audit Command Language ( ACL) was selected. In order to use this software effectively, twelve officers of the department were selected for comprehensive training and were declared as master trainers with the responsibility to provide further trainings to department officials. These master trainers then provided further trainings and also developed specific guidelines.    
ACL has supported DAGP in achieving timelines and quality in conducting audits and with the use of ACL:
1. Large volumes of computerized data can be analyzed in short time and key risk areas can be identified for further investigation.
2.  Monetary unit as well as attribute sampling on huge data can be performed efficiently and effectively.
3. Log records of every audit activity are maintained for Quality Assurance.
4.  Integrity of the data  analyzed is maintained.
5.  Data from practically any source can be extracted and analyzed .
The department has now sufficient capacity in use of ACL which is presently being used primarily as a tool to analyze the financial data belonging to the three tiers of the government i.e. federal, provincial and district. The software is also being used for analysis of Revenue Collection data of Federal Board of Revenue.  The department is planning to increase the use of ACL for financial analysis of government owned organizations

2. Audit Management Information System - AMIS
The Department of the Auditor General of Pakistan comprises seventy four (74) Field Audit Offices. These offices spread throughout the country carrying out audits of public sector organizations falling under their purview. Although same audit methodology was used by the FAOs, however, differences existed in business processes followed by each FAO. Moreover, there was limited central planning and central coordination. Quality control process was mainly a post facto review with limited impact on quality. 

The fundamental rationale behind the introduction of AMIS was to enable more effective top-down planning, monitoring and control while at the same time improving process efficiency and providing field audit teams with access to comprehensive data and the
ability to work in an environment with latest audit tools, approaches and techniques. AMIS envisages automation of complete workflow and would work as an Enterprise level audit management. 
Successful implementation of the AMIS system and associated process changes would result in:
· A more comprehensive, standardized approach to audit across organization 
· A more strategic, top-down approach to planning based 
· Faster, more efficient audit execution, reporting and quality assurance processes
· Fewer layers in reporting and control, but improved management and quality assurance
· More responsive, better informed management able to identify performance issues more easily and accurately through management information
The process of implementation of AMIS started in May 2008 when the Department hired a consultant. The main responsibilities of the consultant were to firstly develop an understanding of different audit processes being carried out in the department, prepare an assessment of Current State comprising AS-IS processes and propose the future state for AGP comprising TO-BE or reengineered processes. The consultant was also to carry out the requirement analysis and prepare Functional Specifications based on information needs and requirements emanating from TO-BE processes. During current state assessment, the consultant mapped existing business processes of almost all audit departments and developed an issue analysis report. The TO-BE processes were developed with active involvement of department’s officials with an objective to enhance quality and timeliness. 
In the next phase, through the International Competitive Bidding, vendors were invited to bid for the provision of AMIS software. Three world renowned vendors took part in the bidding process. Demonstrations were arranged to assess the suitability of software offered. Presently, the selection process is almost finalized and the implementation is likely to start in June 2010 and expected to complete by Dec 2011.
The key feature of this whole process is the stakeholders (the employees of the DAGP) involvement at each stage. Steering and Technical committees comprising of the senior officers of the department were formed. The Technical Committee provided technical input from the department and was involved with the consultant in each stage of the project. The Steering Committee provided strategic guidance and oversaw the whole project to ensure that it is on track. Stakeholder workshops were organized to educate employees, document As-Is processes and developing To-Be processes. 
The scope of the system is substantial. When fully operational it will be used by up to
1500 users (with additional users potentially added at a later date) in 74 locations across Pakistan, maintaining records for an estimated 500,000 audit observations each year. The system is required to operate in real time in all these locations.
Its key benefits will include:
1. Personnel and performance management
2. Searchable data bases, containing audit working papers, laws, regulations, historical documents, etc.
3. On-line technical support for audit teams
4. On-line collaboration, review and monitoring through live audit
5. Web communication
6. Issue and audit observation tracking
As an Enterprise IT implementation, AMIS will help introduce benefits throughout
DAGP, define tasks and sequences, mandate data formats and eventually lead towards greatly enhanced and standardized management information. This will assist informed and timely decision making at all levels of management.

3. Human Resource Management Information System – HRMIS
Effective service delivery by SAI Pakistan is dependent on effective management of our key resource – the People. We have a team of nearly five thousand people for which, at present, personnel database is maintained manually. The goal of our Human Resource Development is to improve the performance of our department by maximizing the efficiency and performance of our people. To achieve this goal timely HR information is critical. The department required an HR information system that can: 

· Provide information regarding qualification and experience of employees in different areas.
· Help in Identification of critical skills and its linkage with training policies
· Prepare training plan based on training needs assessment and monitor status of it implementation
· Facilitate career and succession planning for individual employees
· Prepare performance evaluation reports based on performance data collected from AMIS

DAGP has implemented HR module of SAP R/3 and a database of 700 officers has been developed. The system provides details of employee’s educational and professional qualifications, trainings received in each area and complete employment history. HRMIS can also generate employee’s CV on the basis of information available in the database. For each employee annual Performance Evaluation Report (PER) can also be generated from HRMIS based on manual data input along with the remarks and the points are calculated automatically for each year. PERs can be generated for a complete grade or individual employee. HRMIS has facilitated the human resource management by providing management information for; assignment of tasks to person with relevant experience and qualification, preparing trainings plans based on areas of skill deficit, identification of appropriate person with skills required for a particular job and promotion of officers to higher grades. 

Assignment wise details of service for each employee are presently not available. However, HRMIS will be integrated with AMIS in the future and complete details for every assignment carried out by an employee would become available. Moving forward the linkage between HR data and Audit database will make it possible that future business strategies of the department are HR-driven. 

Presently HRMIS is maintained at central office and we are working to extend it to all field offices to cater all employees of the department. Planned future enhancements in the HRMIS include:
i. Employee self service
ii. Manager self service
iii. Linkage with AMIS
iv. Integration with SAP Business Intelligence, Solution Manager, Crystal Report
v. Web based interface and browser based integration

Issues being faced in implementation of Information Technology
Successful implementation of IT at such a large scale in a big organization like DAGP, it is critical to manage risks that can potentially impact the achievement of objectives. At DAGP the primary issues faced by us that could have limit success include:

· Resistance to change
· Limited IT knowledge
· Sustainability

a. Resistance to Change
The major issues that the DAGP faced while implementing IT in all of the above mentioned areas was that of change management. The staff who was well versed with the old manual systems, considered that with the change, their knowledge would become redundant. Second was the socio-political culture i.e. the behavior of people living in different parts of the country was different towards these changes. 
b. Limited IT Knowledge
Initially, IT knowledge of a large number of DAGP staff was very limited and it was difficult to impart trainings in new software.
c. Sustainability
The third issue was to sustain the system after implementation. The sustainability can never be achieved if there is no ownership of the system by the stakeholders. The experience of SAP/R3 implementation showed that only because of the issue of lack of ownership by the stakeholders, the required pace of implementation could not be achieved.

DAGP’s Strategy to Overcome Issues
Our efforts to build support and overcome obstacles were based on stakeholder participation with a focus on:
· Education and communication, so that misunderstandings were avoided and the rationale behind the change was clear
· Participation and involvement, to build ownership and encourage staff to take responsibility for influencing the change
· Facilitation and support, for specific individuals or offices that appear to face the greatest challenges in adapting to the change
· Training, both to familiarize staff with the changes and to demonstrate practically the advantages of the change
· Negotiation and agreement, where powerful but reluctant stakeholders were involved
· Public private partnership, hiring consultants and experts in areas where capacity within department was not available
· Enhancing departmental capacity, degree course and extensive training for employees and subsequent attachment with specialists hired from market. 

Conclusion
Implementation of CAATs, AMIS and HRMIS at DAGP is a transition that goes much beyond office automation. In fact, the use of such a comprehensive and collaborative enterprise level implementation is a paradigm shift in the way the department will operate after the new system has achieved a maturity level. Audit planning would be transformed into an objective risk based assessment process using the various risk profiling tools available in the system. Audit execution will become more structured. Supervision would be real time and archived data would be available for knowledge management. Skill matching, career planning, training needs analysis and planning, succession planning and staff management would be integrated enabling effective human resource management. 
A high standard of service delivery is a fundamental part of the social contract between the government and the community. However, improved service delivery cannot just be added on as a separate, adhoc reform activity. DAGP is implementing an ambitious IT reform agenda that strategically links People, Processes and Technology as the core of its transformation to achieve excellence in IT based service delivery.


 

	




