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It is widely accepted that the role of the government is that of facilitator in promoting social change. To what extent can government speed up economic development by adopting E-governance as a tool of change management? It has been nearly 5 years since e-governance initiatives were taken in India and abroad. It is proposed to broadly identify parameters for successes and failures of e-governance projects in India in general and Andhra Pradesh in particular. 

E-government vision statements of some of the states leading in e-governance initiatives have been touched upon. The barriers for e-governance from citizen’s side and the barriers for e-governance from the government side have been identified. Models of failures in implementation of e-governence have also been discussed. It is a fact that e-governance has been on fast track of implementation in various states in India. Study of successful e-governance projects in various states of India was undertaken to identify best practices. As case lets Indian railway catering and Tourism Corporation and Andhra Pradesh State Road Transport Corporation (APSRTC) have been described. At the national level the experience of top five ministries in e-governance i.e.Department of Administrative reforms, Cabinet secretariat, Ministry of steel, Department of Biotechnology, Department of Commerce are discussed.

Introduction

E-governance facilitates the government machinery to bridge the gap between public policy and implementation, a crying need in public administration in India today. This paper tries to identify the Parameters for Successful implementation of E-governance projects in India and factors responsible for failures of E-governance in India in national context and in the context of State Government of Andhra Pradesh. In section I, the need for and the role of change management by government in society is discussed. Section II is devoted to role of technology in public services. Section III discusses the importance of e-governance in the world. Section IV lists some of the successful e-government projects in India and Andhra Pradesh. In section V the critical parameters for successful implementation of e-government projects are detailed. In section VI suggestions for e-governance projects in the words of experts are discussed.

        I

Role of Change management in society

  Technology change has been broadly defined as “ the process by which economies change over time in respect of products and services they produce and the processes used to produce them. Technological change may involve a change in output, raw materials, work organization or management techniques, but in all cases it would effect the relationship between labor, capital, and other factors of production1.

 Efficient use of technologies like information technology may help the government to usher in change at faster pace. E learning and Tele-medicine are potential areas for bringing about rapid socio economic change. It is the government, which has to facilitate these in a more effective way by embracing information technology (IT). IT enabled E-governance helps the governments to provide the public services to the masses in a cost effective and efficient manner.

           Further recent advances in technology like broadband i.e. high speed internet, mobile phone network expansion, have made it possible to reach out to the masses to educate them in a cost effective manner. It will enable the government services to be taken to the doorstep of the people. This becomes essential in rural areas where literacy rate is low.

    People, processes and technology are the crucial triumvirate of governance in management of change. Just by embracing technology alone the government will not become modern. The people and processes concerned with government departments also have to undergo changes for meaningful change.

                                                           II

Role of Technology in making public services effective: 

          Historically human society has moved from Stone Age to metal age and from metal age to information age and from information age to knowledge age. The rate of technological change achieved in centuries in the past is now realized in few decades and this process is accelerating. It is here the role of government as an agent of change management is even more challenging. In this information age it is apt for the governments to adopt e-governance as a means of delivering public services. 

Implications of technological change

        Technological revolution implies changes in products, services, personal services, processes, structure of organizations, systems of organizations, skill sets of individuals etc. It effects changes in existing economic system, political system and socio-cultural system.

      Changes in services

        Innovations such as Overhead projectors, photocopying machines, LCD projectors, and PowerPoint presentations have made business and project presentations easier. There are substitute services such as security guards replaced by electronic surveillance systems etc. There are also fax machines, videotext, email, Video conferencing and other services, which are being used extensively by government offices globally for communication. These technologies made the services transportable. The transportability of services led to more transparency.

Changes in Organisations

           Technological changes impact the societies at large in terms of greater productivity and greater competitiveness. It also meant the product lifecycles are increasing becoming shorter and R & D cost of developing new products and services are becoming lower. Technological changes had profound effects on societies 1) it has generally replaced labor with capital.2) The skills required to work with new generation of technologies keep changing and this means higher wages 3) There is increasing role of consultants and specialists.4) Customers have greater variety of products and services that are affordable to choose from. 5) There is greater emphasis on quality of products and services as customers are increasingly becoming demanding. But these changes are minimal in government sector, which continues to be a monopoly in various services such as railways and road transportation. These sectors cannot remain insulated from the changes that surround them. Technologies change with time and the strategies used to e-enable the governance have to outlive the changes in technologies. 

                                                             III

Importance of E-governance

     Recall the face of the poorest and the weakest man whom you have seen, and ask yourself, if the steps you contemplate are going to be of any use to him. Will he gain anything by it? Will it restore to him control over his life and destiny ---Mahatma Gandhi   


In this context it is appropriate to mention that e-governance should ultimately benefit the last man in the society. 
Government’s use of technology, particularly web based Internet applications, to enhance the access to and delivery of government information and service to citizens, business partners, employees, other agencies, and government entities may be called as e-government.

      “Electronic government, or e-government, is the use of information Technology IT, in particular the Internet, to deliver public services in a much more convenient, customer oriented, cost-effective, and altogether different and better way”. - Hitachi Group.

E-Governance around the world

     As per the e-governance readiness report by American society of Public administration (ASPA) and United Nations division for public economics and Public administration (UNDPEPA) in 2004, there are more than 50,000 features of e-government websites of the 191 UN member states. According to this report USA is the world leader followed by Denmark, UK, Sweden and Korea. As a region Europe is followed by North America, South central Asia and Africa in that order with reference to e-governance adoption.

•In February 2002, USA launched firstgov, which provides access to citizens.

• More than one-half (53%) of Norwegians have gone online for government Resources. Other top performing countries include their European neighbors, Denmark and Finland.

• In UK, 75 per cent of government services online.

• In Australia, 75% file their income tax online.

• Shipping consignments cleared online through Dubai Customs.

• Admin costs of US department of Agriculture dropped from $77 per transaction to $17 after the introduction of e-procurement. 

• Brazilians vote electronically.

Network readiness ranking of Some countries Using E-governance in the year 2004-05

                                                           Table 1

	Country
	Network readiness 

rating

	Singapore
	1

	Iceland
	2

	Finland
	3

	Denmark
	4

	USA
	5

	Sweden
	6

	India
	39

	China
	41

	Pakistan
	63


Source :CSI2
E-Governance in India
     The Issue of E-governance has been addressed in tenth plan 2002-2007. The Government of India has approved the National E-governance action plan (NEGAP). The plan seeks to implement E-governance in mission mode projects at center, state levels, Integrated Service levels.

• A National Task Force on IT & Software development was set up in May 1998. 

• Center for E-Governance: a new division within Ministry of IT set up in 1999. 

• IT bill was passed in May 2000.

• A working Group on IT for Masses was set up in May 2000.

• 2001 was declared as year of e-governance.

• E-government initiative enables citizens to access its services by the click of a mouse over Internet.

Under National E-Governance Action Plan (NEGAP) union government intends to spend Rs12, 500 Crores. Last year over $1bn were spent on e-governance. World bank is to provide Rs25,000 Crores to link all states and union territories under the NEGAP. India has moved up from 85th to 37th position among 198 member countries as far as e-governance implementation is concerned.

E-governence on fast track in India

·  Rs. 5,500 Crores was spent on E-governance initiatives in 2003-04.

·  During 2002-03, Information, computers, Telecommunication (ICT) purchases of the government accounted for around   12 % of   total market

 E-governance is give top priority in 19 Indian states (including Andhra Pradesh, Gujarat, Karnataka, Kerala, Madhya Pradesh, Maharashtra, Haryana, Delhi, Punjab and Tamil Nadu) Most state Governments have IT & C departments and IT policies.

E-government vision statements
    Let us critically examine the viewpoints of state governments of Andhra Pradesh, Karnataka and Tamil Nadu, and their vision statements with reference to e-governance.

The government of Andhra Pradesh cherishes the vision of establishing a Simple, Moral, Accountable, Response and Transparent Government - <SMART> Government. E-Government is one of the vehicles that can be gainfully used in reaching the goal of SMART Governance.”

 -From Vision statement of  e-Government in AP, April 2000

The objectives of the Mahithi, the Millennium IT policy of Government of Karnataka: “to utilize the power of IT in the overall goal of the Government of Karnataka in eradicating poverty and empowering the women, …”
 “To put the smile of prosperity on the face of every citizen of Tamilnadu by leveraging IT to create value and wealth for a knowledge based state.”

NCAER in the e-readiness assessment report has classified the states in six categories

Category                                                                states

Leaders                     Karnataka, Maharashtra Tamil Nadu, Andhra Pradesh

Early adopters          Kerala, Gujarat , Goa, Punjab, Delhi

Late adopters           West Bengal Madhya Pradesh

Laggards                 UP, Sikkim, Orissa Himachal , Mizoram, J&K,Assam, 

                               Bihar, Arunachal Pradesh, Andaman Tripura 


(Source CSI)3

Citizen side barriers were identified as Digital divide, Lack of familiarity, Low expectations ,Not easy to use, Lack of trust and  Misconceptions.

Government-side barriers were identified as Sheer Volume, Size and Complexity of governance processes, Department-Agency Centric paradigm, Financial Resource constraints, Increased demand for transparency and accountability, The low levels of Internet penetration and Insufficient employee training

Availability of World-class infrastructure will go a long way in empowerment of the people. This results in Better Governance and effective citizen services. This in turn lays the foundation for a knowledge society
How will we measure and communicate progress?

Performance is the key to measure and communicate progress. Volume of transactions handled, response time to enquires, number of services provided, percentage of area covered, percentage of population accessing the services and time taken to procure services/goods before and after the e-governance initiatives, reduction of cost of providing services to citizens may be set as benchmarks to measure progress. Conduct surveys and polls. There is also a need to publicize successful cases in other government departments and in states where e-governance is low on priority.

E-governance a reality 

     One can feel e-governance affecting the citizens in daily life, at the central government level and state government level in different   states under different ministries for various purposes. Given below is a small but not exhaustive list of such schemes.

• Registration: Birth certificate, Death certificate, Caste certificate, Domicile certificate, Driving license, House and Property tax, Motor vehicle registration, Passport, Ration cards, Registration of documents, Registration of immovable property or land, school registration, University registration. Utilities services: payments for water bill, electricity and telephones bills. Agriculture input information of Seeds, Pesticides, Fertilizers, Crop disease, Land records registration, Market price of the produce, Weather forecast, Commercial services, Filing of income tax returns and payment of taxes, Payment of customs and excise duties House Tax, Property tax, Sales Tax, Octroi and Road tax ,Other services: Education, health care, Information public interest, Law & order, and judiciary; Public grievance redressal system.

Section IV

 Following are some of the successful and popular e-Governance projects in India.
 Akshaya e-literacy campaign in Kerala, Bhoomi computerized land records in Karnataka, Dairy Information System Kiosk  (DISK) in Gujarat, e-Seva: improved version of TWINS launched in 1999 in Andhra Pradesh, FRIENDS: Fast, Reliable, Instant, Efficient Network for the disbursement of Services is part of Kerala’s IT missions
 Gyandoot: rural cyber cafés “soochnalays” in Madhya Pradesh, Mahiti Shakti: getting sanction for old age pension in Madhya Pradesh, Telemedicine Project : telemedicine service in Pune, Bhoomi Community Learning Center Project in Karnataka. 

Following are some of  e-Governance projects in Andhra Pradesh: e-Seva Electronic citizen services, MPHS: Multi Purpose Household Service (1125 mandals),CARD: Computer Aided administration of Registration department (387 sub registrar offices),OLTP: Online Transaction Processing System e-seva for rural areas. A spectrum of 50 services provided through internet (from village to state level) and eCOPS: Computerized operations for Police Services 4.

SKIMS: Secretariat Knowledge information management systems (Smart Governance) aims to
 Enhance the efficiency of business in Secretariat through Workflow automation and knowledge management and move towards a paperless Secretariat.
 The AP Secretariat has 
30 Departments, 552 Sections, 3464 Subjects, 5lakh Files, 25lakh disposals, 6lakh reams of paper, 506 software applications across 40 departments andh over 2000 employees
.

AP OnlineAP Portal: A one-stop shop for all govt. departments. Gateway to several websites, integrated view of the Government from the consumer’s viewpoint, interactive and informative is to be replicated over the entire state ( 1100 mandals).e-procurement is ready to be launched in the near future.

APSWAN (AP State Wide Area Network), Video-conferencing with all districts – close monitoring, Teleconferencing district to mandal levels, AP Secretariat Campus Area Network (APSCAN), Extensive training infrastructure and AP net – Using KU band over INSAT 3B constitute the well-developed infrastructure promoting e-governance projects in Andhra Pradesh.

On Critical examination of some of the e-governance projects in the states of Andhra Pradesh, Delhi, Goa, Gujarat, Karnataka, Kerala, Maharashtra and Tamilnadu the following factors were identified as reasons for failure to implement the e-governance projects.

E-Governance failure Models 

· Lack of Driving forces


Drivers
· Lack of vision & strategy


Strategy
· Poor Change Management

       Management
· Politics and self-interest

· Poor/unrealistic design


Design
· Inadequate infrastructure



· Technology

V

This section highlights some of issues and solutions for effective implementation of e-governance. E-governance is not merely digitization of government records but smoothening the process of governance. An attempt is made to benchmark best practices regarding e-governance projects. Information Technology (IT) reduces the inertia in the system of governance. It reduces the middlemen corruption and enhances transparency. Good governance is the key for economic development, which in turn improves the standard of living of the citizens of a given country.

1. Local Language adaptability is vital as India is a multilingual and multicultural society. Even in a given state such as Andhra Pradesh, Tamilnadu or Karnataka there are at least 3 different languages in which the government activities function at a given point of time. There must be facilities for immediate translation or transliteration
2. Public accessibility: Given the low penetration of hardly 6-8 Pcs per per 100 of our population, it becomes important for government services should be available at public access kiosks, PCO, public libraries, Post offices, Petrol bunks, National bank branches.
3. Best Practices database: An important aspect of good governance means interpretations of rules   and procedures. Public availability of previous interpretations, which are universally accepted, and which are devoid of any discrimination5.
4. Technological flexibity: Long-term success of E-governance initiatives should provide for technology updates and renewals. As society evolves the new demands would increase and the new demands would burden the existing technogical setup. The technologies should be flexible enough to accommodate the ever increasing demand
5. Scalability: E-governance projects are often implemented at village or town or city levels. They should provide for extensibility and scalability i.e. to cater to more number of villages, towns, Cities and states.
6. Endurance: E-governance records should last at least 3 generations down the line, i.e. at least 100-150 years. For example take the case of land ownership records.
7.  Documentation: Detailed user level documentation and process documentation are essential. Good documentation is not a one-time activity but a continuous one 6
8. Continuous training: Both the administrators and the general public must be trained on a continuing basis regarding the use of technology and the e-government systems. Necessary budgetary support has to be provided.
9. Reusability: Existing public infrastructure may be reused to cut down on costs as well as on time of implementation of the projects.
10. Information silos. E-government projects implemented in other states should be accessible to every other state. For example, smart card based driving licenses issued in J&K should be valid in Kerala or Tamilnadu. There is a need for standardisation of information interchange formats across the country 7.
                                             Case lets

Lessons from IRCTC, Indian railway catering and tourism corporation is the India’s most successful B2C website run by the government.  J.Vijayan Jt. GM operations of IRCTC says that in December 2004 1,26,899 tickets or 4100 per day with monthly turnover of over Rs16 Crores. These tickets were sold over 132 cities and for 1.3 million passengers8.

· Start with the customer and stay with the customer throught.

· Keep it simple, there are over 20 payment options.

· Never stop learning

· There is always room for improvement. For example increasing the booking hours or increasing the number of tickets that can be booked. An 8 time increase in bandwidth in 2 years.

· It is neither pro-elite nor pro-urban 52% of tickets booked are on II class.15% of customers are women, and 2% sr.citizens9.

· Smaller teams of 10 regular employees,20 retired and 20 outsource staff can satisfy 2 million passengers.

· Select the best and keep them happy. Transparency and friendliness lubricates the relationships. No need to compromise on principles.

· Salaries are the same as any government servant. But the job satisfaction levels itself is a perk.

· Customer is sensitive answer his emails within 6 hours10.

Lessons from e-Ticketing in APSRTC (Andhra Pradesh State Road Transport Corporation)

         APSRTC Is Guinness world record holder for largest fleet of buses 
 Number of  Buses: 19,000, Annual Revenue:  Rs.3000 Crs., Number of Bus Depots Computerized: 212 (All) and Number of Bus Stations Computerised: 40.

Projects implemented

       Advance & Current Ticketing Project,  On-Line Inventory Management System, GPS / Real Time Passenger Information System, Financial Accounting Information System, Personnel Management System and On-Line Hospital Management System.                       

   E-Ticketing means refers to Electronic Ticketing, easy Ticketing,  easy accounting, everywhere ticketing, efficient ticketing and  economic ticketing. There is a need to popularise e-Tickets:  Promoting Smart Cards / (Debit Cards) by making them valid across multiple utilities / securities taking e-ticket culture to the rural areas such as in buses.   










VI
Suggestions:

We have over 70% of population living in rural areas and with 90% of population not familiar with English, so how to make e-governance a reality.  For this we have to follow the PPP model i.e. Public private partnership. Leading vendors, NGOs, Project Managers, Secretaries to the various state governments deliberated at the National E-governance summit under the aegis of Dataquest. Following, were some of the important recommendations of the summit delegates11.

Satish Kaushal, country manager IBM feels that there is a need for GPR i.e. government process reengineering. Vendors take governments for ride with regard to their products. We cannot allow vendors to learn at the government’s expenses.

     E-governance should focus primarily on 3 aspects people, process and technology strictly in that order according to Aman Singh, Joint secretary to CM-Chattisgarh. Main problem is managing change management in the government, which has long gestation period 12.

     For any project to be successful, it should have built in revenue streams so that it can sustain itself beyond 2years time when it will hit roadblock as per RR Fuliya Secretary IT Haryana.

Whether citizens should be charged for the e-services: Avinash Chaurasia CEO of Force 3(NGO) feels that ITC, which is the driver of e-choupal project, is deriving 30% savings on procurement costs. Dr.SK Mishra MD Webel says that if we put value in the project people are willing to pay the price for example the driving license project in West Bengal. Ravi Kant Secretary IT west Bengal feels that with 70% of people living in villages and 90% without the ability to speak in English there is lot of pressure on government to explore avenues for funding of social welfare projects therefore the citizen should pay for the e-services13.

On End goal of e-governance: Siviramkrishnan Associate director of PwC distinguishes between e-governance and e-government. E-government is rendering efficient and effective services using Internet and other tools of IT. But E-governance is citizen’s participation in decision-making process itself.

Ravi Kant: the end goal of e-governance is to benefit the rural India and bridge the digital divide. For this the governments need innovative agenda and not IT agenda.

Dr.Anupam S, Advisor-IT Goa feels that there are 7-10 core government functions, which need to be simplified and integrated. Apart from this there are no measurable objectives. Gurumurthy K, Director IT for change opines that eradication of poverty; better education better health and better livelihood for all should be the goals of e-governance. Aman Singh jt Secretary to CM of Chandigarh feels that E-governance means anywhere, any time non-stop government.

On status of Infrastructure: Ravi Kant: NeGAP, SWAN (state wide area networks), MMPs Mission mode projects, NIC has district wise VSAT connectivity are all there but each of the 6 lakh villages in the country need at least 2mbps connectivity .

Can E-governance end corruption: Dr Anupam S and Aman Singh agree that e-governance should not be equated with ‘no-corruption’. The electronic filing of tenders and other documents reduces the chances of corruption. Whether E-Govt means more transparency, Aman Singh jt Secretary to CM of Chandigarh says that E-governance is citizen centric and leverages IT to increase transparency and responsiveness 14.

On Adequacy of Laws: Dr AB Pandey Secretary IT Maharashtra feels that cyber laws are evolving all over the world. India does have a comprehensive IT act 2000.We should not over regulate as excessive controls may stifle the growth of technology adoption15.

On incentives and penalties for implementation: The carrot will work better than the stick. E-governance projects are time consuming and therefore need to be given incentives. Dr.Vijayaditya of Railways says that it took 10 years to implement a PRS project; more funds may speed up the implementation process. Ashish Sanyal, Director DIT says that success rate of e-governance projects is 15-20% only. It is important to analyse the other 80%. Merely increasing the expenditure for purchase of computers will not guarantee success. The citizen centric plans have to be thought for future success 16.

Conclusion: Different agencies have identified different parameters for e-readiness parameters. Yearly e-readiness assessment has invited healthy competition to become best state in the country using e-governance. Satish Kaushal, country manager IBM feels that there is a need for GPR i.e. government process re-engineering. For any project to be successful, it should have built in revenue streams so that it can sustain itself beyond 2years time when it will hit roadblock as per RR Fuliya Secretary IT Haryana. Dr.SK Mishra MD Webel says that if we put value in the project people are willing to pay the price for example the driving license project in West Bengal. The end goal of e-governance is to benefit the rural India and bridge the digital divide. e-governance should not be equated with ‘no-corruption’. The electronic filing of tenders and other documents reduces the chances of corruption. E-governance is citizen centric and leverages IT to increase transparency and responsiveness. We should not over regulate as excessive controls may stifle the growth of technology adoption. The carrot will work better than the stick. E-governance projects are time consuming and therefore need to be given incentives. Ashish Sanyal, Director DIT says that success rate of e-governance projects is 15-20% only. Merely by increasing the expenditure for purchase of computers will not guarantee success. The citizen centric plans have to be thought for future success.
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