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Abstract

Much development has taken place in the advancement of Information Technology as a means

enhancing delivery strategies in all sectors of the economies of most developing and developed

countries. However, one sector of the economy which appears 1o be left behind in developing coun-
tries in relation to incorporating IT into being

public sector service in Botswang and examin
the Public sector. The paper also examines th

Introduction

The concept of information technology as
ameans of furthering organisational strategies and
consolidating competitive positions has been well
embraced by many organisations in developed
€conomies , and more recently in developing
countries. This development however has tended
to be restricted to the corporate sector and has
not been so evident in public sector divisions of
developing economies. The primary reasons for
this are that the development of computers and
telecommunication technologies [ the conver-
gence of which is now commonly referred to as
“information technology” ] were introduced at
very high prices which were not affordable to
most public service organisations in developing
countries, and also because the development and
Promotion of IT was initially levelled at manu-
facturing and private service organisations .

One possible explanation for this is that
organisations in the corporate sector which oper-
ate in competitive environments and hence realise

ion gathering and processing strategies utilised l}V L h'e’
es the implications of IT on the delivery of services i

e implications of adopting IT in the public sector and
ways of creating a sustainable IT infrastructure,

the importance of IT as a competitive tool tha;
could be used in taking a quantum leap ahead 0
competitors , and possibly developing such tech-
nology to maintain such competitive advantagé (
Jackson, 1989 ). It is in this regard that IT has
been combined with other organisational re-
sources to forward generic strategies of focus, COSt
reduction and differentiation ( Porter, 1985 )-

The same strategies have not been
adopted in the same way by public service
organisations because of insinuating circum-
stances. Firstly, public service organisations do
not compete with any organisation , or at least
not directly. This is mainly due to the nature of
the services provided which are government
funded and are therefore provided freely or at
highly subsidised prices. Secondly public sefitor
organisations do not have a profit making objec-
tive and are not accountable to shareholders like
private sector organisations( Wyatt, 1990 ) Rather
» they have the responsibilities of providing ad-
ministrative and social services to society an
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e:z::g:::glzl’e_only to the extend of good gov-
mission and llll‘gen’t use of public funds . Their
on servive Odjec.tlves therefore centre mainly
maximisatio Tellver.y .and not on value
in StTUCturin:' here will 1!1evilabl)' be variations
difference :'.anc'i managing IT activities since
and privatMSI in mission statements of public
°Tganisa1ione ‘sector organisations. Each
ture to moct t;*Vlll .adopt an organisational struc-
et dle d'lffer'ent demands of their envi-
they ado tn this will be reflected in the way
Comingel;cand smfcture IT ( Currie, 1990) .
types of oy ay'the.orlsts also suggest that some
o CHVironi :lsatlons [ structures ] are more adept
market cond'l:‘lal cfl\a|1ges, especially in turbulent
public servicl ions and that organisations in the
enport et e are not so adept to changes ( Dav-

.al 1990).

Cc : ces
infhanglrlg traditional systems of
ormation Storage

i“fOrm(;?i‘;T:_r;::eem.is both ser.vice-orienter.i and
Mation are re u-nSldve. Exlgnswe stores of infor-
vices. In mostq lrber to deliver bf%l)eﬁts and ser-
Oping Coumriepu- Ic service divisions of' devel-
fined to the traz 'll'lformatlon storage is still con-
no exception L't'(’“al file systems. Botswana I3
patient health' arge volumes of data relating to
Ministrati reFofC_iS, social amenities , the ad-
records alon 9fJUStl§e, payroll and ac
cerned mr.e .St'l! held in filing systems In
a funct 'NISIr1e§ aqd departments. ThI'S :
only bt(l):al barrier in that the information is not
PfOcesl y but takes a long time to access a0
bee s. In addition once this information has
n gathered by one section of division in the
S: ::ilc Se""ic_e, it is often not accessible t0 ot!ler
ons which then duplicate the information
gathering process in order t0 develop their oW
information system. The ability of computers 10
handie larger volumes of information that can be
more easily accessed by other divisions by net-
working [ Local Area Networks an wide Area
Networks | frees data from the functional con-
straints placed on it by rraditional file structures:
IT can be employed by the public sector to
strategise ways of improving service delivery
mechanisms if IT and IT management are €m-
bedded in public sector delivery strategies (

counting
the con-
creates
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Streatfield, 1992 ).
One example of the flaws presented by

the currently predominant information storage
system that utilises filing system is in relation to
accessing information on Government studies.
Many studies are commissioned by Government
or by individual ministries on issues relating to
social, legal and functional issues at departmen=
tal or ministerial level. Since no central informa-
tion system is in place for accessing and storing

such information, many or the efforts will be sub-
sequently duplicated by other bodies when the
same information is required for similar or re-

lated studies.

Potential Benefits of IT to the Public

Service
Operational Level
Information has always been an important
factor in governing public affairs . It is the image
of files and records , of protocols and dossiers
containing information that symbolise govern-
ment and public agencies at work ( Litic 1990 ).
The adoption of IT by public service divisions
will assist in rationalising many or the activities
involved in the information gathering process of
public service units, and ensure that administra-
tive and social functions are carried out in an ef-
ficient and economic manner. A misnomer has
been created that computers take away jobs, but
organisations are beginning to realise that com-
puters allow businesses OF Government to Oper-
ate more efficiently and also create new jobs -
resulting in an indirect cost saving ( Nganunu,
1993 ). IT reduces the unit cost of communicat-
ing and reacting to information, and greater useé
of IT today produces significant reductions in the
cost of explicit co-ordination (Clemons, etal ,

1993).

Computers also have the added advan-

tage of allowing users to carry out th.eir work.ex-
pediently and with more accurate information.

This isan important aspect of computers for pub-

lic sector departments as they are frequently
criticised for their inability to carry on its func-
tions expediently and tend to drag their legs rather
than concentrating on service delivery tothe pub-
lic. In a sector of the economy which does not
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have a profit making objective the use of IT can
reduce the ‘push’ effect and increase the ‘pull
effect on employees in that they will be more will-
ing to carry on their duties as mechanisms are in
place to allow them to be more motivated to work
towards organisation objects and spend less time
collecting and accessing information. This has
particular importance in the context of Botswana
at a time when productivity enhancement is en-

couraged at national level in all sectors of the
economy.

Management Level

Currently the level of effective
computerisation is low and there is general lack
of quality, up-to-date management information
for effective decision-making within the public
sector. ( Mothlathedi, 1996). In such instances
IT can prove useful asa means of improving man-
agement decisions and can result in more effec-
tive control and in turn contribute to more effec-
tive strategic decisions. [T can also be used to
co-ordinate and monitor activities such as man-
aging and monitoring the use of funds allocated
to various projects by Ministries .

Currently the Government of Botswana
is €xamining ways of rationalising and
downsizing employees in public service. The
adoption of IT and computerisation has enabled
many organisations and business establishments
to carry out reconstruction processes. IT has po-
tential impact in organisations in that it facilitates
the construction of flatter organisational struc-
tures which are at the heart of current paradigm.
The public sector in Botswana can learn from
similar experience of other countries such as Brit-
ain and Canada in this regard, but will have to
assess its own unique conditions to ensure that
this does not conflict with other Government ob-
jectives.

Current IT Position in Botswana’s
Public Sector.

Prior to 1993, it was rare to find even a personal
computer in government offices. Information was
predominantly manually processed and stored in
st'acks' and piles of fijeg and folders. Today, the
situation is changing, though compared to the
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private sector, the public sector is relatively
largely “primitive”. Many departments. and
sections are still struggling with typewriters,
carbon paper and box files. Perhaps the anSt
impressive advancement in computerisation is the
new motor vehicle registration system of the
Ministry of Works. Transport and
Communication. The system is however still not
yet country wide nor does appear to have
eliminated a significant amount of paper wgrk
and clerical functions. Other computeriza}lon
projects have also been undertaken within various
ministries, but these consitute a minority when
evaluating the potential for IT use and
computerization. One attribute of the slow
development of 1T in the public sector has been
in the management and co-ordination of IT
activities. The next section is devoted to the
management of IT in the public sector and
examining other developments in public sector
computerisation.

Management of IT in the Public
Sector

The development of information technology in
the government can be traced to independence
when the Government Computer Bureau (GCB)
was set up.

Government Computer Bureau

The Government Computer Bureau (GCB

) was established as a service department to 'the

central Government in 1966. The main function

of the GCB was to process government payroll
and accounts. This function has since expanded
to include; )

* Being custodian to other Department’s In-
formation and managing IT projects of the
Departments.

®  The provision of guidance and advise to Gov-
ernment departments .

* Carrying out feasibility studies on the feasi-
bility of IT systems

* Designing , specifying and writing IT sys-
tems

®  Processing the datarequired for the systems.

Since its inception the GCB has been in-
volve in many projects undertaken by Govern-
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men . .
not ;e(i‘:][’;l('l:]l:@fs. icsc p.rojecls have however
facilitate in, .ms/l‘ucd b\ GCB alone. In order to
broper Co-orrc)il'oft'd dcl‘lvcry of its services and
visions Som;nduon \'vnh other Government di-
work closapn Wiflon:mmces have been set up to
of these are the 1\1/1‘ 1 GCB. The most important
(MCC) and the G(;l\l/lcsrlry (‘_‘omputer Committees
Committee ( GCSE N nment Computer Steering

Working Committees

Minj
Hinistry Computer Committees

To de .
and facfllll:(lilelse }!w l'nanagcmcnt of IT activities
level Mil;ist eféccuvc operation at Ministerial
were set up wrtly ompute‘r f:ommittees (MCC)
MCC is 1o l;i hin each anstry. The role of each
try and o Fe n and monitor [T within the Minis-
ernment COHI]JOI‘I to a cel?trally established Gov-
The maip f puter Steering Committee (GCSC).
deVClOpme r:ltnct]ons of' M.CCS is to oversee the
address th.qt ‘lT facilities within its Ministry
View all |T Slalnlng, needs and to periodically re-
requirement )’St.em.s to n)ake decisions on future
livitics e ts within t.helr Ministry. All these ac-
guidance o be carried out with assistance and
rom GCB.

Go
{iovernment Computer Steering Committee
nment Computer Steering Committee

from J;l;eGGC%SC is made up of represe.ntatives
various minj f'"d Pel'manent.Secretarnes from
projequ.";'_S tries. Thc? com{11|ttee -oversees IT
egies and ithin the public service, ran.ﬂ?s IT strat-
dﬂl‘ds and P"-Odu.ces a range of POIlC!eS , stan-
Committ g-’u'del'heS. The main fur'wtlon of the
tion ee is to manage IT strategy implementa-
on behalf of the Government.

Current Management Problems
Policy Issucs )
. The GCSC is responsible for setting poli-

cies and guidelines relating to IT for all Govern~

ment departments . AS outlined in Table 1 be-
low, they have not been successful t0 this ?nd-

The main reason for this iS that the committee

was inactive for a long time and has only recently
perat jonal prob-

convened. This has presented an ©

lem in that ministries an departments were 0p-
erating without any standards and guude[mes on
procurement and management of IT projects:
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summary of these issues is presented in Appen-
dix .

Staffing positions and Staff Training

At ministerial and department level there are very
few IT posts and staff positions. Even the GCB
does not have adequate personnel and some key

posts are still vacant.

An even greater problem is that of staff
training. Although adequate autonomy has been
given to ministries by means of establishing
MCCs , a critical flaw in the current IT Manage-
ment structure is that personnel who comprise
these committees lack the necessary experience
and training required to determine current and
future IT needs. This problem has been antici-
patedand it is expected that until Ministries have
developed theirown support system through staff

he GCB will assist Ministries. This how-
e as the GCB is a central

duties and not enough
| itself to depart-

training, tI
ever has not been feasibl
agency and has its own
manpower to continuously avai

ments.
hin the GCB and the GCSC

policy makers and project managers are still in-
adequately trained for carrying on their duties.
Special training on I'T has not been given to many
of the senior government officials comprising the
GCSC. Such training is essential due to the unique

nature of IT projects and the speed with which
they have t0 be implemented.

Even wit

Co-ordination between Ministries and GCB
The formation of MCCs led to the decentralisation
of planning and management of information sys-
tems. This was important as decentralisation in-
creases flexibility to exploit advances and to ori-
ent IT needs and procurement towards a more
responsive ‘in-house’ information system that is
able to fulfil the needs of each department. How-
ever , there was to be co-ordination of these ac-
tivities with the GCB and this has not taken place
in many ministries . As 3 result the GCB is not
aware of activities such as IT needs and staff
training being conducted in some departments.
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In addition since implementation of Government
strategy in terms of I T procurement and staff train-
ing was launched only a few years ago many
people within the ministries do not understand
the role of the GCB , and this creates a func-
tional barrier.

Implimentation of Strategies

The National Development Plan [NDP]VIII
(1997-2003), provides for the computerisation of
ministries. This is a giant step since in the past
computerisation has not been provided for under
the national plan. What is not clear from the NDP
is how such computerisation is to be
implemented: for what purpose, to what level and
how staff will be trained to use it. The GCSC
recommends an “IT Vision” be central to
government IT strategy. The vision does not
address issues such as how government would
like to see itself using and benefiting from IT in
the future.

The main barrier in the implementation
of Government strategies lies in staff training and
funding. Like other previous and current
government IT strategies, an IT vision as a
strategy is useful from a theoretical stand point.
However some reservations regarding
practicability arise. Firstly, the GCSC as co-
ordinator faces problems of professionalism and
competence. The current GCSC will have to be
replaced with one that consists of IT professionals
and IT competent Government heads of sections.
Secondly substancial funds are require to see this
IT vision and other strategies through
implementation. This cannot be garanteed given
the intense competition for limited funds within
the public sector.

Recommendations for Creating a
Sustainable IT Infrastructure

There is a need to create sustainable development
in IT infrastructure to ensure not only the
continuity of IT strategies, but also future success
of any IT development programs . Such
development would also eliminate many of the
problem discussed i the paper . This calls for

proper planning ang development of [T

Integration programs. In particular , there is need

to properly monitor and following aspects relating
to IT, its development and implementation.

Partnership and sharing with Private
Enterprise

Governments often support the internal use
of IT within the public sector not only to reap
direct benefit associated with IT use, but also to
encourage and strengthen support policies for
widespread use of IT in other sectors, and the de-
velopment and production of IT by local indus-
try.

Additional benefits such as cost and ex-
pertise sharing can be gained if the public sector
is able to develop its IT strategies parallel to de-
velopments in the private sector. Failure to cre-
ate a partnership between the public and busi-
ness sector inhibits knowledge transfer and shar-
ing of technical and human resources. Like other
developing economies, the development and
adoption of IT in the business sector begun long
before similar developments took place in the
public sector. This gap in the level of
computerisation has been the main barrier to col-
laboration with the private sector in Botswana.
Efforts made in the past for partnership with the
private sector were not successful due to lack Qf
co-ordination. Public sector units needs to re-ini-
fiate these efforts and to find ways of encourag-
Ing and promoting IT diffusion by working
closely with the business sector.

IT Funding

The acquisition of most IT is expensive and
complicated. Consideration needs to be given t©
current and future funding of IT related activities
such as procurement of computers , maintenance.
salaries and supplies ( Kasango, 1993).

The Government of Botswana has
recognised the importance of cnsuring that
adequate capital is set aside to fund IT projects:
Between the financial year 1986/7 and the
financial year 1994/5 recurrent expenditure
authorised to Ministries and GCB on IT
increased from P 538.08 million to an estimated
P 3 056.8 million . Figure on Government
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spending in IT are shown in Appendix I .

Despite the substantial increase in
government spending in IT related activities, there
Is need to increase funds allocated for IT
SPendiflg‘ Much is still required in the form of
new microcomputer systems and software in both
the ministries and the GCB. These will require
Substantial financial commitment in the form of
F}OVernment funding in order to ensure successful
Implementation of IT strategies.

bromote :E additfon the pl}l?l.ic sector needs to
thoms e sharing of facilities between it and
private sector where such developments have
gggarttaken place yet within Government
networnlz?m& The use of da.ta corpmunications
and in Go.vemn.1ent and links \/\tlth the internet
y ormation I.ngh.ways are still in its early
age. Substantial initial investments and
:T:l:l:itenance w‘ill be reql{ired'to get these systems
o ngtheffectl\fely. This will take away funds
o other projects unless ways are found of
aring facilities and expertise across sectors of
the economy.

Staff Training

Z;;:ﬁl.lcatimal sector has been one of the worst
introd leS'of IT proliferation in Botswana. The

uction of IT was not accompanied by
parallel developments in IT educational programs

~Atall levels of IT management in the
f:;?:? sector much is required in the way of
Secre:ng" Policy setters su.ch as perma{lent
the G ;r ies and other top officials whoiconstlt'ute
T CG need the essential training in making
Specific projections and also in using IT in
the,"' daily routines to improve their delivery.
Within the GCB there is need to ensure that all
staff are adequately trained in order to ensure that
th?y are able to provide the required service to
Ministries as a central agency.

The greatest need for IT training is
within the ministries themselves. Many
employees are trained to use manual systems , Of
to be proficient in specific disciplines such as
administration, accounting and economics. The
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adoption of IT as a means of improving the way
in which information is processed necessitates the
need to develop computer literacy for all uses.
This should not be accomplished only by
enrolling employees in ‘IT specific * training
programs such as computer engineering and data
processing. Employees across the spectrum
should be sent for programs which train them in
their specific disciplines, but also equip them with
some computer literacy programs. This is already
being at the University of Botswana and the
Botswana Institute of Accountancy College. This
will not only reduce IT specific training costs but
will also ensure that in the long-term most people
receive some computer literacy training.

Manpower and Skills for Program

Delivery
Proper program planning and delivery is essential
to the success of IT strategies, and ultimately to
the successful use of the programs. Properly
trained and experienced and qualified people
should be used in the development and delivery
of these programs. A good starting point is often
the use of consultancies. When private
consultancies are involved in public policies for
[T diffusion it ensure that proper programs are
set in place for current and future IT needs. In
ministries were the personnel are inadequately
trained for formulating IT strategies the use of
ancies will bridge the gap and proper
T use will be put in place.

Netherland programs and
vate consultancies

consult
programs for I
Experience in
elsewhere suggest that using pri
in the diagnostic stage is productive and that
consultants tend to over deliver in the hope of
winning further business.( Nagy et a} , 1995).
Where consultancies are seen as being over-

i i - stitutions such as the
ced, other agencies and institu su
o : could be utilised. The

University of Botswana ised.
participation of young scholars at the m;nmtes
not only provides @ cheap form of service, .but

o the practical

insight int
ive future employees insight in :
S.gects of their careers: In addition to this there

should be incresed effort by the Mini.stry of
Education in incorporating computer skills and
IT training into the school syllabi .
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IT Suppliers and Support Services

There is a need to investigate ways of encouraging
IT suppliers to make better support services
available. Contracts should include post-
installation services and maintenance of the
systems. In addition Government needs create
incentives for suppliers so that a supply base is
set up in the country which benefits users in alj
sectors of the economy. This will also enable the
development of indigenous systems and software
that are made to meet local IT requirements,

Reliable Services lnfrastructure

In order to benefit from technology there is need
for a welj established ang reliable
telecommunications infrastructure a5 well as
power supply. Data transfer and communications
such as E-majl, teleconferencing and the internet

rely heavily on the Presence of good power
supply and telecommunications.

Botswana telecommunications and
electricity power System have been developed to
a level where they are superior to those of other
countries, However

ituations of government
common in developing

countries where changes iy governments occur

ﬁ'equenlly. This however has not occurred in
Botswana which has peep ruled by a singe
democratic party since independence in 1966. The
development of ITstrategies ang implementation
depends op political transitions which do not
disrupt national development plans as new
nt their own economic and

ure the continuity and

trategies and support to all
Sectors of the ¢conomy.

2
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Conclusion .
The importance of IT as part ol the delivery
strategy of the Public Sector in Botswana F0|1not
be ov;r-cnu)hasiscd: not just for improving the
manner in which services are delivered. but alsc:
to enable Government to facilitate mutua
development and partnership \\‘ilh‘ the n}oz
developed nations. Traditional public se'r\ lz
Mmay come to be percicved as sccondjlﬂlL h‘
inflexible and unattractive as we move into l €
next millenium. This will undoutably undgrmm:
government and donor organizalions" W l'”lll g;}cl:c
to invest in the country.The effect of llllS.Wl ¥
felt by all divisions of the public service ar
impact on the nation as a whole.

It is therefore imperative 'Ihéi;
mechanisms are put in place which llf”)’ C”""S“c
and encourage the development of 1T in the Pu
sector as weTl as in other sectors (tl'lhe econg:liio);
Only Government through its fund nlloce vith
process, educational campaigns and alllanC.cS lis
other organizations [ such as donor ageﬂc_'un in
well placed 1o lead this impol‘lﬂ{ll'C‘"‘mza"gm'lcd
this respect the development of IT an ! and
activites should be seen as an opportunity
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. Current IT Situation in the Public Service

Ministries and Departments

Government Computer Bureau

Very Limited or no [T staft
management capability at Ministry

and Departmental level.

Growing number of staff  with a

broad understanding of computers
and are keen to use IT to make
themselves more productive in their
work.

Few computers systems instalied
which address cor¢ management
needs.

No independent funds for [T
procurement, except through

development costs.

policies 10 guide
1T
and

No standards or
ministrics in the m
projects or the procurement
installation of IT systems.

s or policies for the
ol of computer
mplementcd.

anagement of

No guideline
management and contr
systems and data once'!
given 10

Very limited support
te sector

ministries by GCB of priva

Inadequate staffing levels and skills to
meet current demands.
No real mandate to prioritise allocation of
resources to any one Ministry  project
over another.

Services to Ministrics not clearly defined

IT suppliers.

| [Tevepliers:

Adapted from » Infor

Country Repor

mation Technol

or understood. Most see€ it as being
responsible  for data storage and
procurement of computers

Difticulties in operating without
recognised  and agreed standards and
policies.

I—

ogy in Botswana:

¢ June 1994,p8 41
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Recurrent Expenditure - 1986-1995 (Figures in Pula Millions )

86/7

8879 | 89790 T 9071 9172 [ 9273 ;)3/4 ; 33/659 <
Total 469.5 [ 5393 [ 27T [ 9103 11307 1647.6 [ T98T.2 | 2364, 2
Ministry
timates 4 50
;ital 33746231 [ BIAT]T0692 11T 16737 200517 126339 (3|3st)
Ministry
authorised 5
GCB 034 |09 1.06 T3 333 331 3.38 7.05
estimate 3
] 095 23 29 738 3.08 6.5
al

Source : Adupted from Gov
Page 8
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Recurrent Expenditure - 1986-1995 ( Figures in Pula Millions )
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