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Report of the Comptroller and Auditor General 

Year 2000 Compliance Projects 

I have, in accordance with the provisions of Section 9 of the Comptroller and Auditor 
General (Amendment} Act, 1993, earned out a value for money exammation of Year 2000 
compliance projects in certain Government Departments and State Boches 

I hereby submit my report of the above examination for presentation to Dru! E1reann 
p11rsuant to Sect10n 11 of the said Act. 

John Purcell 
Comptroller and Auditor General 

11February1999 
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Summary 

Smee the nud 1990s, Government Departments and State Boches have spent s1gmf1cant 
resources m order to ensure that their busmess operat10ns will not be adversely affected by the 
Year 2000 problem. The pervasive nature of the problem m terms of the potential failure of 
key systems which depend on computer processors and the consequent chsrupt10n to the 
prov!Slon of public services has mcreased the urgency of ensurmg that all affected systems are 
rendered compliant before the critical date when the problem nught take effect. 

To have due regard to ach1evmg value for money, 1t was necessary that projects established to 
achieve Year 2000 compliance should be planned, managed and completed by reference to 
established best practice In an ideal situation, suff1c1ent time should be available to maXJnuse 
value by takmg the opportumty to add funct10nality to systems m the course of Year 2000 
compliance work This exannnat10n considered how four Government Departments and two 
State Agencies have orgamsed and managed Year 2000 compliance work. It also looked at how 
three Departments are momtormg the efforts of bodies under their aegis to achieve 
compliance The key questions considered by the exanunation were 

• 	 whether the planning and management of Year 2000 compliance projects conformed to 

best practice 

• 	 whether compliance strategies have been implemented m the most efficient and cost 

effective way 

• 	 whether, based on the analysis earned out w1thm the exanunat10n, systems are likely to 
achieve compliance on time. 

Ernst & Young (Ireland) conducted the exanunatlon m assoc1at1on with a liaison team from 
the Office of the Comptroller and Auditor General 

Planning and Management 

In March 1997, the Centre for Management Organisation and Development (CMOD) 1Ssued 
an advice note establishmg best practice for the plannmg of Year 2000 compliance projects 
Departments were requested to subnut project plans by the nuddle of 1997 which would aim 
to achieve compliance by the end of 1998 Departments with bodies under their aegis were 
requested to collect mformatlon on the steps being taken to ensure that they would achieve 
Year 2000 compliance on time The Government established an Interdepartmental 
Momtormg Comnuttee to oversee Year 2000 compliance work and to report on progress on 
a regular baSJS to Government While the arrangements for central momtonng were effective, 
the advice note should have given greater emphasis to the need for sen10r management 
support for Year 2000 work It would also have been preferable for the advice note to be 
released up to one year earlier to allow for proper consideration of the opportunmes to 
max1nuse value for money by buildmg m improvements to the funcuonahty of systems 
covered by Year 2000 compliance projects. 



Solving the Year 2000 problem 

Although Departments generally took acuon on foot of the CMOD advice note, there were 
several areas m plannmg where best practices were not fully observed The project boards set 
up to oversee Year 2000 compliance work have not had sufficient authority to ensure that the 
projects were adequately resourced The quality of investment analysis (i e considerat10n of 
the costs and benefits of projects) has been luruted as statements of the costs and benefits of 
alternauve solutions were not prepared by any of the orgamsatlons exanuned. Although a nsk 
management approach has been applied, insufficient attent10n was given to contingency 
planning at the project planning stage Delays m obtainmg resources in the Department of 
Agnculture and Food have led to an important project startmg later than had been ongmally 
expected In the Office of the Revenue Commissioners, the project managers accepted 
requests for changes in the functionality of programs without a proper assessment of the 
impact these would have on the costs and benefits of the project or on the proiect ume 
schedule and nsk profile 

Some bodies under the aegis of the Departments of Health and Children and the Department 
of Educat10n and Science have been slow to respond to requests for information by their 
sponsoring Departments. The Government has issued mstrucuons to improve the frequency 
of reporting of progress by bodies under the aegis of Departments 

Project Execution and Costs 

There are four broad approaches to solvmg the Year 2000 problem Systems may either be 
converted by recodmg the date or be replaced by new systems which are already Year 2000 
compliant The convers10n or replacement may be done mternally by the orgamsations 
themselves or externally by vendors or consultants. The solut10n strategies adopted by the 
orgamsat10ns covered by the exanunatlon vaned according to the nature and extent of the 
problem and the availability of resources. In all cases, 1t was found that the solution strategies 
adopted were appropnate m the circumstances 

The orgamsauons generally started Year 2000 compliance projects in the course of 1997 In 
Fmance and Agnculture work on two key projects planned for replacement was delayed until 
1998 due to a shortage of skilled staff. In Agnculture it has been decided to make the existmg 
system compliant at a cost of £815,000. In Fmance there was a need for greater external 
consultancy than ongmally planned All the projects exanuned were proceeding according to 
plan 

While the cost of Year 2000 project work is controlled at project level, the full cost of all Year 
2000 work has not been established There is no centralised system to comprehensively and 
systematlcally momtor full costs, includmg opportumty costs, and which would provide a 
method for assessmg the overall fmancial implicatlons including the extent to which value for 
money has been achieved In mid 1997, Departments sub nutted a forecast of the additional 
costs they expected to incur to achieve Year 2000 compliance. Work already funded from 
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Summary 

ex1stmg mformat10n technology budgets and the opportumty costs caused by the need to 
divert staff from other valuable work were not mcluded m the forecast. A contmgency fund 
of some £40 rmlhon was established at the end of 1998 and much of this 1s expected to be used 
m the health sector. 

Achieving Compliance 

Durmg the exarmnatlon 1t was clear that none of the projects exarmned would meet the 
ongmally suggested target m the CMOD guidelmes of ach1evmg compliance by the end of 
1998 While effective management of all project nsks will have a critical impact of whether 
the projects are completed successfully, the likely achievement of Year 2000 compliance will 
largely depend on the results of testmg None of the orgamsat10ns have completed their 
test;ng Usmg best practice advice, the Department of Social, Comrnumty and Farmly Affairs 
ongmally estimated that testmg for its projects would require 18 man years of effort. This has 
smce been revised to 44 man years. The Office of the Revenue Comrmss10ners have a 
s1gmfrcant exposure to testmg nsk In other orgamsat1ons where work has been outsourced, 
there 1s a dependence on vendors The posttion of bodies under the aegis of Departments 1s 
less clear and for some Departments the momtormg arrangements and reportmg to 
Government have been mcreased 

The organ1sat10ns examined have not paid suff1c1ent attent10n to contmgency plannmg m the 
event that either problems emerge m testmg or the projects are not successfully completed on 
time The Department of Social, Commumty and Farmly Affairs 1s plannmg to produce a 
busmess contmu1ty plan by the end of March 1999 while Fmance have stated that an ex1stmg 
key system can be made compliant should development of the new system be delayed The 
other orgamsat10ns are now begmnmg to pay more attention to this issue Although, there 
1s opurmsm that the work will be completed m time, tt would be prudent to review and update 
plans for the contmuance of critical pubhc services m the event that full Year 2000 compliance 
1s not achieved 

The experience gamed from the plannmg, execut10n and momtormg of Year 2000 compliance 
projects has lughhghted three areas m mformauon systems project management where value 
for money 1s at nsk The mvolvement of semor executives m project plannmg and their 
ab1hty to secure adequate resources for projects 1s critical for successful project management. 
The pressure caused by a shortage of key mformatlon technology analysts and programmers 
has highlighted some mflex1b1lity m recruitment and staff retent10n procedures and an 
mab1lity to respond quickly to sudden externally imposed threats The lack of a 
comprehensive mvestment analysis to underpm the solution strategies adopted by the 
organisations makes 1t difficult for them to demonstrate that they have max1rmsed value for 
money m the conduct of Year 2000 compliance projects 
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1 	 Introduction 

Background to the Year 2000 Problem 

1.1 	 Many computer hardware devices and software apphcat10ns have been designed usmg 
a long established date convention which uses two numencal d1g1ts to 1dent1fy the 
year, for example representmg 1998 as 98 In certam cases, there is no mechamsm m 
place to distinguish the year 2000 (which would be represented by 00) from the year 
1900 If the century date change has not been properly catered for, then computer 
software and hardware components which use the two d1g1t year convent10n could 

produce faulty results or even stop funct1onmg entirely 

1 2 	 While resolvmg each individual incidence of the problem is technically a straight 
forward task, a very large number of components and Imes of computer code must be 
checked and many of these may need to be changed As a result, the mvestigat10n of 
the extent of the Year 2000 problem and the orgamsatlon of resources to put it nght 
has become a maJor logistical challenge 

Unique Aspects ofthe Year 2000 Problem 

1 3 	 The Year 2000 problem has a number of factors which make it umque ainong busmess 
and mformat10n technology problems These features mclude 

• A fixed deadlme which allows only a hrmted penod m which to solve the problem 

• Every orgamsatlon trymg to address the same problem at the same time 
• The whole of an organisat10n's busmess may be affected mcludtng 

• Information technology systems 
• Plant and equipment (e g computer controlled eqmpment) 
• Busmess partners (e g electromc data mterchange) 
• Suppliers (e.g providers of materials have the same problem) 

1 4 	 The extent of exposure to the Year 2000 problem ranges from software apphcat10ns, 
active and archived databases, operatmg systems and commumcat1ons software for 
personal computers and mamfraines to nucroprocessors m eqmpment such as medical 
devices, secunty systems, hfts, and office eqmpment. Pubhc Sector orgamsat10ns are 
heavily reliant on computmg for busmess purposes and as a result the Year 2000 
problem presents sigmficant potential nsks to the ongomg prov1S1on of pubhc services 
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Solving the Year 2000 Problem 

Response ofthe Government and the Civil Service 

1.5 	 Information Technology practmoners m certam Government Departments, which 
use large mainframe based systems, began considerat10n of the Year 2000 problem m 
1995 In September 1996, the Department of Finance lSSued an advice note with 
examples of paragraphs which could be mserted m procurement contracts to confirm 
that eqmpment and software being acquired was Year 2000 compliant. The followmg 
month, a Year 2000 special mterest group was established on a ClVll Service wide basis 
to identify and address common technical issues. 

1 6 	 In March 1997, the Department of Fmance issued to all Government Departments and 
Offices a Year 2000 and Euro Changeover Planning Advice Note which gave detailed 
advice on the drawmg up a Year 2000 compliance plan and on initiating a Year 2000 
compliance project In September 1997, the Government established an 
Interdepartmental Year 2000 Monitormg Committee to oversee Year 2000 compliance 
acuvmes and on foot of the Committee's reports have issued a range of mstrucuons 
throughout 1998 to Departments and Offices to give added impetus and urgency to 

tacklmg the problem 

Best Practice Principles 	 Figure 1.1 Year 2000 
compliance processes 

1.7 	 The world wide scale of the problem has given nse to a 
general agreement among professionals on a basic set of 
'best practice' prmciples and processes through which the 
extent of the problem withm organisations should be 
assessed and resolved. To ensure efficiency and 
effectiveness, compliance processes must be properly 
structured, planned, managed, monitored, and completed. 
For the purposes of this exanunat10n, six broad areas were 
identified as havmg the most impact on the conduct of 
projects (See Figure 1 1) The assessment of project 
planning and management is based on these six areas 

Value for Money Context of the Year 2000 

Problem 


1 8 	 An assessment of the value for money implications of the 
Year 2000 strategies of public sector bodies would reqmre 
specific considerat10n of the economy, effmency and 
effectiveness of the strategies adopted There are many 
ways m which certam solut10n strategies for Year 2000 
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Introduction 

compliance may imphcitly present value for money challenges to a project as a whole. 
For example, a strategy with the greatest probability of achievmg effectiveness may 
be the highest cost solution and the most mefficient. Likewise, the most efficient 
solution strategy may have the most risks and may not be effective. Accordingly, the 
pursuit of value for money usually requires some trade-off between the effectiveness 
of the strategy and the economy and efficiency of execution. However, it is 
imperative that Year 2000 comphance projects should be concluded effectively because 
compliance must be achieved by a specific date. 

Objectives and Scope of the Examination 

1 9 	 The exammation was concerned with the value for money aspects of the planning and 
management of Year 2000 compliance proiects in certain Departments and State 
Bodies'. A number of key systems covered by the comphance proiects were identified 
and reviewed to assess the progress achieved to date. The organisations and proiects 
covered by the exammation are summarised m Figure 1.2. Further details of the Year 
2000 compliance proiects covered by the exanunation are set out in the Appendix 

110 	 The PMG proiect is included m the scope of the exanunation as it is replacmg the 
existmg system which is not Year 2000 compliant. The project was planned prior to 

In the 	 report, the Departments and State Bodies are collectively referred to as the 
"organisations" 
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Solving the Year 2000 Problem 

the commencement of formal Year 2000 compliance plannmg m 1997 and is therefore 
not regarded by the Department of Fmance as a Year 2000 compliance project. 

1 11 	 Three other Departments were exammed to assess the steps they are takmg to ensure 

that the bodies under their aegis are addressmg the Year 2000 problem. These are as 

follows 

Department of Education and 

Science 


Department of Health and Children 

Department of Public Enterprise 

Principal Bodies under Aegis 

90 bodies 1nclud1ng Vocational Education 
Committees, Colleges of Education, 
Institutes of Technology and Education 
Centres. (Umvers1t1es are,excfu'ded as they 
are monitored by~ the Higher Education 
Authority) 

Health Boards, ,Large Voluntary Hospitals, 

Commercial State Sponsored Bodies 

1 12 	 The exammation was parncularly concerned with whether an organisation's approach 

to compliance 1s likely to be successful, whether the policy and project planmng took 

account of cntena to achieve value for money, whether project management systems 
were structured for the effective delivery of projects and whether project execut10n 

1s eff1c1ent 

1 13 	 Usmg the best praet1ce framework, the followmg questions were specifically 

considered 

• 	 whether the plannmg and management of projects conformed to best practice 

• 	 whether compliance strategies have been managed and implemented m the most 

efficient and cost effective way 

• 	 whether, based on the analysis earned out withm the exanunation, systems are 

likely to achieve compliance on time. 

1 14 	 The scope of the exanunation did not include 

• 	 cerufication that the IT systems considered would be Year 2000 compliant or a 
detailed techmcal assessment of specific compliance solutions 

• 	 the compliance of non-IT computer chip based devices (eg lifts) and the 

compliance of external busmess partners 

• 	 exanunat10n of mdividual Year 2000 projects of the bodies operatmg under the 

aegis of Departments assessed m the exanunation 
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Introduction 

Methodology and Approach 

1.15 	 A !muted tender was orgamsed to fmd a reputable orgamsat10n with the relevant 
techmcal expertise and a smtable methodology which spec1fically catered for the 
assessment of Year 2000 comphance work. As a result, Ernst & Young (Ireland} were 
appomted to conduct the exanunauon on behalf of the Office of the Comptroller and 
Auditor General A liaison team from the Office part1c1pated m the fieldwork and 
was mvolved m the development of issues for the report. 

116 	 The Ernst & Young Year 2000 Compliance Methodology was used m carrymg out 
this exanunauon. The prmc1pal steps mvolved were 

• 	 Initial contacts were made with the organisations covered by the exanunauon 
Year 2000 compliance projects were defmed by reference to the ongmal project 
plans, their current status and esnmates to complet10n. 

• 	 An m1tial quest10nnaire was developed for use by the organisations to provide 
basic mformauon on the Year 2000 projects covered by the exanunauon 

• 	 Individual interviews were held with the organisations to discuss the exammat1on 
scope and the quest10nna1re. 

• 	 A fmdings reference table was produced which provided a framework for makmg 
an assessment of the projects against industry recogmsed best practice m relation 

to Project Management and m relation to Year 2000 Methodologies. The table 
also 10corporated an assessment of the specific value for money cons1derat10ns to 
be addressed 10 the examination. 

• 	 Individual tables of f10d10gs 10 each orgamsat10n were produced deta1lmg 
exanunauon issues ansmg from the quest10nnaire responses, the outcome of the 
interviews and the analysts us10g the reference table Where required, 
clarif1cat1ons were sought and reflected in the tables. 

• 	 The orgamsat10ns were asked to review the m1t1al fmchngs and analysis through 
a review of the tables of findings 

• 	 The tables of fmchngs were used as a baSIS for draftmg the report 
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2 	 Planning and Management 

2 1 	 As the Year 2000 problem 1s common across all 
Government Departments and Offices, there are 
benefits m the provmon of strong central co­
ordmat1on and monitormg procedures Good co­

thl'! Projectordmat1on, plannmg and management 1s also essential :~:.·~·~·
withm organisat10ns at project level 

Execute the PrQJect 

22 	 This chapter first considers how, in terms of best Tpractice, central co-ordination and monitoring was 
Achieve Complianceimplemented across Government Departments and 

Offices. It then assesses the planning and management 
of the 	Year 2000 solution strategies followed in the Appty Leesona for 

the Future 
organisations from a value for money perspective. 

Central Co-ordination and Monitoring 

2 3 	 The Year 2000 problem presented the CIVIi Service with an except10nal range of issues 
which need to be t1ghtly managed and co-ordinated within a fixed time period (See 
Figure 2 1) These issues extend beyond the sphere of information technology 
development and maintenance and have important implications for the busmess 
operations of Departments It was important that central leadership, monitoring and 
advisory roles should be established from the outset. 

2 4 	 The central advisory role 1s discharged by the Centre for Management Organisat10n 
and Development (CMOD) which is part of the Department of Finance. CMOD 
promotes best practice in the planmng and execution of information systems projects 
throughout the CIVIi Service. It also aims to ensure that value for money 1s obtamed 
from the resources spent on informat10n technology. However, mchv1dual 

Departments retam respons1b1lity for the plannmg and management of their own IT 
including Year 2000 compliance projects. On the advice of CMOD, the Government 
established an Interdepartmental Monitoring Comrmttee to review regular 
mformatlon on progress towards compliance and to make recommendat10ns to 
Government, as appropriate CMOD acts as the techmcal secretariat for the 
Comrmttee In response to the reports of the Comrmttee, the Government has been 
1ssmng instruct10ns directly to Departments for the purposes of ensuring the 
achievement of compliance 

2 5 	 In March 1997, the Department of Finance (Fmance) issued a circular to Departments 
and Offices concermng IT systems and the Year 2000 This circular advised 

Departments and Offices to verify the Year 2000 compliance status of their IT 
infrastructures and systems and to draw up plans for the rmgratlon of non-compliant 
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Planning and Management 

Figure 2.1 Issues arising from the Year 2000 problem 
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systems to Year 2000 compliance Departments were also requested to estimate the 
time and resources reqwred and to subrmt their plans to Fmance by 1 July 1997 

2 6 	 The primary purpose of the circular was to obtam an overall view of the state of 
plannmg for addressmg the Year 2000 problem and of the likely addmonal costs 
which rmght anse across Departments and Offices The circular also sought to 
establish goals for ach1evmg Year 2000 compliance and to put m place a policy 
framework withm which Departments could orgamse Year 2000 compliance projects 
The objective was to ensure that all Civil Service mfrastructures and systems would 
be compliant by 1January1999 (or earlier for those systems which process post 1999 
date-based mformatlon before 1 January 2000) and to ensure the ability of the Civil 
Service to contmue providmg public services 

2 7 	 A detailed and comprehensive advice note on how to deterrmne Year 2000 compliance 
of mfrastructures and systems and on how to draw up a Year 2000 compliance plan 
was issued by CMOD at the same time as the circular CMOD have pomted out that 
the advice note was part of a senes of gwdance notes issued m recent years which 
establish best practice for the planmng, management and implementatlon of 
mformatlon systems m the civil service. In preparmg the Year 2000 advice note 1t was 
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Solving the Year 2000 Problem 

assumed that Departments would already have had due regard to best practice 
gmdance contained m earlier gmdance notes. While the Year 2000 advice note 
generally reflected best practice for orgamsmg Year 2000 compliance projects at the 
time, It could have given greater emphasis to the need for semor management m 
Departments to ensure that suff1c1ent pnor1ty was given to ach1evmg Year 2000 
compliance 

Key Point: Need for further advice notes 
2 8 	 The knowledge and experience, available mternatlonally, of 1mplementmg Year 2000 

compliance projects has developed considerably smce March 1997 and topical 
mformat10n has been c:hssemmated electromcally by CMOD through the IT managers 
network. However, no further formal advice notes have been issued to Departments. 
As Year 2000 projects move mto their most complex and cntical stages of mtegrated 
testmg, CMOD should consider whether it would be appropnate to issue further 
updatmg advice notes m line with the development of Year 2000 compliance practice, 
especially m the areas of testmg, nsk management and contmgency plannmg. 

Key Point: Opportunity lost to secure value for money 
2 9 The reqmrement to rework systems to achieve Year 2000 compliance provided a 

s1gmficant opportumty for Departments to improve the operatmg eff1c1ency of their 
systems by mcorporatmg an analysis of busmess processes mto the planmng of Year 
2000 projects and by adoptmg solution strategies which would, at the same time, 
achieve Year 2000 compliance and improve busmess processes While the steps 
undertaken by the Department of Fmance and CMOD m 1997 were very effective m 
promotmg action on Year 2000 compliance, the advice note should have been issued 
m 1996, or earlier, to allow suff1c1ent time to properly consider adding value to the 
functionality of the systems In some cases, the tumng of the release of the advKe 
note did not allow suff1C1ent time for an orderly consideration of how to maxaruse 
the value obtamed from the compliance projects 

The Monitoring Committee 

2 10 	 The Interdepartmental Year 2000 Monitormg Comnuttee, which mcludes pnvate 
sector part1c1pat1on, was established m September 1997 to momtor the achievement 
of Year 2000 compliance throughout the CIVll Service and to keep the Government 
mformed of progress. The Conuruttee reports every two months to the Government 
on progress w1thm each Department and highlights JSsues of concern The 
Monnonng Comnuttee's reports have s1gmficantly mcreased awareness of the Year 
2000 problem and the urgency with which 1t needs to be treated On the basis of their 
reports, the Government has issued a number of mstructlons on such matters as the 
mvolvement of sen10r management m the process, the establishment of mult1­
d1sc1plmed momtonng comnuttees, the need to ensure that staff are available and the 
need to address other staffmg d1ff1cult1es 
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Planning andManagement 

Planning and Management of Year 2000 projects 

Basis for Assessment ofPro;ects 

2 11 	 The efficient plannmg and execution of Year 2000 compliance projects was essential 
to ensure their effectiveness. The basis for the assessment of efficiency was to look 
for mdtcators of the use of best practice m mformat10n technology project 
management as applied to the Year 2000 problem. The framework used to consider 
project management efflClency is summarised m Figure 2 2 Figure 2 3 illustrates the 
performance of each of the orgamsations reviewed m each area of project plannmg 
and management. 

Figure 2.2 Efficiency m Year 2000 projects 

Me8surem~nt b~as&s Spe~iflc performance measures 
;. " j 

An eff1ci.int year 2000 ' Exeauti\.re rnvoJvem;ent rn ' • Frequency of formal 
~ proJecL ach1e~es Year Pro1ect'Marfagemei\t decisions reporting 
, 2000 :compliance with ,j Proi~ct:Manag~ment structures • Variance rn mandays to 
m1nnrlum effort 0 ~ L 6 

achieve proiect milestones• 	 Use of a formal projecj , 
management methodology • Existence of 

• Assessmen( of,costs ll:nd - investment analysis 
' benefits of projects , - contingency plan" ' 
, • f ak1ng pppo'rtup1t1es to - scope management

enhance the'functronaJi!y of proceljures
~ystems , ' 

• 	 Number of change 
requests resolved 

• 	 Number of issues resolved 

Executive Involvement and Pro;ect Management 

2 12 	 An essential factor for the successful outcome of a project is that semor management 
should be mvolved m key declSlons affectmg the direction of the project, ensunng that 
adequate resources are made available at the appropnate time, resolvmg issues 
affectmg the scope and ensunng that projects are managed A sen10r official should 
have the power to allocate to the project all of the fmancial and staff resources 
required to execute the project accordmg to plan In Government Departments this 
power is constramed by a lack of delegated budgetary authority and by Civil Service 
recruitment procedures These !mutations of authority have greater impact m smaller 
Departments as they have !muted overall levels of resources The constramts do not 
exist to the same extent m the two Agencies exammed, where executives managmg 
projects have greater authority and flexibility to obtam the necessary resources 
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Solving the Year 2000 Problem 

Figure 2.3 Evaluation of planning and management of Year 2000 proiects 
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Source 	 Analysis on behalf of Office of the Comptroller and Auditor General 

2 13 	 In the Departments exarruned, the Management Advisory Comrruttees continued to 
control the pnontisation of all systems development and mamtenance activity and the 
allocation of resources As a result, the functioning of project boards specifically set 
up to oversee Year 2000 work was lirruted to co-ordination of Year 2000 compliance. 
In these c1rcumstances it was essential that there should be close co-operat10n between 
the Project Boards and the Management Comrruttees. While this was achieved in the 
larger organisations some delays arose m other organisat10ns caused by deliberations 
over the staffing and pnontisation of Year 2000 work. Where it was planned to fund 
Year 2000 compliance projects from existing resources, the required change in the 

pnormsation of work in favour of Year 2000 compliance did not always prevail. The 
reports of the Monitonng Comrruttee have helped to address this deficiency by giving 
a greater focus at the most senior levels to the need for Year 2000 compliance. 

Investment, Risk and Contingency Planning 

2 14 	 The ch01ce of strategy on which any information technology project is based should 
be supported by an investment analysis detailing the costs and benefits of the 
alternative strategies and conf1rmmg that the approach adopted will produce the most 
benefits over time A nsk analysis which outlines factors which could prevent a 
successful completion of the project and the proposed means of containing the risk 
factors should also be mcluded together with a contingency plan to cater for the 
poss1b1hty that the project will fail to achieve its objecnves 
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2.15 	 Although covered m the advice note, best practice was not followed m respect of the 
reqmrement for mvestment analysis of alternative solutions as part of Year 2000 
compliance plannmg m any of the orgamsat10ns under review There were several 
reasons for this 

• 	 dependmg on the nature of the system and the time available, there was usually 
one primary opt10n for compliance 

• 	 due to the umque nature of Year 2000 projects, there was msuff1c1ent time to 
adequately evaluate the techmcal and econormc merits of potential alternative 
solut10ns 

• 	 reliable mformation from vendors about the Year 2000 compliance of their 
products was not always available 

• 	 for some systems there were no precedents on which to base cost estimates. 

2 16 	 In general, a solut10n based on the primary option was developed without exploring 
alternatives on the basis that these would have reqmred extensive research which 
would not necessarily have shown them to be more advantageous The 
appropriateness of the solution strategies applied is considered m Chapter 3 

2.17 	 The advice note recommended that user sections should review and update their 
busmess contmmty plans to mm1rmse exposure due to the potential failure of systems 
at Year 2000 For the orgamsations exarmned, there was no evidence that this had 
been done at the planning stage and several organisations mdtcated that their focus was 
on ach1evmg compliance as soon as possible rather than dtvertmg resources to draw 
up contingency plans at such an early stage To this extent, the orgamsauons 
exammed did not adhere to best practice Contmgency plannmg 1s becormng a 
s1gmf1cant issue m Year 2000 compliance plannmg because, as the time available to 
complete projects dtrmmshes, there may not be suff1c1ent ume to pursue alternauve 
solutions m the event of project failure 

2 18 	 CMOD have stated that, given the range and extent of Year 2000 compliance work 

• 	 early attention to rev1ewmg and updatmg busmess contmu1ty plans would have 
been demandmg and m the majority of cases unnecessary 

• 	 confidence that considerable progress would be made has been Justified, reducmg 
greatly the extent of rev1smg busmess contmmty arrangements 

• 	 there is no evidence to suggest that there may not be suff1c1ent ume to pursue 
alternative solut10ns m the event of pro1ect failure. 

The importance of contmgency plannmg is discussed further m Chapter 4 
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Resource planning 

2 19 	 In the case of the very large projects Ill the Department of Social, Commumty and 
Family Affairs (DSCFA) and the Office of the Revenue Comrmssioners (Revenue), 
all Year 2000 work was planned and undertaken by a team with detailed knowledge 
of the systems and their calculat10ns of resource needs were based on guidelmes 
provided by GartnerGroup1 and on sampling programs. The projections were 
accurate enough to provide a proper basis for plannmg Year 2000 compliance proiects. 
The proiects m the other orgamsat10ns exarmned were on a smaller scale which has 
enabled resource project10ns to be reasonably estimated 

2 20 	 It was established at an early stage that DSCF A and the Central Bank did not have 
sufficient m-house manpower for Year 2000 work As a result of their detailed 
manpower plannmg of Year 2000 projects, these orgamsauons mcreased their 
resources and bmlt m a contmgency allowance to the project plan to obtain external 
assistance, if reqmred. The other orgamsations planned their Year 2000 proiects on 
the basts of usmg resources already available for existmg systems mamtenance work. 

Key Point: 	 Delays in obtaining the necessary resources have increased 
costs and project risks 

2 21 	 The Year 2000 compliance plans drafted m the Department of Agriculture and Food 
(Agnculture) and m the Department of Fmance (Fmance) pomted to shortages of IT 
staff While mformat10n systems managers m these Departments clearly articulated 
the 1mplicat10ns of the lack of manpower, their requests were not acted upon m 
suff1c1ent time with the result that important proiects fell behmd schedule. 

2 22 	 Agnculture had planned to mtroduce a new Cattle Disease Testmg computer system 
to meet the up-to-date needs of its disease eradication and vetermary control sectors. 
This system would take two to three years to put m place and would mclude Year 
2000 compliance m its functionality. However, smce by January 1998 the new project 
had not commenced, 1t was decided, as a contmgency measure, to make the existmg 
system Year 2000 compliant at a cost of some £815,000. 

2 23 	 In Fmance, the plannmg and design work for an upgrade to the PMG system, which 
would mclude Year 2000 compliance, was delayed due to a loss of skilled staff. The 
delay has necessitated a t1ghter project schedule which reduces the time available for 
alternative act10n m the event of project slippage However, the Department 1s 
satisfied that the ex1stmg system can be made compliant should It be necessary to do 

A worldwide business and 1nformat1on technology consultancy firm Their pro;ect cost guidelines are 
based on the number ofLines ofcode to be checked and are suitablefor use tn Year 2000 compliance pro;ects 
for mainframe based systems such as those in DSCFA and Revenue 
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so. The delay also led to the need for more external consultancy resources than had 
been ongmally envisaged. 

Use ofFormal Methodologies 

2 24 The purpose of a formal methodology is to document procedures under which a 
project is conducted so that they may be communicated to and understood by all of 
the parties mvolved. This should mclude procedures to manage the identification, 
mvestigation and disposal of significant issues which anse durmg the project and to 
streamlme the considerat10n of any proposal to change the project scope. 

2 25 It is particularly important that any proposals for change in the scope of a project 
should be evaluated m terms of the incremental costs and benefits of the change and 
the impact of the proposed change on the risks for the successful completion of the 
project. The best method of achievmg this is to mamtain issue and change 
management logs for the duration of the project and to have formal change 
management procedures to evaluate and approve a request for change. This structured 
approach ensures that change requests are presented, evaluated and disposed of 
consistently. 

2.26 Government Departments generally use a project management methodology called 
PRINCE which has been recommended by the Department of Finance. The 
PRINCE methodology is a standard and comprehensive project management 
methodology for mformation systems development projects For Year 2000 projects, 
comphance gmdelmes such as the CMOD Advice Note were necessary to supplement 
the PRINCE methodology to ensure a comprehensive approach to projects. Reliance 
was also placed on the experience of the project managers to custorruse the 
methodology to suit the circumstances of each project. 

2.27 Of the organisat10ns exarruned, DSCFA and NTMA are usmg formal documented 
project management methodologies. Revenue, Agriculture and Finance use 
adaptations of PRINCE m the form of cut down templates and guidelines as they 
regard the full PRINCE methodology as being too cumbersome for Year 2000 
projects and smaller application development projects. The Central Bank adopts a 
sirrular approach based on a different methodology. 

2.28 Stnct change management procedures are particularly important to ensure that Year 
2000 compliance continues to receive top priority m the execution of projects. 
DSCF A developed issue logs and change planning procedures which have been 
consistently applied. In the case of the PMG development project, formal issue and 
change request arrangements are m place. The remainmg organisations recorded 
project issues and change requests in a less structured way, principally through 
rrunutes of meetings. 
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Key Point: 	 Changes In expected outputs increase the risk of not 
completing projects on time 

2 29 	 In Revenue, at the request of lme managers, mdividual project managers added extra 
features to some programs durmg conversion without a proper assessment of their 
impact on the resource requirements, time schedule and nsk profile of the projects. 
The changes m scope have only been considered m the context of their expected 
impact on the applications affected and were not assessed m terms of the costs and 
benefits to the project as a whole. 

Bodies under the Aegis of Departments 

2 30 	 The role of Departments m monitoring progress m compliance of bodies under their 
aegis can vary, depending on the statutory and funding arrangements mvolved. The 
role of the Department of Public Enterprise is to monitor compliance m terms of 
broad policy It is not responsible for the provision of resources to achieve 
compliance as the bodies concerned are mainly commercial state bodies. The 
Department of Educat10n and Science (Education) and the Department of Health and 
Children (Health) directly fund, through their Votes, the bodies under their aegis and 
are more actively mvolved m ensuring that the bodies withm their rermt are achievmg 
Year 2000 compliance. Because their responsibility is lirmted to fmancmg and broad 
policy matters, m the event of difficulties by these bodies m achieving compliance as 
the Year 2000 deadlme approaches, the Departments may lack the necessary authority 
and resources to pursue other avenues. 

Key Point: 	 Timely information was not being received regarding 
progress towards compliance from bodies under the aegis 
of Departments 

2 31 	 The three Departments exarmned have requested regular progress reports from the 
bodies under their aegis. The exanunation found that while bodies under the aegis of 
Public Enterprise responded promptly, many of the bodies under the aegis of Health 
and Educat10n were slow to respond This affected the ability of these two 
Departments to monitor progress towards compliance 

2 32 	 In Apnl 1998 both Education and Health issued questionnaires to bodies under their 
aegis to establish their state of readiness for the Year 2000. To further improve the 
supply of mformation on Year 2000 compliance activity, bodies under the aegis of 
both Departments have been required smce September 1998 to make regular two 
monthly or one monthly returns. Table 2.1 shows the number of bodies which had 
responded by July 1998 to the mmal questionnaires and the number of bodies which 
had made at least one response by December 1998. While the response rate was poor 
up to July 1998, there had been a significant improvement m the case of both 
Departments by December 1998, apart from some of the smaller mstitutions which 
have been slow to subrmt returns 

14 



Planning and Management 

Table 2.1 Level of returns from the bodies under the aegis of Education and Health 

Department Number of 
Bodies 

Number of Bodies 
Responding 

July 1998 Dec 1998 

Education 

Vocational Education Committees 33 14 33 

Colleges of Art & Design and Institutes of 
Technology 

13 10 13 

Colleges of Education and of Home 
Econom1cs 

6 4 6 

Education Centres 29 12 25 

other Bodies 9 5 9 

Total 
' 

9d 45 86 

Health 

Health Boards 8 5 8 

Large Voluntary Hospitals 14 10 14 

Other Bodies 49 18 19 

l'otal'. . ' ' ' 
' ' 

' ' ' 
J 

' ' 
?'.1. 33 41 

' 

Source Department of Education and Science and the Department of Health and Children 

2.33 	 Withm the Departments, contmgency plans have not yet been developed to cater for 
project failure as the power, procedures and availability of resources to mtervene are 
unclear. The Government has set up a contmgency fund of £40 million, most of 
which is expected to be used to fund non-IT Year 2000 costs which cannot be funded 
from normal capital and revenue. 

2.34 	 The Departments concerned have taken a number of steps to mcrease awareness m 
the bodies operatmg under their aegis. These have mcluded the circulauon of 
compliance guidelines, the holding of semmars and the establishment of workmg 
groups. 

2.35 	 Education have obtamed external support to assist their own Year 2000 momtonng 
team m survey work concerning bodies under their aegis Health also sought but 
were unable to identify sausfactory external support. Instead Health mitially assigned 
responsibility for co-ordinauon work to one departmental official, later mcreasmg this 
to two officials on a fullume basis as well as one person seconded from a major 
hospital to deal with compliance withm the health services 

2.36 	 In July 1998 the Government decided that each Department with bodies operatmg 
under its aegis should 

• 	 establish a multi-chsciplmed Year 2000 momtonng comnuttee, chaired by an 
Assistant Secretary to ensure the achievement of Year 2000 compliance m the 
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bodies and to report on progress to the Department's management team and to 
the Mmister every two months 

• 	 ensure that meetings are arranged with the Chief Executive Officers m these 
bodies to have them fully appnsed of the 1mphcauons of the issue and the 
important need to mvolve themselves personally in addressmg it. 

2 37 	 In addmon, five Departments (Pubhc Enterprise, Health, Educat10n, Environment 
& Local Government and Justice, Equality & Law Reform) were required to report 
to the Government every two months on the progress bemg made by the bodies 
under their aegis m achievmg Year 2000 comphance. All other Departments with 
pubhc bodies under their aegis should, at their dtscret10n, report to the Government 
on progress should the need anse. 
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3 	 Project Execution and Costs 

3.1 	 This chapter looks at economy and efficiency aspects of 
the execut10n of the Year 2000 compliance proiects. 
Eff1c1ency 1s considered m terms of the appropnateness of 
the solut10n strategies chosen and the timeliness of project 
execut10n. Economy 1s reviewed by reference to the 
mcremental cost mcurred on Year 2000 compliance 
proiects and the opportumty costs and benefits of 
undertakmg Year 2000 work. 

Appropriateness of Solution Strategies 

32 	 There are four broad strategies available to organisations 
for the convers10n of individual systems The 
circumstances m which each solution is the most cost 
effective are set out m Figure 3.1 The solut10n strategy 
applied to each Year 2000 compliance project covered by 
the exanunation is also shown. Figure 3 2 shows, for each 
organisat10n, the relative sigmftcance of the solut10n 
strategies adopted 

Assessment of Solutions Selected 

3 3 	 All of the organisations exanuned made an mventory of their software apphcat10ns, 
supportmg hardware and systems software, other automated act1v1t1es, and non-IT 
components Items identified as non-compliant were priontlsed and a senes of Year 
2000 compliance projects were proposed to ensure compliance. 

3 4 	 DSCFA decided that their systems could be made compliant by a focused convers10n 
of their large systems which reside on their mamframe computers. The option 
selected reflected good practice for large systems of this type The project was 
executed as planned 

3.5 	 In Revenue, all maier applications are bemg re-developed as part of the Consolidated 
Tax (Contax) project, a maier project mtegratmg all tax assessment and collection 
procedures Revenue 1dent1fted the systems which could be replaced m time by 
Contax and decided to convert the remammg applications usmg mternal resources 
This was the most suitable approach m these circumstances 

Establish Goals 

Develop Policy 
and Procedure 

Plan and Manage 
the Project 

( Achieve Compllanc8) 
mwmwwf maw• 

Apply Louono for 
the Future 
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Figure 3.1 Solution strategies selected for compliance proiects 

1. Internal Conversion: 

This strategy Is appropriate for very large self 

developed and maintained mainframe systems 
where bme Is not available to design, develop 
and test a replacement, or where the 
organlsaflonal Impacts are too risky to take 

this approach 


Approach used by 

DSCFA (all systems) 

Revenue (all systems excluding Contax 

appl1caflons) 

Finance (Umpay - reporting systems) 

Agriculture (Beef Export Refund, Headage) 

Central Bank (All except Swift) 


2 External Conversion 
Appropriate where the maintenance of in­
house skllls 1s not economically viable This 
approach introduces a significant external 
dependency 


Approach used by 

Agriculture (Cattle Disease Testing) 


3. Internal Replace 
Appropriate where the new systems provide additional 
functionality on modern technical architectures and the 
project can be completed on time Costs are of lasting 
benefit. 

Approach used by 

Revenue (Contax applications) 

NTMA 

Central Bank (Swift system) 


4. External Replace 
Appropriate where a major new system ls required or 
where the original system was developed externally 
This approach introduces a significant external 
dependency. 

Approach used by 
Agriculture (Flnanaal systems) 
Finance (FMS - upgrade) 
Finance (PMG) 

Source Analysis on behalf of Office of the Comptroller and Auditor Genera/ 

Figure 3.2 

DSCFA 

Revenue 

Agnculture 

Finance 

Central Bank 

NTMA 

Significance of solution strategies adopted 

Internal Conversion 

Internal Conversion Internal Replace 

Internal Conversion External Conversion and External 
Replace 

Internal Conversion External Replace 

Internal Conversion Internal Replace 

Internal Replace 

Source Analysis on behalf of Office of the Comptroller and Auditor General 
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3 6 	 As part of its ongomg information systems strategy Agriculture had proposed to 
replace its cattle disease testmg system and fmancial system with new systems which 
would better satisfy the current busmess reqwrements and which would be Year 2000 
compliant However, due to delays m the comrruss10nmg of the new systems, the 
Department decided, as a contingency measure, to make the existmg systems 
compliant. 

Key Point: The solution strategies selected were appropriate 
3 7 	 The nature and complexity of the systems covered by the exarrunat10n vary 

sigmficant!y. Each orgamsation applied the recommended approach of takmg an 
mventory of their systems, identifymg the exposure to the Year 2000 problem and 
selectmg a swtable approach to achieve compliance By reference to best practice the 
consultants engaged on the examinat10n have confirmed that, from a value for money 
perspective, the specific solution strategies adopted by the orgamsations were 
appropriate under the circumstances 

Timeliness of Execution 

3 8 	 Figure 3.3 shows the timeliness of Year 2000 activities m the orgamsations exarruned 
as compared with best practice and the CMOD guidelmes To provide sufficient time 
to secure added value from Year 2000 compliance pro1ects, large scale IT users with 
their own systems mamtenance capability, such as DSCFA and Revenue, should have 
developed solutions and obtamed fmance m the course of 1996. Smaller users who 
rely on frequent upgrades of vendor packages would not be required to start work at 
this early date. CMOD's Advice Note, which issued m March 1997, advised that all 
plans should aim for compliance by the end of 1998 (or earlier for systems which 
process forward dates) but it was apparent durmg the exarrunat10n that none of the 
orgamsations covered would meet the target. 

3 9 	 It is acknowledged that an earlier start to Year 2000 compliance plannmg would have 
been difficult as some vendors have been slow m providmg certification that their 
products are Year 2000 compliant and the tools and methods for solvmg the Year 2000 
problem were less developed prior to 1997. These factors may have made plannmg 
a more time consurrung process. Nevertheless, an earlier start would have provided 
more time to plan for and achieve added efficiency from the reworkmg of systems 
through busmess process analysis and rrught have av01ded the need to mvoke the 
contmgency arrangements m Agriculture 
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Figure 3 3 Timeliness of execution of Year 2000 proiects 
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Key 	 G) Initial planning and solution selection 

@ Earliest start date for proiects examined 

~ Planned compliance 

Note 	 a The figure does not include the PMG proiect as 1t 1s not considered by CMOD to be a 
Year 2000 compliance proiect 

Source 	 Analysis on behalf of Office of the Comptroller and Auditor General 

Key Point: The projects have generally proceeded according to plan 
3 10 	 So far, the projects exanuned have been executed in accordance with the project plans. 

Where time slippages have occurred they have been due to resource problems or 
amendments to scope rather than to time overruns m the execution of project tasks 
All of the orgamsat10ns concerned have stated that their projects are on schedule to 
meet planned complet10n targets 

Cost Effectiveness 

3 11 	 The relevant costs of Year 2000 compliance consist of the actual addmonal cost of 
projects which would not have been mcurred if the Year 2000 problem did not exist 
and the loss of value ansmg from the need to divert resources from other valuable 
work A framework for the cons1derat10n of cost economy issues 1s set out in Figure 
3 4. Government Departments and Offices or1gmally estimated that they would mcur 
additional costs totalling £12.8 million m achieving Year 2000 compliance m respect 
of IT systems and office equipment. The estimates do not mclude the cost of projects 
for new IT systems which were replacing older non-compliant systems and which 
were already provided form eX!stmg IT budgets. On this basis, the cost of developmg 
the new PMG system, which amounted to £1 nullion and for which planmng 
commenced m 1996, 1s excluded from Year 2000 compliance costs. 
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Figure 3.4 Economy in Year 2000 proiects 

Concept Measurement bases Specific performance 
measures 

An economic Year 2000 • Cost 1mphcat1ons of Year • Project costs 
project achieves systems 2000 solution strategies • Return on investment 
compliance at the lowest • Procurement of (relative to criteria) 
possible total expenditure resources (in-house • Cost of contingency plan 

versus contracting out) 

3 12 	 Table 3 1 shows the ongmal forecasted costs and current projected cost outturn for 
each of the orgamsations for Year 2000 projects which were not already being funded 

w1thm eX1stmg IT strategic plans. The amounts only reflect the additional direct costs 

mcurred on Year 2000 projects The projected outturn of additional direct Year 2000 

costs for the organ1sat1ons under exammauon 1s based on mformation provided by the 

organisations and does not mclude all eXlstmg resources diverted to Year 2000 projects 

or any opportumty costs. 

Table 3.1 Summary of cost projections 

Organisation Forecast 

£000 

Proiected 
outturn 

£000 

Comment 

Departments 
and Offices 

DSCFA 8,463 4,400 Lower than expected expenditure on staff and 
consultancy 

Revenue 700 1,200 Add1bonal IT equipment 

Finance 241 162 Excludes cost of PMG replacement system Cost 
of acqu1s1t1ons was less than expected 

Agriculture 1,570 1,680 Proiected outturn includes the CDT system which 
was not m the ong1nal forecast Other forecasted 
resources were not required 

State Bodies 

Central Bank 

NTMA 

621 

144 

621 

188 

No change m scope reported so far 

Contract assistance to expedite proiect 

Note The ong1nal forecast covers direct expenditure on Year 2000 work which was not already 
provided for 1n the Deparlmental IT plans The ong1nal forecast for all Government 
Departments and Offices was £12 8 mJ//Jon 

Source Analysis on behalf of Office of the Comptroller and Auditor General 
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3 13 	 The projected costs of the four Departments under review were presented to 
Government m September 1997 to obtam approval for additional fmanc1al 
requirements at that time The onginal cost estimate of the DSCF A provided for 
unfavourable scenarios m three areas the estimate of work effort, staff turnover due 
to demand for staff m the pnvate sector and the cost of contract support. To date 
these scenarios have not occurred to the extent ant1c1pated. Costs not onginally 
1dent1fied for makmg the cattle disease testmg system and the fmance system m 
Agriculture compliant were offset by other projected costs not bemg requ1red. 

Bodies under the Aegis of Departments 

Key Point: 	 Funding arrangements for Year 2000 projects In bodies 
under the aegis of Departments leaves little scope for 
adding value to the systems 

3 14 	 It 1s not poss1ble to assess the costs of Year 2000 compliance w1thm the bodies under 
the aegis of the Departments exammed as the required information 1s not collated by 
the parent Departments. Health have been provided with an adcht1onal IT capital 
prov1S1on of £10 nullion for Year 2000 work m the bodies under their aegis for 1998 

and 1999. Boches under the aegis of other Departments are expected to fund Year 
2000 compliance out of their own resources without addit10nal State funding. 
However, where adcht1onal fundmg 1s clearly warranted, parent Departments are 
supporting the efforts of bodies to secure addmonal resources. 

3 15 	 A drawback of this approach 1s that opportunities to give added value to existmg 
processes may not be incorporated into compliance plans where justified by an 
mvestment analysis This could result m loss of value for money m the longer term 
where, for example, replacement of a system nught be better than convers10n. 
Health have stated, for example, that due to difficulties m obtammg funding for 
compliance work, they adopted a policy of repair rather than replace wherever 
possible. They also recommended that bodies under their aegis should not prejudice 
the success of their Year 2000 programmes by trymg at the same time to provide 
addmonal enhancements or functionality. 

Opportunity Costs 

3 16 	 The d1vers10n of resources mto Year 2000 projects means that orgamsat1ons defer or 
forgo the benefits which would accrue from the implementation of the deferred 
projects No attempt has been made to estimate these opportunity costs m the 
md1v1dual Departments concerned. Accordingly, the analysis of the potential busmess 
impact (e g through cons1derat1on of pay-back criteria) which Year 2000 projects 
might have on the existmg workload of mformat1on systems departments for the 
development and mamtenance of systems fell short of best practice. In the absence 
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of this material it ts not possible for the orgamsattons to demonstrate that full value 
for money has been achieved. 

3 17 	 In the Departments exanuned, only Revenue were able to conduct compliance 
projects without a s1gmf1cant diversion of staff from other strategic developments. 
As the overall benefits of Contax were estimated at £74 million when this project 
began m 1989, Revenue should obtain a worthwhile payback in not delaymg the 

Contax project. 

3.18 	 DSCFA have contmued to mltlate and approve projects on the basts of the busmess 
cases subnutted to the Management Comnuttee but Year 2000 work has led to the 
displacement of some projects which were m the 1997-1999 mvestment plan, for 
example, the mtegrated long term schemes project which was delayed for eighteen 
months. As a result of Year 2000 work, 34 change requests to ex1stmg applications 
were also deferred. 

3 19 	 In Agriculture the Year 2000 problem remforced the need for adchtional permanent 
IT staff and mcreased the priority for replacmg the cattle disease testmg system The 
opportumty to add functionality to the new system was also recogmsed. Although 
the conversion of the existmg system will provide less added value than its 
replacement, the additional resources should, m the long term, advance the 
Department's ability to mtroduce effective and cost savmg systems to support ammal 
health and movement issues. However, an mvestment analysis has not been made 
available to support an opportumty cost calculation. 

Central Monitoring of Year 2000 Costs 

Key Point: 	 Overall costs of Year 2000 compliance are not being 
systematically and comprehensively monitored and the 
extent to which; efficiency and cost effectiveness are 
achieved cannot'be established 

3.20 	 The Interdepartmental Year 2000 Momtormg Comnuttee does not have a role m the 
momtoring of Year 2000 compliance costs. The fundmg and value for money aspects 
of ach1evmg compliance are regarded by CMOD as matters for management m 
mdiv1dual Departments and are dealt with m the mteracttons between the 
Departments and the Department of Fmance through the Esumates process and the 
IT Expenchture Control process However, no centralised system has been put m 
place which would enable the full costs of Year 2000 compliance to be validated and 
recorded m a comprehensive and systematic way m respect of Departments and 
across the wider Public Sector Such a system would provide for the momtoring of 
costs and the overall fmancial 1mphcat10ns of Year 2000 compliance mcludmg the 
extent to which eff1c1ency and cost effectiveness are bemg achieved 
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Achieving Compliance 

The effectiveness of Year 2000 compliance projects will be 
determmed by whether the work 1s completed m such a 
way that the potential problems from Year 2000 do not 
subsequently materialise. A considerable effort has been 
made to put project momtormg systems m place to ensure 
that the projects have a successful outcome This mcludes 
the establishment of the momtormg comnuttee which 
collects mformat1on from all Government Departments 
and Offices and wluch reports progress to the 
Government on a two monthly basis. 

The crmcal project nulestone for ach1evmg compliance 1s 
31 December 1998 which would leave suff1c1ent time for 
the testmg of systems throughout 1999 However, there 
are some systems where full compliance must be achieved 
before the end of 1998. For example, the OECD have 
reported that a survey of large firms m Australia m 

Develop Policy
and Pl'Qcedure 

Plan and Manage
the Project 

411if1M'lli'ri 

Apply lessons for 

the Future 

November 1997 revealed that almost one-third of respondents had already experienced 
Year 2000 problems and that the Government Sector there had the highest risk of late 
project completion 

The actual effeet1veness of the projects will not be known until after 1January 2000. 
A framework for considering effectiveness 1s set out m Figure 4 1. While the 

experience gamed from testmg the work done may give some mchcat10n as to whether 
the projects will be completed successfully, the bulk of testing work still remams to 

be done m 1999. This chapter takes all of the evidence which was collected durmg the 
exanunatlon, at the momtoring comnuttee level and at project level, and assembles a 
picture of the status of the projects as at September 1998. Based on the project status, 
an assessment of the risks to the timely completion of projects is made 

Figure 4 1 Determmmg Effectiveness m Year 2000 Projects 

Concept Measurement bases Specific performance measures 

An effective Year 2000 project • Timeliness of complet1on • Extent of errors detected 

ensures that the business of projects during testing 

operations which depend on the 
 • 	 Robustness of the • Sign off dates achieved for 
systems affected by the Year solutions employed completion of project phases
2000 problem continue to 

• 	 System availability after thefunction without Interruption 
critlcaldeadllne 

• 	 Extent of rework and 
maintenance after the cribcal 
deadline 
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Methods Applied to Monitor Progress 

4 4 	 Dunng the exanunation, data was collected on the time frames established for projects 
to meet planned milestones and on the performance to date of the orgamsations 
exammed in meetmg them The only quantitative measure of progress 1s the 
proportion of planned resources used which is computed by expressing actual resource 
mputs spent to date as a percentage of total planned resources. This measure ignores 
the outputs achieved and 1s not a reliable basis to assess the likelihood of timely project 
completion. Accordmgly, the Interdepartmental Momtormg Comnuttee refers to the 
achievement of project nulestones at task, module and program levels to deternune 
progress. The Comnuttee also uses other measures to assess progress such as the 
allocat10n of staff, the security and operation of contracts and the delivery and 
implementation of products and testmg cycles. 

4 5 	 Table 4 1 shows the status of projects at September 1998 and the potential nsks to 

completion times for each of the organisations examined. 

Table 4.1 	 Project status as at September 1998 

Body Proiected Planned On Target 
Completion 	 Resources 

Required 
(man years) 

' #. 
f 0 )fr' 

DSCFA Feb 1999' 118 Yes •i&AR 
tlt§f! 
r v +"" ,;y 

4 A'Revenue June 1999 109 Yes AR, TS0 
I , 	 fr , 4( ¢ f 

Finance June 1999 mixed Yes + ""vF#rR, fS : 
' \ % ;&/ "" ¥ 
>4 0 1t¢ S1 ¢ & 

AJJnculture June 1999 mixed Yes AhAR 'VF '"R &!I'S· 
Ii 4 'A• ., 41 ~ ' '* $1 1/4%' 

Central June 1999 3 Yes · ~1sk§ n9t closs!f1ed!l's~ , 
B~nk ! . : ;J11gJ1 ' ' 

f f + j « 

NTMA June 1999 2 	 Yes ' .A,P/i 
Note a 	 AR Adequate Resources TR Technical Risk 

VF Vendor Failure TS Testing Risk 
b February 1999 1s the expected completion date for the pro1ects examined 

Source Analysis on behalf of Office of the Comptroller and Auditor General 

4 6 	 All of the orgamsauons exanuned have clearly comrnumcated the1r mtent10n to ensure 
full Year 2000 compliance for the key systems exanuned and most have not reported 
sigmficant vanance from planned time frames. DSCF A plan to achieve compliance 
for the systems covered by the exanunauon by February 1999 The1r actual 
performance has so far achieved the planned time frames without sigmficant variance 
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The schedulmg of testmg for some applications was adjusted to take account of staff 
ava1lab1hty problems but this did not affect the overall schedule 

4 7 	 The Agriculture and Fmance projects are on schedule but have not demonstrated 
t1melmess. The primary reason for time frames bemg nussed was the shortage of 
skilled staff. The later start has mcreased project nsk and obliged these Departments 
to outsource more work than origmally planned on certain user apphcauons m order 
to remam on schedule 

Risk Assessment 

4.8 	 Risk assessment exanunes the nsks acknowledged by project management which apply 
to projects and the control which project managers establish to contam these nsks. 
There are two components to risk - nsk probability (the likelihood of the nsk arising) 
and risk impact (the potential impact on a project 1f the risk does arise). The 
organisations identified a broadly sinular range of risks but the degree of nsk applied 
to each project was different. Figure 4 .2 shows the position of Year 2000 projects at 
the end of September 1998 and the current exposure of the projects to risk 

Availability ofAdequate Staff Resources 

Key Point: 	 Civil Service projects have had problems In securing 
adequate staff resources 

4 9 	 All orgamsauons exanuned made It very clear that staff resource issues had serious 
potential impacts on their projects. Officials with ultimate project respons1b1lity m 
the Departments mdicated that they did not have adequate control of this nsk as their 
ability to manage staff resources 1s linuted by Civil Service structures and procedures. 
While there 1s some flexib1hty m the assignment of available staff there 1s a ceiling on 
staff numbers with the result that these officials did not have the power to obtam 
addmonal resources over and above agreed staff complements W1thm the current 
recruitment procedures 1t 1s difficult to replace staff who are leavmg with others who 
have eqmvalent skills 

4 10 	 While all of the orgamsauons exanuned considered the availability and retention of 
analysts and IT staff to be a high risk area, the impact was acute m Agriculture and to 
a lesser extent m Fmance. Typical reactions reported to resolve this risk were to rely 
on the Civil Service Comnuss1on's undertakmg to have technical panels m place and 
to convey to the Department of Fmance the necessity to introduce measures to stem 
the loss of staff. Early m 1998 an additional 30 IT posts were sanct10ned m 
Agriculture to deal with IT priormes mcluding Year 2000 compliance work. Durmg 
1997 and 1998 the reqmred recruitment panels were exhausted but have smce been 
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Figure 4 2 Risk status of proiect plans 

Date of Exam1nat1on ~ Year2000 ~ 

DSCFA 

Revenue 

Fmance 

Agnculture 

Central Bank 

NTMA 

1997 1998 1999 

[;> Other Risks 

Source 	 Analysis on behalf of Office of the Comptroller and Auditor General 

restored By contrast, the Central Bank and the NTMA are able to regrade IT staff 
and outsource or recruit freely to resolve this risk. 

4.11 	 The problem of IT staff losses and the non-availability in 1997 of the techmcal panels 
from which they could be recruited has been recogmsed as the greatest threat to 
ach1evmg Year 2000 compliance w1thm Government Departments. In order to 
address this problem, the Government decided, in July 1998, that the Civil Service 
Commtss10n and the Department of Fmance should work together to ensure that 
effective recruitment and selection systems are in place to provide for a constant and 
timely supply of smtable techmcal staff to enable Departments to keep staff on Year 
2000 compliance work. In December 1998 a number of retention measures were 
mtroduced, in consultat10n with the Ullions, to retain IT staff who would be otherwise 
lost on promotion to non-IT areas. One such measure is the payment of substantial 
loyalty bonuses in Apnl 2000. 

Vendor Failure 

4.12 	 The nsk of vendor failure applies where a project is outsourced and would occur 
where the vendor does not deliver the project withm agreed scope Frequently vendor 
failure is a result of nnsunderstandmg m the spec1f1cat1on of deliverables at the start 
of the project resultmg m disputes over non-performance as the deliverables are 
subjected to user testmg 
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4 13 	 Although good project management arrangements may be m place vendor nsk exists 

to some extent in all outsourced projects. Such nsk is high in respect of the PMG 

system m Fmance and the cattle disease testing system and fmancial system m 
Agriculture For example, the replacement of the Agriculture fmancial system was 

planned m 1996, for reasons other than Year 2000 comphance, and was outsourced to 

an mternationally established vendor usmg leadmg practice software. The project 

failed to complete user acceptance testmg in September 1998 and an alternative date 

for live runnmg has not yet been set As a result, the existing accounts system is bemg 

made compliant. 

Technical risk 

4 14 	 Techmcal difficulties occur where the Year 2000 compliance of components of the 

overall solution such as operatmg systems, hardware and database software, are not 

w1thm the control of the orgamsat1on. These components become sigmf1cant project 

nsks, if at this pomt, they are not compliant Fmance have reported a risk m this area 

with regard to the FMS system. 

Testing Risk 

4 15 	 The fmal phase of Year 2000 projects is concerned with the testmg of the rectification 

work performed All Year 2000 projects, irrespective of the solution strategy chosen, 

require an elaborate testmg effort (estimated by some experts to require up to 45% of 

overall project time) to ensure that the functionality required of the systems 1s 

achieved Techmcal testmg should, firstly, be conducted by the staff amendmg or 

1mplementmg programs, then extensive integration testing 1s required at the pomt at 

which all modified or new programs are brought together. 

4 16 	 The tesung effort is quite extensive due to the large size of many of the applications 

and the complexity of the mteract1ons between mdiv1dual programs. This complexity 

1s exacerbated by the fact that many of the potential errors which can anse m the 

process will not become apparent unt1l all the programs are available at the same time 
to be tested m combmat10n m the fmal stage of the project. In the case of the testmg 

phase, both nsk probability and risk impact are at their highest. 
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4 17 

Key F!oint: 'The likely achievement of Year 2000 compliance will largely 
depend on the results.of ~esting ·none of the organisations 
have co~mpleted their testing 

The effect of this feature 1s that the achievement of compliance 1s not certam until 
systems testmg results are seen to be positive These concerns are illustrated by the 
experience of the DSCF A At the impact assessment stage, DSCFA estimated that 
some 18 man years of testmg would be required, based on GartnerGroup fmdings At 
an early stage m the project 1t was clear that this esumate was msuff1c1ent. The 
outturn for all aspects of testmg 1s now expected to be 44 man years. 

4 18 The experience of DSCFA illustrates the complex1t1es of the testmg phase and could 
be used as a benchmark for other large projects There was a s1gmf1cant exposure to 
testmg risk rn Revenue's projects. The trackrng records of md1v1dual programs 
showed that significant delays were bemg encountered at the integration testmg stage' 
and this was preventrng the due dates for the completion of rndiv1dual programs from 

bemg achieved 

4 19 It was felt by the orgamsations that errors 1denttf1ed durmg the testmg of small 
projects should be capable of berng rectified without seriously 1mpactmg on the overall 

timescales. 

Contingency Allowances and Contingency Plans 

4 20 It is a common practice to build m some extra time mto a project plan as a 
contmgency allowance for the risk and uncertarnty rn the estimation of required 
resources Some of the organ1sat10ns rncorporated an element of contmgency m their 
plans. DSCFA allowed for additional staff to the planned manpower requirements to 
cater for the possibility of a high loss pf staff dunng Year 2000 conversion work. The 
Central Bank also recruited additional staff for the period and mtroduced special 
grades for key IT staff The NTMA outsourced a well defmed element to brrng 
forward the projected end of the project. 

4 21 
Key Point: Too little attention lias been paid to contingency planning 
Contrngency plannmg 1s the process of preparing plans to address the poss1b1hty of 
project failure. Contingency plannmg 1s required for Year 2000 projects because of 
the short time span available to recufy failure There are two aspects to contmgency 
plannmg - providing for alternative solutions m the event that the origmal compliance 
strategy fails (e.g. durmg testing) and plannmg (as part of nsk management) for the 

A program may not be regarded as Year 2000 compliant until integration testing has been 
successfully completed It ts not possible to begin integration testing until all the related 
programs have reached the same stage, so that they may be tested together 
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continuance of operat10ns in the event that Year 2000 compliance 1s not achieved by 
the crmcal date 

4 22 	 In general, the organisations exarmned have made plans to deal with either potential 
situat10n CMOD considered that existing contingency arrangements for the 
continuance of business operations in the event of systems failure should also cover 
potential problems arising from failures caused by the Year 2000 problem There was 
no evidence that the organisations have checked their contingency plans to confirm 
this. 

4 23 	 There are several reasons for the lack of emphasis on contingency planning up to now 
For example, the pressure on resources at the outset of compliance projects led 
DSCF A to defer consideration of contingency opt10ns but they expect to produce a 
contingency plan by March 1999 In the Central Bank, there is a dependency on 
vendors to produce solut10ns in good time and little alternative contingency work can 
be done There 1s a growing awareness of the need to make adequate contingency 
arrangements. An example of action which has already been taken primarily for 
contingency reasons was the decmon in Agriculture to make compliant the existing 
Cattle Disease Testing system which was originally due for replacement 

4 24 	 The current status of projects, where the main testing effort will take place in the 
course of 1999, may not provide sufficient time margins to pursue alternative solut10n 
strategies. It 1s felt by CMOD that there are options to make existing systems 
compliant, should the need arise. For example, in the case of the PMG system such 
a contingency arrangement has been put in place. However, adequate plans should 
be made for the continuance of business operations in the event that full Year 2000 
compliance 1s not achieved before the critical date 

Likelihood of Achieving Compliance 

4 25 	 Although there are significant differences in the nature and complexity of the projects 
exarmned and in theu current position, some general observations can be made about 
the current state of preparedness for the Year 2000 

• 	 Most large-scale projects are only now approaching or entering the testing stage. 
It 1s qmte late for Year 2000 projects to be approaching this stage. 

• 	 Most large-scale projects now face the stage of greatest complexity and risk 

• 	 The whole area of contingency planning, specifically for Year 2000 failure, 1s only 
starting to be addressed 

4 26 	 Of the organisations exarmned, DSCFA and NTMA are best placed to complete theu 
projects by the reqmred dates, despite high risks with staffing. 
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4 27 The Central Bank and Revenue are forecastmg that they wtll complete their projects 
by June 1999 The level of confidence m the.tr project10ns must be subject to the nsks 
described m this chapter. The Revenue project ts subject to testing nsk. If testmg 
should overrun to the same extent as at DSCFA, then the project will not be 
completed until late 1999 The risk management approach has not been properly 
documented by the Central Bank but no high risks have emerged so far. In common 
with other orgamsat10ns, the Central Bank has some dependence on the ability of 
vendors to supply upgrades or alternative solutions to their applicat10ns. 

4 28 Agriculture and Fmance have not met their origmal plannmg targets and have 
outsourced some applicat10n projects to third parties. Whtie their projects are 
currently planned to be timely, they have to manage a higher exposure to staffmg risk, 
vendor risk and testmg risk to achieve compliance. 

4 29 The exammauon did not assess the likelihood of ach1evmg compliance in the bodies 
under the aegis of Departments. However, there have been defic1enc1es in the 
provmon of mformatlon by these bodies which prevents the sponsoring Departments 
from obtainmg the reqmred level of assurance on the progress being made In order 
to address the defic1enc1es, the Government decided, m July 1998, that addit10nal 
measures (as described m Paragraphs 2.36 and 2 37) should be taken by Departments 
to momtor compliance. 

Lessons for the Future 

4 30 The special nature of Year 2000 compliance projects presented difficulties m bmldmg 
m mechanisms which would provide for the achievement of economy, eff1c1ency and 
effectiveness m project management Where projects started late, the overriding 
reqmrement to achieve effectiveness through successfully completmg the compliance 
work on time required some trade-off with economy and efficiency The 
maxinnsat10n of value for money from the projects required early assessment of the 
extent of the problem, plannmg and mvestment analysis for the proposed work, rapid 
select10n of the most appropriate solut10n, and effective control and dec1s1on makmg 
throughout the 1mplementat10n process. 

4 31 Agamst this background, the exammatton fmdings have consistently highlighted three 
issues which represented potential obstacles to the achievement of value for money: 
project approval structures, staff recruitment and replacement procedures and the lack 
of attention to mvestment analysis 
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Project Approval Structures 

4 32 	 There was a marked contrast between the approaches to project respons1b1lity of the 
Government Departments and the State Agenues (Central Bank and NTMA) covered 
by the exanunat1on. As the lines of communication between project manager, senior 
management {who have ultimate control over project resources) and the project 
sponsor {the official with respons1b1lity for the outcome of the project) were short and 
within the same orgamsation, the latter could respond more quickly to the needs of 
the project teams By contrast, the authomy for the approval and resourcmg of 
projects 1s not solely m the hands of md1v1dual Government Departments. 

StaffRecruitment and Replacement Processes 

4 33 	 Time cntical projects such as Year 2000 compliance projects reqmre effective plannmg 
and swift 1mplementat10n of plans. Individual work programmes become undernuned 
1f a pool of appropnate staff is not reachly available from which replacements may be 
appomted, when reqmred. The Strategic Management Inmauve (SMJ) has changed the 
structures of accountability w1thm Departments to provide more flex1b1lity. 
However, the issues identified m this examination suggest that constramts on 
obtammg the appropriate resources, at the time they were needed, posed a threat to 
the effectiveness of the projects and to obtammg value for money. While delegated 
sanction granted to Departments m 1998 has elinunated a certam amount of referral 
to the Department of Fmance, 1t has not addressed the inability of Departments to 
respond quickly to IT staff shortages which may occur at short notice. 

Investment Analysis 

4 34 	 An mvestment analysis 1s necessary to enable the ong1natmg Department and the 
control umts of the Department of Fmance to make mformed decisions on the 
selection of projects, their urning, and the extent to which other development work 
should be progressed m parallel. When the project 1s completed and the system is 
operational, the mvestment analysis provides a basis agamst which to measure the 
benefits actually achieved from mvesting in the project. 

4.35 	 The standard of mvestment analysis to support their Year 2000 project proposals 
vaned among the orgamsat10ns examined. The full mvestment potential of the 
projects was not adequately considered m the decmon making processes to start up 
Year 2000 projects. While the larger orgamsauons made detailed calculations of 
expected cost savmgs over a range of activities, m the smaller organisations the benefits 
of replacmg old systems were not fully costed. It is recognised that with smaller 
systems remedial work may be so small as to make consideration of alternatives 
impractical 
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The Central Role of CMOD 

Through the Civil Service IT Group, consideration of the Year 2000 issue began m 
late 1995. CMOD became the focus of mvolvmg suppliers and providmg mformation 
m rmd-1996. It issued an Advice Note on achieving Year 2000 compliance m March 
1997 These actions were effective. By September 1997 every Department surveyed 
had 

• assessed the impact of Year 2000 compliance 

• identified Year 2000 reqmrements 

• 1dentif1ed the cost of Year 2000 projects 

• planned Year 2000 projects 

• begun remedial activity 

Individual Departments followed CMOD recommendat10ns and this resulted m 
many good practices, m particular inventories of IT systems and equipment, project 
management structures, and compliance plans covering the reqmred range of issues. 

In addit10n, on CMOD's recommendation, the Government established an 
Interdepartmental Year 2000 Monitoring Comrmttee - with private sector 
representation - in September 1997 to oversee the achievement of Year 2000 
compliance for IT systems and other office equipment in the Civil Service. The 
momtormg of compliance is bemg undertaken by the Comrmttee, and the regular 
reportmg 1t requires is ensuring the impetus of organisations to execute the projects 
required to achieve compliance. CMOD provides the Chair and Secretariat to the 
Momtormg Comrmttee. 
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Project Summaries 

Figure A 1.1 Summary of bodies and systems covered by the examination 

Organ1sat1on/Pr0Ject 

Department of Soc1al Community and Family 
Affa1rs 
One project for all Year 2000 conversion 

Revenue Comm1ss1oners 
Four projects for all Year 2000 conversion 

Deparlment of Agnculture and Food 
O/le project for all Year 2000 conversion 

Deparlment of Fmance 
IT Unit 
CMOD 

National Treasuty Management Agency 
One project mcludlng Year 2000 and Euro 
compliance 

Central Bank 
A series of projects under overall management of 
the Information Systems Department 

Systems 

Key social welfare systems mdud1ng 
• 	 Central records 
• 	 Claim reg1strabon 
• 	 Nme systems supporbng specrfic social 

welfare programmes 

• Assessment and Collection 

• Customs & Excise 

• PAYE 

• Adm1n1stration 

• Consolidated Tax systems

• Common routines 

• 	 Three applications supporting payments to 
farmers 

• 	 Financial systems 

• PMG issues and receipts

• Apphcations used by most Government 
Departments 

• 	 Financial systems 

• 	 Flnanaal and Payroll systems 

Department of Social Community and Family Affairs 

The DSCFA has comprehensive mformauon systems supportmg the registrat10n and 
payment of social welfare schemes. The examination covered eleven of these systems. 
DSCFA is, with the Office of the Revenue Commissioners, one of the largest 
mformation systems users m the State. It is, therefore, experienced m developmg and 
implementing mformation systems. The project is large, requmng 118 man years to 

complete. 

An assessment commenced in 1996 identified some 30 core systems that must be Year 
2000 comphant before 1 January 2000 Eleven of these were classified by DSCF A as 
fatal m terms of the impact on busmess should compliance not be achieved. The 
exammatlon focuses on these eleven apphcat10ns 

The techmcal approach selected to make these applications compliant is appropnate 
because the apphcat10ns will be used for a substantial penod after convers10n 
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The resources available to the Department are such that this level of work, spread 
over three years, can he undertaken by existing resources provided that ongoing 
maintenance 1s restricted to an absolute nummum and staffing levels are mamtamed 

The project 1s bemg conducted rigorously usmg the PRINCE methodology and no 
changes have been required to scope or project organisation 

Revenue Commissioners. 

Revenue has very comprehensive information systems to assess and collect taxes ­
PAYE, VAT, Customs and Excise, etc. The exanunat10n covered these systems 
Revenue 1s developing new systems to integrate common aspects of assessment and 
collection in all these systems. This system, which 1s known as the Contax project, 
1s a very large undertaking. 

An assessment, conducted with external assistance in 1996, concluded that 1t would 
not be possible to complete work on the replacement of these applications by Contax 
systems by the Year 2000 deadline. Consequently conversion of a large number of 
applications would be required. The techmcal approach adopted is appropriate where 
programs will be replaced m the medmm term 

The project is being conducted under PRINCE gmdelines, hut a formal documented 
set of project management procedures 1s not available to support project managers 
Some changes, which have been made to the funct1onal scope of the projects, have had 
an adverse impact on the timescales for completion. 

Department of Agriculture 

The exanunauon covered the systems supporting payments to farmers. These are the 
Department's financial systems and three specific applications supportmg the 
payments of Headage/Prenuum, Export Refunds, and Cattle Disease Testing (CDT). 

The background against which Agriculture mltlated their project 1s the most complex 
of the six orgamsauons exanuned. Agriculture had not developed ammal health and 
movement control applications as intended in their mformat10n systems strategy 
studies developed m 1991 and reviewed m 1993. The reasons for this are understood 
to be a combmatlon of resource shortages to develop techmcal architecture and 
systems, changing business needs as a result of policy changes m the EU and the 
impact of BSE Agriculture was unable to obtain approval to increase resources to 
meet these needs The Year 2000 problem added to resource reqmrements. Approval 
to obtain more resources was not received until 1998 
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Agnculture complied with CMOD's request to assess and plan for Year 2000 m 
March 1997 Agriculture planned a project which would convert the Headage and 
Export Refund systems and replace the CDT systems usmg its own staff The 
Headage and Export Refund systems are relatively small projects, requmng a total of 
12 man years 

Agnculture was not able to secure the mternal resources to conduct the project as 
planned, and mJune 1998 outsourced the CDT system at a cost of £815,000 

The Department's fmance system replacement project was considered w1thm the 
study, although not onginally one of the selected projects The project has been 
added to the examination due to the nsk that the system may not be implemented by 
the Year 2000. The project Is a very large undertakmg to replace the Department's 
accountmg systems· general ledger, payments, and client database. While the project 
was m1t1ated prior to the Year 2000 compliance programme, It must be completed by 
Year 2000. The potential failure of this system highlights the risk of vendor 
dependency where systems are outsourced 

The overall Year 2000 project, mcludmg mchv1dual application projects, 1s conducted 
usmg PRINCE gmdelines, mformally applied. 

Department of Finance 

Fmance has two umts prov1dmg mformation systems support: The Fmance IT umt ­
responsible for IT m the Department · and CMOD · responsible, m different ways, 
for IT apphcat10ns used commonly throughout the CIVIi Service CMOD also had 
a role m m1tiatmg compliance throughout the Civil Service 

The examination covered three projects, one of which, the Umpay common payroll 
system 1s supported by CMOD. The other two systems, which are the respons1b1hty 
of the Department of Fmance's IT Umt, were the 1mplementat10n of the Fmanc1al 
Management System (PMS · the general ledger fmanc1al system used by Government 
Departments), and the replacement of the Paymaster General Payable Order 
Reconc1hat10n system. 

In 1995, as part of the work programme 1dentif1ed m Its IT plan, the Department of 
Fmance IT Umt planned to commence mvest1gatmg the 1mphcat10ns of replacmg the 
PMG because of its age and design, either by way of a package solut10n or a redesign 
of the eXIstmg system. Staff losses m1tially delayed this exercise until 1996, at which 
time a proJect plan identified the scope of the project and estimated the resources 
necessary to execute it. As the requmte resources and skills were not available m the 
IT Umt or m CMOD to carry out the redesign project entirely m-house and no 
smtable package havmg been identified, it was decided m 1997 to approach the market 
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for a bespoke solution A detailed spec1f1cat1on of requirements was therefore drawn 
up for use m this exercise, which by this stage was also bemg driven by Year 2000 
considerations A smtable suppher havmg been identified, the project was outsourced 
m 1998. 

Most applications were too small to justify the use of the PRINCE process. The 
larger Year 2000 projects are conducted using a scaled-down PRINCE template. 

Central Bank 

The Bank's Information System Department is responsible for the Year 2000 
compliance of the roam IT systems while other departments are responsible for 
ensuring compliance of locally developed or purchased applications and non-IT 
eqmpment. The Bank's approach has been to incorporate Year 2000 compliance mto 
1ts ongoing review of IT apphcat10ns, rather than implement 1t as a separate project 

The Bank has maintained up to date technical architectures and systems, so that its 
hardware, operating software, pnmary financial system, and regulatory systems are 
generally confirmed by vendors to be Year 2000 compliant. It 1s proposed to test 
these in 1999. 

The Central Bank fmt priority project 1s to be European Monetary Umon (EMU) 
compliant by 1January1999, completing remaining Year 2000 work in 1999 Work 
is in progress on five applications dealing with financial transactions and a payroll 
system One tlurd of tlus work will be left for completion in 1999. 

The Year 2000 compliance work is conducted as part of the Bank's annual business 
plan, and without recourse to a documented project management methodology. The 
conduct of application projects 1s based on a template method originally introduced 
to the Bank by external consultants in 1988 and adopted for all application projects 
since then. 

National Treasury Management Agency (NTMA) 

The exanunat10n focused on the NTMA's financtal systems. The NTMA 1s 
undertaking a well defined and relatively small scale replacement project to make 
these systems both Year 2000 compliant and Euro compliant while modernising thetr 
funct10nal1ty 

The Year 2000 and application projects are bemg conducted using a formal written 
methodology that conforms to best practice. 
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Departments with Bodies under their Aegis 

Department of Public Enterprise 

The study focused on the role of the Department m ensuring compliance of ma1or 
State enterprises, such as Aer Lmgus, the ESB and Bord na M6na The respons1b1lity 
of the Department for these bodies 1s generally luruted to broad issues of policy 

Regular momtormg of compliance commenced m April 1998. The following month 
the Mm1ster advised the Dail that Year 2000 compliance w1thm these bodies 1s an 
operational issue and 1s the responsibility of each mdividual body. The Mm1ster also 
met the Chief Executives of the bodies in July 1998 to underline the importance of 
the issue and enlist their full co-operation. The Department convenes meetmgs with 
managers of State sponsored bodies every second month to review progress on 
compliance. 

Department of Education and Science 

The study focused on the role of the Department of Educat10n and Science m 
ensurmg compliance of Vocational Education Committees (VECs), Institutes of 
Technology, and Educational Boards, a total of 90 bodies. The Department 1s 
responsible for funding these bodies. They range from large organ1sat1ons, on which 
Year 2000 has s1gmftcant impact, to small bodies with small IT mfrastructures, on 
which Year 2000 has rmmmal impact 

The Department complied with the mstrucuons from CMOD and wrote to all bodies 
m October 1997. It appointed a monitormg cormruttee, chaired by an Assistant 
Secretary. All sect10ns of the Department are represented on this cormruttee, as 1s the 
Higher Education Authority. The Department cormruss10ned a survey and engaged 
management consultants to assist m collectmg and analysmg returns. The bodies 
concerned are now reqmred to make returns to the Department every two months 
The Department 1s also setting up special mterest groups to assist m the development 
of a common approach to issues. 

Department of Health and Children. 

The study focused on the role of the Department of Health and Children m ensurmg 
compliance of Health Boards, VolUlltary Hospitals, State Boards and Institutions for 
the mentally handicapped. This consists of 25 "s1gmf1cant" bodies for which Year 
2000 compliance 1s an issue and 45 other smaller bodies 
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Appendix. Pro;ect Summaries 

The Department complied with CMOD guidelines and wrote to all bodtes m October 
1997. In April 1998, the bodtes were surveyed m order to momtor compliance 
projects. The bodtes concerned are now reqmred to make regular returns on either 
a monthly or two-monthly basis. In order to raise awareness, the Department has 
held a number of sermnars and workshops on the Year 2000 issue 

A sum of £10 rmllion was provided m the IT capital allocat10n of the Department in 
1998and1999 m respect of Year 2000 compliance work while a further £1 rmllion was 
provided m the supplementary esumate for 1998 m respect of non-IT aspects A 
contmgency sum of £40 rmllion has been set aside by the Mmister for Fmance to 
cover Year 2000 costs and the Department expects to call on tlus conungency sum to 
fund non-IT Year 2000 costs which cannot be funded from normal allocauons. 
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