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 Please refer to the Deliverable Description for more information on the purpose and use of this report

	Project Title:
	SOCIAL CARD - Social Welfare Information System (SWIS)

	Country:
	Montenegro

	Related CPAP Outcome
	Montenegro society is progressively free of social exclusion and enjoys a quality of life that allows all individuals and communities to develop their full potential 

	Project Description and Key Lessons-Learned

	Brief description of context
	Please give a brief description of the country context.

Since restoration of its independence until today, on its path to EU membership Montenegro achieved a significant progress in a number of areas – in the area of economic growth and development, as well as in the area of reduction of poverty and social inequalities. Thus, for example, according to the Poverty Analysis
, in the period from 2006 to 2008 the poverty rate was reduced by 6.4%, i.e. from 11.3% population who lived under the poverty line in 2006 to 4.9% in 2008. However, the global economic crisis caused certain downturn in economic activities, which, in its turn, led to the increase in the number of people living below the poverty line and accordingly no. of beneficiaries of means-tested social transfers increased. In the mid-term, priority is to improve coverage, targeting accuracy and generosity of means-tested social transfers, primarily through reducing inclusion and exclusion errors and labour activation of work-able social transfers’ beneficiaries. 

· What were the main challenges being faced at the start of the project?

· Non existance of the national Interoperability institutional  arrangements. This  may result in the line insitutions dificulties and  resistance to adopt their work processes for data basis' cross-referncing thus jeapordising   realisation of  soc. card component

· IT systems of some of the line imitations  might not be ready for interoperability i.e. data bases cross-referencing with SWIS

· Poor quality of implementation due to limited capacities and resistance of Social Welfare Centres staff to change and introduce new work, business processes

· Wrong public perceptin of social card project

· Human resources 

· If there is no data demand from the level of Ministry and other stakeholders the system may fail to deliver it analytical function.

	Brief description of project 
	A short description of the project should be provided here.

· What were the issues the project tried to address?

· What solutions the project tried to offer? What were its major outputs? 

Social Card - (SWIS) is an Information System for: processing, approval, record-keeping, calculation & payments (around 65 million euro annually), reporting, monitoring and audit of social benefits/transfers. The system covers almost all other social services related business processes, including introduction of the case management, issuing of decisions for placement into residential social facilities, complaint procedures, etc. It re-engineers and improves the work (business processes) at social welfare centres (in each municipality), in the line Ministry.

The beneficiaries no any longer experience difficulties and are exposed to expenses of collection of huge paperwork necessary for access to social protection benefits, as the social welfare centre became one stop-shop. SWIS’s interoperability module with ten national IS: Pension Fund, Health Fund, Real Estate Office, Public Revenue Office, Employment Office of Montenegro, Ministry of Interior: Motor vehicles registry and national Central Registry of Population (Ministry of Information Society and Telecommunications), Ministry of Agriculture (Veterinary Directorate) and Ministry of Education – that automatically determines one’s eligibility for social benefits. Social workers are relieved from this administrative burden and now on they can dedicate more to beneficiaries. Further, this sophisticated system also enables data import from the Power Company (EPCG) for the electricity bills subventions for poor as well as data from the other national registries (Post Office, national statistical office) enabling data collection and reporting on property, income and un/employment, etc. status of individuals and families.

For the purpose of policy making, decision making support, and improvement of targeting, the system also serves as analytical database (Business Intelligence module) that disaggregates data by demographic variables/characteristics of the beneficiaries including property ownership, income, social and family situation, all kinds of benefits breakdowns, etc. both of those who are already beneficiaries and for new applicants. SWIS also generates a database of rejected applications (exclusion error) that will be helpful for evidence-base national and local social policies making.

	Key project successes
	Please describe what has worked well. 

· What have been the key successes of this project?

· What factors supported this success?

The project is far more than development of IS alone and it is NOT simply a technical intervention that ‘modernizes’ social protection sector. This is a genuine capacity development project that in short run succeeded to develop institutional/organizational, technical and most importantly human capacities of the key social services providers - Social Welfare Centers. The project supported development of new, reform legislation framework - law and fife key by-laws that are transforming social welfare center institutionally and their way of work towards case management, better planning and evaluation and optimization of resources - including new organizational schemes, revised ToRs and job placement arrangements, management, improved social centers network for better outreach to beneficiaries, etc.

Then, based on this new set up, IS was developed within an intensive participatory process with the agents of change (over 40 workshops in 2014). Once put into operation it ensured implementation of legislation - reform in everyday work of social welfare centers. The project also provided all the necessary technical infrastructure (structural cabling system, server and hardware equipping, networks, safe telecommunication links, connection to active directory of state institutions, etc.). Still, this wouldn’t be good enough if it hadn’t been accompanied with intensive Training Programs in ECDL (computer literacy), applicative software (IS) and expert trainings for all the employees, numerous coordination and practice exchange workshops, etc. that the project also implemented.  

Prior to putting the system into operation (January 2015) through the system, social welfare centers did huge re-entry and full revision of over 44.000 social benefits cases (families) and of war veterans transfers’ cases (3.500). The revision found of even over 10% cases non-eligible for benefits (inclusion error) and benefits are terminated for these people. Based on this initial inclusion error reduction plus administrative expenditures savings, total savings are estimated at over 10% of the national social protection transfers budget. 

	Project shortcomings and solutions


	Please describe what have been the main challenges of this project?

· What have been the main challenges/ shortcomings/ unforeseen circumstances of this project?

· How were they overcome (if they were).

· Were the project results attained? If not, what changes need to be made to achieve these results in the future?
pls., be referred to Risk Analysis section of the ProDoc, at the following link http://www.me.undp.org/content/dam/montenegro/docs/projectdocs/si/SWIS/ProDoc%20Social%20Card.pdf

	Lessons learned
	Please think about and describe the key lesson(s) learned from this project.

· What could have been done differently/ better?

· What would you recommend to improve future programming or for other similar projects elsewhere

· What mistakes should be avoided if the initiative were to be replicated? 

· How easy would it be to replicate the successes in a different context/ country?

Provide any other relevant information

· SWIS is the backbone of social protection system reform
· This is not only an IT project! Do not let ITs to lead the process. 

· Nor it is a tender for software & hardware – but a very complex, long term social welfare capacity development project (human resources (IT and expert skills, management), legislative, organizational/institutional, technological (ITC infrastructure & equipment)

· Do NOT do it if there is no strong Gov. commitment (..and UNDP, too)

· The Gov. MUST have ownership –and lead the process in agile manner.

· Expect strong staff resistance.  At early stage you need to have on board a team of agents of change (Ministry, SWC management and few experts) and work with them. For illustration – for IS design we organized last year over 40 workshops. 

· Do not do it if the legal framework is not reformed or there is no Gov. decision to do it.  This is the most difficult piece of the project. 

· Do not go for quick win and do data bases/registry instead of IS. The system needs to be oriented/based on business processes – and data collection is automatic then. Data are by-product of business process as staff are even not aware that they are producing data… and there should be data demand.
· Inter-institutional Agreements on data exchange 
· IS is the most vulnerable once it is put into operation i.e. this is a crucial momentum for a IS (sustainable) success. IS always needs upgrading but in early implementation stage you must provide an intensive support and performance monitoring.

Lessons learnt – technical solution 

If oriented to processes…

· …generated data are “by-product” of real business processes - this information can be trusted as it has been aggregated from operational data generated by real people in real business processes. Such information is: 

· accurate, 
· timely reported, 
· useful for support of daily business processes, and
· does not generate additional workload

So, apart from such exceptional cases, if data oriented design leads to problems, or at least low improvement of performances, …

· why countries implement data collection systems, instead of process oriented systems? 

· The answer is very often quite simple – because it’s easier (faster, cheaper), which leads us to the next issue. 

Process choice: Comprehensive system development vs. quick wins

· To design and implement fully business processes oriented information system takes a lot of time and efforts. 

· Sometimes both managers and engineers “do not have time for slow and systematic development” and are looking for solutions that can produce value in short term and with small investment – so called “quick wins”. 

Advantages of quick wins

· Provide evidence that sacrifices are worth it

· Reward change agents with a pat on the back

· Help fine-tune vision and strategies

· Undermine cynics and self-serving resisters

· Keep bosses on board

· Build momentum

· The sponsors get critical feedback on the rate of progress

· Breaking deadlock of indecision

· Gradual capacity building

· Smartly positioned quick wins can produce regeneration scheme reinforcing the support, investment and incentives for the information system implementation

Disadvantages of quick wins

· Sometimes hard to start

· Targeting short-term wins during a transformation effort increase the pressures on people

· Using quick wins as short-term gimmicks ( “smoke and mirrors”)

· Too much leadership, not so much management

· Sometimes quick wins are really not so “quick”, asking for considerable resources and efforts without strategic impact. 

· Tend to be technologically oriented

· Quick wins give illusion of all-embracing progress and strategic change, thus significantly slowing down the progress
The Project is fully applicable for replication in any country

	Follow-up Actions
	Based on the Final Project Review, include a brief record of decisions and conclusions related to follow-up actions

as Phase I (1.3 mil€) proved successful, the Gov. decided to fund Phase II 

Phase II (1.2 mil€) components, as following:

•
Monitoring, support to implementation of Phase I 

•
Additional functionalities and interoperability

•
Development of IS of social welfare institutions 

•
Capacity building
The project is a show-up case in the sub-region and hosts study visits from the neighbouring counties. 


	Project Information

	Award ID:
	Atlas reference number - 00083067 (output no.)

	CO Focal Points:
	Include the name(s) and email address(es) of the focal point(s) for this project in the Country Office

Ms. Aleksandra Višnjić, aleksandra.visnjic@undp.org,  Tel. +382 20 447 444

	Partners:
	Include the name of partner organizations involved in this project
Government of Montenegro, Ministry of Labour and Social Welfare

	Project resources:
	Please feel free to provide weblinks to other project resources and information 

http://www.me.undp.org/content/montenegro/en/home/operations/projects/socialinclusion/SWIS.html
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