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Executive Summary
This report presents the main findings of the evaluation of the “Implementation of Comprehensive and Long Term National Traffic and Transport Sector Strategy for Kuwait” project, commissioned by UNDP Kuwait and carried out during the period May - July 2018. The evaluation covers Phase II of the project which corresponds to the period 1 January 2014 to the present. The project’s initial start and end dates were 1 January 2014 and 31 December 2016, respectively, but in 2016, the project underwent a substantive revision and was extended to the end of 2018. 
Focusing on the priorities of Kuwait’s National Traffic and Transport Strategy (NTTS), the project’s goal was to address challenges related to issues such as road safety, traffic congestion, data collection, and road accident investigation. More specifically, the project focused on helping Kuwait’s Ministry of Interior (MoI) in the establishment of the following four systems:
· Kuwaiti Road Accident Data Management System (KRADMS) – KRADMS is an electronic system for the management of information on road accidents, including the identification of black spots. KRADMS enables mobile users to input information directly from the spot where the accident has happened and allows distant uploading of pictures from that location.
· Electronic Driving License System – This system is intended to assist citizens in renewing (replacing) driving licenses without having to show up in-person at the relevant General Department of Traffic (GDT) departments. Instead, applicants will be able to complete their application online and connect to the driver’s license database system through kiosks located in commercial centers and other locations to obtain a printed license (smart card). This system is expected to expedite procedures for the issuance of driving licenses, as well as substitute current driver licenses with smart cards in line with international standards.
· Archiving System – This system automates the process of document management for driving licenses, vehicle registration and vehicle inspection documents through an electronic document archiving database. End users (GDT staff) will be able to store/file organize, and retrieve documents for the purpose of, inter alia, undertaking review and producing reports as well as allowing for quick access to vehicle registration and driving license records. The system will be installed and implemented at the Driver License and Vehicle Registration Departments in six governorates.
· Correspondence System – This system allows GDT departments to manage official correspondence more effectively by using secure electronic channels. Scanners and barcode readers are used to digitize correspondence and route letters in record time.
The evaluation consists of three major parts: the first part assesses key aspects of project design and formulation; the second part focuses on implementation issues; and, the third part presents an assessment of the results achieved by the project along the standard dimensions of relevance, effectiveness, efficiency and sustainability.
The evaluation found that the design of the project (Project Document) has had a number of shortcomings which have exerted a constraining effect on project activities and results. The Project Document’s main drawback is that it does not present a cohesive and complete blueprint that shows how all the pieces work together and contribute meaningfully to a well-understood outcome. The focus is on the outputs, and not on the process. A theory of change showing the process and connecting all the dots all the way to the ultimate outcomes related to impact on traffic and citizen satisfaction would have been useful. Furthermore, for all the clarity in the formulation of outputs, the outcomes are vaguely defined and lack strong indicators. As a result, the Project Document has provided project staff with limited guidance during the implementation stage.
With regards to implementation, the main challenges have taken place in the procurement process, where delays have occurred due in large part to the project’s heavy reliance on contractual services. These challenges could have been addressed more effectively through better coordination among the stakeholders, especially in the specification of technical requirements for the tendering process and the integration of the systems with the existing MoI infrastructure (servers, databases, etc.). Another measure that would have mitigated risks is more intensive use of expertise, particularly in the areas of procurement and IT. These challenges have led to delays in project activities, which are more significant in the Driving License System, KRAMDS and the training programmes associated with some of the systems. The project team has been able to mitigate some of the consequences of these challenges by taking a number of adaptive measures - most importantly the restructuring of the project in 2016 which accelerated the pace of activities and led to major decisions that unblocked outstanding bottlenecks.
In terms of results, a lot has been achieved by the project under challenging circumstances and tight deadlines. Four complex systems have been established, two of which are already functional. In a period of about two years a large number of components were specified, agreed and purchased successfully. At the same time, the project team has been overseeing contractors and organizing trainings for end-users. The efficiency of activities has generally suffered from procurement delays, but after the restructuring process the pace of implementation has improved considerably, which has also improved efficiency. The sustainability of outcomes may be assessed more adequately at the end of the project, when all activities have been completed. However, from what has been achieved so far, there are certainly many positive factors that have contributed to sustainability. The most important of these are the strong national ownership and leadership demonstrated by the government, the support that the UNDP CO has provided to the project team, and the close coordination of all project activities with national counterparts – starting from planning, specification of technical requirements, development or installation of components, all the way to system maintenance and staff training. There are, however, a number of risks and challenges that threaten the sustainability of outcomes and which the project team will have to address. These include the need for a stronger and well-documented handover and exit strategy, awareness raising activities among end users and the wider public to foster the needed attitudinal shifts towards the use of systems developed by the project, and rules and process that will guide the use of the systems once they are fully operationalized
In assessing the project’s achievements, one should also appreciate the complexities the project has faced. It has involved activities which for GDT in many ways may be considered groundbreaking and revolutionizing. The electronic systems established by the project have started from a very low baseline – they are not improvements or upgrades of previous versions, but starting from scratch both in terms of infrastructure and organizational processes. From this perspective, it is not surprising that many unforeseeable challenges were encountered in the process – figuring out what exactly can be done to meet the need of the client, developing technical specifications for advanced electronic systems that have been implemented in very few places thus far, and so on.
What remains to be done in order to complete the project’s established objectives successfully is to install the remaining elements of the Driving License System, complete training activities, resolve the licensing issue for KRADMS, finalize arrangements on the maintenance of systems, and ensure a smooth handover of responsibilities to the respective MoI entities. Once outstanding activities have been resolved, UNDP and the Government of Kuwait should determine the future of their partnership in this area.
With the project’s end-date approaching (31 December 2018), a crucial question that requires attention is whether all ongoing activities can be completed successfully by the official deadline. Despite the strong preference of project stakeholders to have the project completed by the year’s end, the analysis in this report shows in unambiguous terms that both outstanding activities and measures required to enhance sustainability cannot be completed by the end of December 2018.  In this situation, stakeholders face two options: i) extend the project for a definite period of time to allow the project team to complete ongoing activities and effectuate a better handover of the systems to the relevant GDT departments; or, ii) find an alternative solution, such as a transition team put together by MoI, for bringing the above-mentioned activities to successful completion and mitigating any potential adverse consequences resulting from a hasty handover. This report recommends that the project be granted a no-cost extension to complete outstanding activities and strengthen sustainability. It also provides a number of other short-term and long-term recommendations for the attention of stakeholders (page 76 of this report).
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1. [bookmark: _Toc526540395]INTRODUCTION

1.1. [bookmark: _Toc526540396]Country Context

The unsustainable transport system in Kuwait has generated negative implications such as congestion, accidents, vehicle emissions, and economic cost of over $9.5 billion per annum. To manage demand, reduce congestion, enhance road safety and improve mobility and accessibility in the country, the Kuwaiti Government has developed a long-term and comprehensive National Traffic and Transport Strategy for the period of 2010-2020 (NTTS) with the support of the United Nations Development Programme (UNDP). The NTTS has identified major obstacles, characteristics, and role of each associated national agency, and included various elements such as institutional reform, human resources development, information system, road infrastructure, transport systems, traffic management, ITS, transport-land use planning, enforcement and traffic policing, community awareness, road safety, congestion management, and vehicle emissions.

1.2. [bookmark: _Toc526540397]Project Description

Under the umbrella of NTTS, UNDP and the Kuwaiti Government initiated a process of cooperation in support of the implementation of the priorities of the NTTS. The overall goal of this cooperation was to support the strengthening of national capacities in managing traffic data, as well as the development of technical and administrative capacities, through initiatives to automate internal processes and enhance the efficiency and delivery of services to the public. Through its work on implementation of e-government initiatives within General Department of Traffic, this cooperation also sought to address the issues of air pollution and public health, and congestion
The first joint project took place between 2009 and 2013 and was designed to address a number of critical challenges identified in the traffic and transport sector in Kuwait (see Box 1 below for a more detailed description of this project). 
	[bookmark: _Toc526540571]Box 1: First Cooperation Project between UNDP and the Kuwaiti Government

	The project document for the first cooperation project in the area of transport and traffic management was signed by the GSSCPD, UNDP and Assistant under Secretary for Traffic Affairs, MOI, in December 2009. The following were the main activities envisaged in the project document.
· Assign consultants under the UNDP rules including Project Technical Director, GIS, and Information Technology for the whole period of the project, and assignment of short term consultants.
· Provide specialized software packages, e.g. Geographical Information System (GIS), devices, maps and equipment and systems which are non-Government standard or the Government cannot support them due to their specialized nature, and required to implement the project systems and transfer new technology.
· Produce audiovisual demonstration packages and guidelines, organize training sessions and workshops, field survey, and provide translation and promotion materials.

UNDP, GDT and GSSCPD agreed to review the allocated budget ($772,555) after one year of the commencement of the Project in 2010, to assess project progress and budget status, and provide requirements to ensure efficient implementation of the Project during the whole period and optimize its socioeconomic benefits.

2012 Project Budget
To avoid stopping of the project and meeting project budget needs in line with the 2009 Project Document, and following the Minsters Council and MOI letters, the GSSCPD provided USD 1,950,779.42.

2013 Cost Sharing Agreement
To add value to the project and meet the requirements of the National Development Plan, the Government and UNDP signed in August 2013 a Cost Sharing Agreement-First Phase for the transfer of US$ 8,485,916 from MOI to UNDP. These funds were intended to cover the costs of consultants, build new systems, as well as provide equipment, software, training workshops, promotion materials and awareness. His Excellency, State Minister for Planning and Development, signed the agreement on behalf of the Government.




The first stage (project) of cooperation was followed by another project called “Implementation of Comprehensive and Long Term National Traffic and Transport Sector Strategy for Kuwait”. The Project Document was signed in 2014 and activities were expected to finish by the end of 2016. In line with the priorities identified in the first stage, this project was designed to support the Kuwaiti government in the development of an efficient and sustainable traffic management, road network, and road safety and enforcement system. Focusing on the priorities of Kuwait’s National Traffic and Transport Strategy (NTTS), the project’s goal was to address challenges related to issues such as road safety, traffic congestion, data collection, and road accident investigation. Activities were intended to support broad outcomes such as improve planning and design process; reduce severity, frequency, and cost of road accidents to the community; alleviate congestion; optimize movement of people and goods; enhance public transport service; strengthen law enforcement; and contribute to the reduction of emissions which contribute to climate change. Project interventions would lead to improved traffic data management as well as improved organizational performance through strengthened technical and administrative capacities of GDT with a view to contributing to the achievement of the twin objectives of strengthening evidence based and coordinated response to traffic related challenges, as well as modernizing administrative and technical processes in the context of supporting the transition to e-government.
More specifically, the project was designed to produce the following three outputs:
1. Building a National Traffic Information System (NTIS) with Geographical Information System to enable the gathering and analysis of road accident data, traffic features, and related issues, to provide decision makers and practitioners with reliable data for efficient policy development and implementation schemes;
2. Establishing the National Black Spot System to minimize the social and economic cost of accidents and enhance road safety and
3. Capacity building and training of national cadres of the General Directorate of Traffic (GDT) and relevant Ministries, and provide support for establishment of National Centres of Excellence.

Figure 1 (below) shows the project logic, consisting of the interaction of three components corresponding to the three outputs listed above.

[bookmark: _Toc526540543]Figure 1: Project Intervention Logic
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In 2016, the project underwent a substantive revision and was extended to the end of 2018. Major revisions consisted of the following:
· Output 2 was merged into Output 1, given that the objectives sought under output 2 - the establishment of the black spot system (NBSS) - was an integral part of the Kuwait Road Accident Data Management System (KRADMS), which itself was the end result of the “Out of the Box software for National Traffic Information System” being achieved under Output 1. Substantively, both remained unchanged. Output 1 was reformulated to read, “Capacity of GDT to manage national traffic information developed.”

· Original Output 3 underwent substantive change. Under the original design, Output 3 was centered on providing capacity development support to the cadre of GDT and supporting the establishment of national centers of excellence.  Activities under this output also included providing support to other relevant institutions in the implementation of traffic strategy such as enhancing capacities of Traffic Planning and Research Directorate, providing requirements of Supreme Traffic Council and supporting the implementation of National Transport Authority. With the substantive change introduced in original Output 3, documented through Project Board meetings held in 2016, the revised Output 3 (which became Output 2 of the project) focused on enhancing technical and administrative capacities of GDT to fulfill its capacity development and transition to e-government priority activities.  Output 2 of the project now read: “Technical and administrative capacities and processes of GDT to support professional development and transition to e-government enhanced.” The new Output 2 expanded on activities already started and agreed under original Output 3 such as the launching of Phase II of the electronic correspondence system, supporting GDT’s Specialized Training Center with a “Training Programme Management Software” and provision of specialized training and skills development support by international experts.  In addition, the new Output 2 also engaged in new activities not previously outlined in the project document but now considered key elements of GDT strategy in transitioning to e-government, such as implementing electronic document filing system (archiving) and electronic driver license issuance system.  


2. [bookmark: _Toc526540398]EVALUATION OBJECTIVES AND METHODOLOGY

This report presents the main findings of the mid-term evaluation of the Project. The evaluation was commissioned by UNDP Kuwait and was carried out during the period May - July 2018 by an independent expert. This chapter provides an overview of the objectives of the evaluation and the methodology employed for the collection of information and the analysis of data. Readers who are not interested in the methodology can skip this chapter and go straight to Chapter 3 on the evaluation’s main findings.
2.1. [bookmark: _Toc526540399]Purpose of the Evaluation

The evaluation’s goal was to assess the project’s overall progress towards expected results, identify how activities were designed and implemented up to this point and derive lessons and recommendations for the remainder of the implementation period and the continuation of activities in this area. More specifically, the evaluation was conceived and conducted with the following specific objectives in mind:
· To assess overall project performance against project objectives and outcomes as set out in the Project Document, the Logical Framework, and other related documents;
· To assess the extent to which results have been achieved, partnerships established, capacities built, and cross cutting issues such as gender equality addressed;
· To establish whether the project implementation strategy has been optimal and recommend areas for improvement and learning;
· To identify gaps and weaknesses in the project design and provide recommendations as to how it may be improved in the future;
· To assess project strategies and tactics for achieving objectives within established timeframes;
· To critically analyze the project’s implementation and management arrangements;
· To provide an appraisal of the project’s relevance and efficiency of implementation;
· To review and assess the strength and sustainability of partnerships with government bodies, civil society, private sector and international organizations; 
· To draw lessons that may help improve the selection, design and implementation of project activities in the remainder of the project;
· To provide the project team and partners with feedback on issues that are recurrent and need attention, and on improvements regarding previously identified issues; 

The results of this mid-term evaluation will be used primarily to:
· Support the decision making of the project team, Government and UNDP CO management on: i) implementation modalities of the present stage, and ii) strategic planning of activities in this area in the coming years. 
· Provide UNDP with lessons from this particular project on overall project implementation and delivery, including potential corrective/adaptive measures that need to be applied to the design/implementation of other country programme interventions to enhance their effectiveness, efficiency, relevance and sustainability prospects.
2.2. [bookmark: _Toc526540400]Evaluation’s Scope and Methodology

This evolution covers Phase II of the project which corresponds to the period 1 January 2014 to the present. The project’s initial start and end dates were 1 January 2014 and 31 December 2016, respectively, but in 2016, the project underwent a substantive revision and was extended to the end of 2018.
The Terms of Reference (ToR) that guided the evaluation process are attached in Annex I of this report. Key issues on which the evaluation focused were:
· Project design and its effectiveness in achieving stated objectives.
· Assessment of key financial aspects, including planned and realized budgets, financing, etc.
· The project’s effectiveness in building the capacity of local institutions and strengthening policy framework to encourage sustainable development.
· Strengths and weaknesses of project implementation, monitoring and adaptive management and sustainability of project outcomes including the project’s exit strategy.
· Recommendations, lessons learned, best practices that may be used further in the project or in future interventions.
The evaluation used OECD DAC criteria and definitions and followed the norms and standards established by the United Nations Evaluation Group. It was guided by UNDP’s evaluation toolkit, and in particular the “Handbook on Monitoring and Evaluation for Development Results”[footnoteRef:1]. [1:  http://web.undp.org/evaluation/handbook/documents/english/pme-handbook.pdf] 

The methodology was based on mixed methods and involved commonly applied evaluation tools such as documentary review, interviews, information triangulation, analysis and synthesis. A participatory approach was taken for the collection of data, formulation of recommendations and identification of lessons learned. 
Evaluation activities were organized according to the following stages: i) planning; ii) data collection; and, iii) data analysis and reporting. Figure 2 below shows the three stages and the main activities under each of them. 
[bookmark: _Toc455759244][bookmark: _Toc526540544]Figure 2: Evaluation Stages
[image: ]
Table 1 (below) further details the main activities that were undertaken by the evaluator under each stage.
Evaluation Planning
The planning and preparation phase included the development of the ToR by the CO and the design of the evaluation framework by the evaluator, which is presented in this inception report. The evaluator developed a detailed programmatic scope of evaluation activities, visits, as well as sample interview guides for interviews with stakeholders. 
	[bookmark: _Toc526540555]Table 1: Evaluation Steps

	I. Planning
· Development of the ToR (by the CO)
· Start-up teleconference and finalization of work plan
· Collection and revision of project documents
· Elaborated and submitted evaluation work plan
· Mission preparation: agenda and logistics

	II. Data Collection
· Interviewed key stakeholders 
· Further collected project related documents
· Mission debriefings
· Mission report summary

	III. Data analysis and reporting
· In-depth analysis and interpretation of data collected
· Follow-up interviews
· Developed draft evaluation report
· Circulated draft report with UNDP and stakeholders
· Integrated comments and submitted final report













Data Collection
The data collection process involved a comprehensive desk review of project documents and semi-structured interviews with stakeholders and partners (see Table 2 for a list of data sources).
· Desk Review - The evaluator started by analyzing relevant documents, project documents and progress reports, as well as national policies and strategies. Documents from similar and complementary initiatives, as well as reports on the specific context of the project formed part of the analysis.

· Semi-structured Interviews – A country mission took place in the week of May 6, 2018. Interviewees included, among others, project staff, UNDP CO staff, government officials, etc. The most important stakeholders were the General Secretariat of Supreme Council for Planning and Development (GSSCPD), Ministry of Interior (MOI), UNDP CO and the Project Team.  Open-ended questions were used to enable interviewees to express their views freely and raise the issues they considered most important. A questionnaire was designed to guide the semi-structured interviews and ensure that questions would be investigated consistently across all interviews (the questionnaire can be found in Annex III). The list of people interviewed can be found in Annex IV.
[bookmark: _Toc526540556]Table 2: Data Sources
	Evaluation tools 
	Sources of information


	Documentation review (desk study)
	General documentation

	· UNDP Programme and Operations Policies and Procedures
· UNDP Handbook for Monitoring and Evaluating for Results 

	
	Project documentation 

	· Annual work plans
· Project Implementation Reviews
· Project Board Minutes
· Updated risk logs
· A large number of reports produced by the project.

	
	Governments documents/papers
	Including relevant policies, laws, strategies, etc.

	
	Third party reports
	Including those of independent local research centres, etc.
   

	Interviews with project staff and key project stakeholders
	These included:


	· Interviews with key project personnel including the Project Manager and technical experts.
· Interviews with relevant stakeholders, including government agencies.



Data Analysis
Information obtained through the documentary review and interviews was triangulated against available documented sources and was synthesized using analytical judgement. The method of triangulation is depicted in Figure 3 below.
[bookmark: _Toc479376325][bookmark: _Toc526540545]Figure 3: Method of Triangulation             
[image: ]
[bookmark: _Ref476159986][bookmark: _Ref374391291][bookmark: _Toc374139602][bookmark: _Toc433550675]Figure 4 shows the steps that were taken for the analysis which was conducted on the basis of the standard criteria of relevance, effectiveness, efficiency, and sustainability (see Annex II for a more detailed list of questions that were used for the analysis of information).
· Relevance, covering the assessment of the extent to which outcomes were suited to national development priorities and organizational policies, including changes over time;
· Effectiveness, covering the assessment of the achievement of the immediate objectives (outputs) and the contribution to attaining the outcomes and the overall objective of the project; and an examination of the any significant unexpected effects of the project;
· Efficiency, covering the assessment of the quality of project implementation; adequacy of financial management; efficient implementation;
·  Sustainability, covering likely ability of the intervention to continue to deliver benefits for an extended period of time after completion.
[bookmark: _Toc479376326][bookmark: _Toc526540546]Figure 4: Steps in Analysis Process
	 Step 1. Develop the results chain
	Step 2. Assess the existing evidence on results
	Step 3. Assess the alternative explanations
	Step 4. Assemble the performance story
	Step 5 
Seek out the additional evidence
	Step 6 Revise and strengthen the performance story




The analysis also covered aspects of project formulation, including the extent of stakeholder participation during project formulation; design for sustainability; linkages between project and other interventions; adequacy of management arrangements, etc.
2.3. [bookmark: _Toc526540401]Evaluation Limitations

No limitations were encountered in the conduct of this evaluation. All relevant stakeholders were interviewed and their opinions are reflected in this report. The Project Team provided great support in organizing all the necessary meetings and helping with the logistics of the mission.
2.4. [bookmark: _Toc526540402]Structure of the Report

The report begins with an introductory section that provides a description of the project and the country context (previous chapter). The second (current) chapter provides an overview of the evaluation objectives and methodology. The third chapter presents the main findings of the report and consists of three parts: the first part assesses key aspects of project design and formulation; the second part focuses on implementation issues; and, the third part presents an assessment of the results achieved by the project along the standard dimensions of relevance, effectiveness, efficiency and sustainability. The fourth chapter provides a set of ideas about how the project’s outstanding activities may be carried to successful conclusion. The fifth chapter identifies key “lessons learned” drawn from the experience of this project. The sixth section summarizes the main conclusions and the last (seventh) chapter provides a set of recommendations for the consideration of project stakeholders. Additional information supporting the arguments made throughout the document is provided in the eight annexes attached to this report.

3. [bookmark: _Toc526540403]FINDINGS

While the amount of information generated by this evaluation was enormous, the findings presented in this chapter cover only the most essential aspects of the project and, given the mid-term nature of this assessment, are to a considerable extent focused on those aspects that require improvement and the attention of project stakeholders. Care should therefore be taken not to interpret this as if the project was fundamentally challenged and there was nothing else to it but the limitations highlighted in the following three sections. Far from it, there were many good aspects of this project, such as the strong national ownership, effective monitoring of project activities, responsiveness of the project team to the needs of project stakeholders, good use of adaptive management in response to changing circumstances, etc. There was also a lot of work that went into creating the foundations of a number of important systems for the management of transport sector in Kuwait. Many of these positive features will be discussed throughout this chapter. However, it is also important to emphasize from the outset that there has been a deliberate effort in this report to throw light on some of the most critical challenges that the project has faced. The main reason for this choice has been to help project stakeholders understand in a more systematic fashion the project’s main bottlenecks and their implications, and, following this evaluation, make the necessary decisions to improve the effectiveness, efficiency and sustainability of activities.
The findings, and the rest of this chapter, are organized in the following three sections: i) Project Design; ii) Project Implementation; and, iii) Project Results.

3.1. [bookmark: _Toc526540404]Project Design

One of the components of the evaluation was the assessment of the design of the project, both before and after the revision of the Project Document that took place in 2016. The following is a brief summary of the main findings of this assessment. It should be noted that this section does not relate to any implementation issues – it is strictly focused on design matters. Findings related to the implementation of the project are presented in section 3.2 of this report (Project Implementation).
The project “Implementation of Comprehensive and Long Term National Traffic and Transport Sector Strategy for Kuwait” has a long history which goes almost ten years back to 2009. Before providing an assessment of the design of the project, it is important to clearly outline the stages in which this project has unfolded.
· Stage 1 – Cooperation between UNDP and the Government of Kuwait in the area of transport and traffic management preceeds the project in question. The first phase of cooperation (referred here as Stage 1) comprises activities that took place before 2009. In this stage, the Kuwaiti Government developed with the support of UNDP a long-term and comprehensive National Traffic and Transport Strategy for the 2010-2020 period (what is referred to in this document as the NTTS).
· Stage 2 – This stage corresponds to Phase I of the current project which took place between 2009 and 2013. In this stage, the Kuwaiti Government and UNDP started cooperating on the implementation of the priorities of the NTTS. The initial funding allocated to the project was US$ 772,555 and the main activities that took place were geared towards the provision of guidelines and trainings by consultants. In 2012, Kuwait’s General Secretariat of Supreme Council for Planning and Development (GSSCPD) provided an additional US& 1,950,779 in support of project activities.
· Stage 3 – This stage corresponds to Phase II of the project, which is the focus of this evaluation. This stage emerged in reaction to the government’s need for more tanglible results in the implementation of NTTS, which necessitated significant investments in physical infrastructure (IT systems, hardware, software, etc.). In this phase, the government committed a significant amount of funding. In addition to the GSSCPD funds carried forward from the previous phase, the General Directorate of Traffic (GDT) of Kuwait’s Ministry of Interior (MoI) contributed US$ 8,485,916 through a Cost Sharing Agreement, which was signed with UNDP in August 2013. With such significant investment in the transport infrastructure, this phase marked the real beginning of the implementation of NTTS.
The project document for Phase II was signed by UNDP and MoI in 2014 and its activities were expected to finish by the end of 2016. As the Project Document states, the project was intended to support the Kuwaiti government in the development of an efficient and sustainable traffic management, road network, and road safety and enforcement system. A more detailed description of the project’s goals and expected outcomes is provided in Box 2 below.
[bookmark: _Toc526540572]Box 2: Project’s Goals and Outcomes
	Focusing on the NTTS priorities, the project’s goal was to address challenges related to issues such as road safety, traffic congestion, data collection, and road accident investigation through the development of an efficient traffic demand management, road safety and enforcement system, integrated information system, institutional reform, efficient taskforce, and monitoring and evaluation system that will assist planning, implementation and management of sustainable transport system. The project aimed to improve the capacity of the stakeholders in understanding traffic problems based on evidence and research, evaluate performance, strengthen coordination, and promote better initiatives and community awareness for efficient policy development, implementation schemes and reduction of the negative socioeconomic costs.

Project activities were intended to support broad outcomes such as improve planning and design process; reduce severity, frequency, and cost of road accidents to the community; alleviate congestion; optimize movement of people and goods; enhance public transport service; strengthen law enforcement; and contribute to the reduction of emissions which contribute to climate change. Project interventions were expected to lead to improved traffic data management, as well as improved organizational performance through strengthened technical and administrative capacities of GDT. The project was intended to contribute to the achievement of the twin objectives of strengthening evidence based and coordinated response to traffic related challenges, as well as modernizing administrative and technical processes in the context of supporting the transition to e-government.




The Project Document (for the period 2014-2016) identified three specific outputs:
1. Building a National Traffic Information System (NTIS) with Geographical Information System (GIS) functions to enable the gathering and analysis of road accident data, traffic features, and related issues, to provide decision makers and practitioners with reliable data for efficient policy development and implementation schemes;
2. Establishing the National Black Spot System (NBSS) to minimize the social and economic cost of accidents and enhance road safety;
3. Capacity building and training of national cadres of the GDT and relevant Ministries and provision of support for the establishment of National Centres of Excellence.
As can be seen from the formulation of the above outputs, the project was primarily intended to support the development of a nation-wide electronic system for the management of data on road accidents. The electronic systems developed by the project were expected to replace inefficient manual paper-based data practices,  improve planning and design processes, strengthen information analysis, reduce severity, frequency, and cost to the community of road accidents, alleviate congestion, optimize movement of people and goods, strengthen law enforcement, and reduce gasses which contribute to climate change. With the aid of Geographic Information Systems (GIS), the platforms developed by the project were intended to be accessible through the internet and mobile phones, providing up-to-date information to a wide audience, including planners, engineers, private sector, researchers, students, NGOs, political leaders, decision makers, and the community. 
During the period 2014-2016, as the project was pursuing the establishment of NTIS and NBSS, a number of challenges and delays were encountered, which will be discussed in detail in section 3.2. (Project Implementation) of this report. It also became clear that the two-year window was not sufficient for the implementation of such a large-scale technical project. Furthermore, the needs and priorities articulated by the stakeholders, and in particular GDT, had evolved cosiderably as a result of better understanding of the requirements and technicalities involved. Consequently, in a 2016 Project Board meeting, project stakeholders made a unanimous decision to revise the design of the project and extend its activities to the end of 2018.
The revision of the project design (and Project Document) consisted of the following changes:
1. Outputs 1 and 2 (in the original Project Document) were merged together. The rationale for this was the realization that the Black Spot System (output 2) was an integral part of the National Traffic Information System (NTIS), which was pursued under output 1. Packaged together, the NTIS and the black spot system were called the Kuwait Road Accident Data Management System (KRADMS).

2. The original Output 3 became Output 2 and underwent substantive change. In the original design, Output 3 was focused on providing capacity development support to the GDT staff and supporting the establishment of national centers of excellence. Activities under this output also included support to other relevant institutions in the implementation of the traffic strategy, such as enhancing capacities of Traffic Planning and Research Directorate, providing requirements of Supreme Traffic Council and supporting the implementation of National Transport Authority. The revised Output 2 incorporated activities already started under the original Output 3, such as launching the electronic correspondence system, supporting GDT’s Specialized Training Center with a software on “Training Programme Management” and providing specialized training and skills development, but also expanded into new activities, such as the development of an “electronic driver license issuance system” and an “electronic document filing (archiving) system”. Some activities that were not considered “high priority” by GDT were dropped to make room in the budget for the newly introduced activities. The following are activities that were dropped.
· Development of National Traffic Training Centre of Excellence
· Enhancement of Traffic Planning and Research Directorate activities
· Enhancement of General Directorate of Traffic Capacity
· Establishment of 7 accident investigation units and 7 traffic awareness units within the General Directorate of Traffic till Dec 2015
The two new components (outputs) were re-formulated in the following way in the revised Project Document:
1. Capacity of GDT to manage national traffic information developed.
2. Technical and administrative capacities and processes of GDT to support professional development and transition to e-government enhanced.
To summarize, the revision of the project design changed substantially the nature of objectives and activities pursued by the project. Figure 5 below shows in practical terms what the revision meant for the project. Before the revision, the primary outputs of the project were the National Traffic Information System and the National Black Spot System, which corresponded to KRADMS, as well as the e-correspondence system and some training programmes (as shown on the left side of Figure 5 below). After the revision, the project consisted of four main components (as shown on the right side of Figure 5): KRADMS, driving license system, archiving system and e-correspondence system (as well as some training and awareness raising activities, and the development of a training management system for GDT). An IT Infrastructure component was later added by the project team, as part of the procurement process for parts for the systems under development.
[bookmark: _Toc526540547]Figure 5: Project components before and after the 2016 revision
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The following is a brief summary of the four main components of the project that resulted from the revision of the Project Document in 2016.
· Kuwaiti Road Accident Data Management System (KRADMS) – KRADMS is an electronic system for the management of information on road accidents, including the identification of black spots. KRADMS enables mobile users to input information directly from the spot where the accident has happened and allows distant uploading of pictures from that location.
· Electronic Driving License System – This system is intended to assist citizens in renewing (replacing) their driving licenses without having to show up in-person at the relevant GDT departments. Instead, applicants will be able to complete their application online and connect to the driver’s license database system through kiosks located in commercial centers and other locations to obtain a printed license (smart card). This system is expected to expedite procedures for the issuance of driving licenses, as well as substitute current driver licenses with smart cards in line with international standards.
· Archiving System – This system automates the process of document management for driving licenses, vehicle registration and vehicle inspection documents through an electronic document archiving database. End users (GDT staff) will be able to store/file organize, and retrieve documents for the purpose of, inter alia, undertaking review and producing reports as well as allowing for quick access to vehicle registration and driving license records. The system will be installed and implemented at the Driver License and Vehicle Registration Departments in six governorates.
· Correspondence System – This system allows GDT departments to manage official correspondence more effectively by using secure electronic channels. Scanners and barcode readers are used to digitize correspondence and route letters in record time.
· IT Infrastructure – This component is not a separate system per se, but represents a bundle of hardware items such as servers, routers, storage disks, and so on, procured for the other systems – more specifically KRAMDS, Archiving, and Correspondence.

3.1.1. [bookmark: _Toc526540405]Project’s Logical Framework

An analysis of the Project Document and associated planning tools such as the Results and Resources Framework or Annual Work Plans was conducted in the framework of this evaluation. The following is a brief summary of the main findings.
Given the long-running cooperation between UNDP and MoI in the area of transport and traffic, the Project Document (both before and after the revision) builds on extensive experience and information that has been accumulated over many years. Furthermore, given that the project’s main objective was to implement key elements of the National Traffic and Transport Strategy (NTTS), the Project Document relies for the most part on the analysis and approach presented in the NTTS. This represents a significant advantage for the project as the NTTS contains a well-researched and prioritized list of interventions identified through an inclusive process involving multiple stakeholders. Consequently, the Project Document provides a thorough and consistent analysis of the country context, the needs to be addressed and the priorities selected from the interventions highlighted in the NTTS. The Project Document also does a good job in identifying specific problems that project interventions are expected to address (see Box 3 below for a list of the main problems identified in the Project Document). Based on the identified problems, the document proposes solutions that consist primarily of electronic (automated) systems and training for respective MoI departments.
[bookmark: _Toc526540573]Box 3: Definition of the problems targeted by the project
	The following are the main problems identified in the Project Document:
1. No centralized / integrated electronic information system available. 
2. Inadequate capacity of the GDT to provide traffic-related services for the stakeholders.
3. Absence of modern blackspot and road safety system.
4. Inefficient paper based system for correspondence within GDT offices/locations.
5. Lack of international level specialized skills in crash investigation techniques
6. Manual system for archiving and managing documents related to driver licenses, vehicle registration etc.
7. Outdated driver license issuance system and inadequate channels for driver license delivery and provision of related services.
8. Outdated electronic system for management of training at GDT specialized training center.



Yet, for all the strengths presented above, the Project Document (both before and after the revision) suffers from a number of shortcomings. While a deeper analysis of them would have been too lengthy for this document, the following section provides a brief summary of four major shortcomings. 
· Project Outcomes not defined in the Project Document - While project outputs are described with clarity in both project documents (i.e. the systems that will be developed or the training that will be provided), the outcomes that are pursued through the project are not explicitly stated in the document, but can be found in the Country Programme Document (CPD). It would have been useful if outcomes and their indicators had been expressed in more specific terms in the project documents - like improved service delivery for citizens (i.e. time required to obtain a renewed driving license, number of citizens served in one month by the driving license department, number of black spots identified, etc.). Furthermore, the Project Document lacks a Theory of Change that identifies the way in which the various activities and outputs are inter-linked and the channels through which the proposed interventions will produce their effects. A sound Theory of Change and clearly defined outcomes would have provided better guidance to the project team and partners, allowing them to keep sight of the ultimate goals of their work and not seeing the establishment of the various electronic systems as the end-result of the process. Also, a better formulation of outcomes would have allowed for easier measurement of project results after its completion.

· Inadequate Results and Resources Framework (RRF) – The project’s RRF is not designed optimally and its usefulness is limited because the measures included in the framework do not capture key dimensions of implementation that should have been tracked during the monitoring process. First, the Project Document for the 2014-2016 period (before the revision) did not have a RRF and the project operated on the basis of Annual Work Plans (AWP). Second, even when an RRF was introduced in the revised Project Document for the last two years of the project (2017 and 2018), the choice of indicators, baselines and targets was not always appropriate. A number of indicators (shown in Annex VI of this report) measure either the degree of implementation of the systems (i.e. KRADMS or the driving license system) or the number of people trained. Both types of indicators present problems. For example, the degree of implementation (which is presented on a scale of 1 to 3 depending on progress made) does not provide clarity on the quality of the system and the likelihood of successful uptake by end users. A score of 3 is defined as “operationalization of the system”, but operationalization does not imply that the system is ready to be used and the likelihood of success is high. So, from a monitoring perspective, this type of indicator does not provide much value. Similarly, the fact that a certain number of people have been trained does not necessarily imply that their capabilities have been improved. A measure capturing improved performance would have been more effective in demonstrating progress on the training dimension. The general point here is that the RRF can be an instrument that can help project stakeholders monitor implementation more effectively, but that requires a meaningful and well-defined framework.

· Limited guidance on the process – While project outputs, as already mentioned, are well defined in the Project Document, the process leading up to their achievement is not well-specified. The document provides limited guidance on what would have been required to achieve the outputs, what steps would have been necessary to take, what sequence of actions would have been most appropriate, and other questions like these. The lack of clarity on the process seems to have contributed to a build-up of unrealistic expectations that were reflected in the very ambitious timelines of the project. The focus of the document is not on the “how” of the development of the various electronic systems, but on the “what”. Consequently, the Project Document underestimates the complexity inherent in the process of developing systems like KRADMS and the electronic driving license system. With hindsight, we now know that their development is a massive (an unprecedented for MoI) undertaking that involves a large number of actors and activities and requires a significant amount of resources. We also now know that the major difficulties this project encountered were related to the fact that there were many technicalities involved in the development of systems which were poorly understood in the beginning and not anticipated until later in the process. Major bottlenecks resulted from the lack of understanding of the components that would be required for each of the major product and the process for getting those products developed. The fact that project AWPs were revised quite frequently (which in itself was not a bad thing because this provided the project will the necessary flexibility[footnoteRef:2]) indicates that many activities were identified on the go.  [2:  As will be argued further in this report, adaptive management was a positive aspect of this project.] 

The last point on the importance of the process versus the outputs cannot be emphasized enough. But how could the Project Document have provided better guidance on the process? While it is understandable that the design of projects involves a lot of flexibility and therefore there can be no one-size-fits-all solutions, it is possible to identify some elements that could have helped the project team and stakeholders identify more clearly key steps in process.
1. Given the size and the highly technical nature of this project, it might have been useful to have had as part of the Project Document a Road Map outlining specific steps to be taken in the development of complex systems such as KRADMS or the Driving License System. The Road Map would have been the go to reference guide for the project team when making daily decisions about project activities. It could have identified a sequence of specific activities related to the preparation of technical specifications, conduct of tenders, development of systems, monitoring of contractors, etc., the specific roles of the various stakeholders, potential pitfalls, etc. The Road Map would have been different from the list of activities identified in the Project Document, not only because of the sequencing of events in the form of a process, but also in the details and specificity of actions, including the risks involved in each step of the process.

2. Furthermore, a clear understanding of the steps required in moving from the development stage of a system (such as KRADMS or any of the other electronic systems) to the “testing & piloting” and finally production phases would have been useful right from the beginning of the project. The intermediate stage of “testing and piloting” is a world in itself that involves many complexities, but also common practices and solutions that could have been identified a priori and deployed during implementation more effectively.

3. It might have also been helpful to have had a Feasibility Study before or at the outset of project activities with the aim of identifying the scale of the effort, resources required, legal aspects, sustainability issues, etc. Such a feasibility study would have helped the project team avoid many uncertainties down the road. For example, with hindsight it is now clear that the resources allocated at the beginning of the project were not sufficient for a complex system such as KRADMS. A feasibility study for KRADMS at the beginning of the project would have revealed not only the approximate cost, but also many of the complexities that eventually materialized, including the need for stronger expertise and coordination (which will be discussed in more detail further in this report).

4. Another important aspect that is largely missing in the Project Document is the governance around the various systems that are developed (i.e. KRADMS, Driving License System, etc.). Governance is a broad concept, but in this case it means the rules and processes that guide the use of the systems once they are fully built and operationalized. In other words, this is the thinking related to the phase when these products are in place and need to be operated. These systems involve the interaction of many people and the process through which these people will interact with the system requires clear mandates, rules and responsibilities. For example, the Driving License System will be used and maintained by a number of GDT staff – some officials will enter information, others will provide quality assurance, others will pull reports from the system, etc. All these interactions will require rules and processes that will need to be codified into protocols. Also, certain monitoring and oversight structures need to be established around these systems – for example, a Steering Committee that will oversee the operation of KRAMDS.

5. Furthermore, a successful performance of these systems requires an adjustment in the habits and attitudes of people involved with them, be it clients of the Driving License System or MoI staff who are going to do the data entry in the Archiving System or KRADMS. The focus of the project document is on the technology, rather than the human element. Yet, reforms of this nature are not entirely about technology change, but more so about behavioural change. They involve the transformation of mentality and mindsets and are at a deeper level related to general attitudes towards new technologies. The Project Document does not explore this dimension of work and the interviews with stakeholders did not indicate a significant level of awareness regarding this matter. This dimension could have been explored more carefully at the beginning of the project and ideally integrated into its design. Some of this work could have been included in the project activities as part of the handover/exit strategy. As it will be discussed further in this report, the exit strategy of the project is not clear and needs to be developed carefully through a consultative process that includes all relevant stakeholders.

3.1.2. [bookmark: _Toc526540406]Assumptions and Risks

The Project Document identifies the following seven high-impact risks.
1. Delay of signing the cost sharing agreement 2014-2015 in line with the Ministry of Finance letter.
2. Lack of assignment of the successful bidder on time, and lack of bidder performance.
3. Inability to identify and treat blackspot by relevant Government agencies
4. Lack of reform adoption by the Government.
5. Lack of meeting the Work Plan and Procurement Plan needs.
6. Lack of assignment of consultants in line with the project period.
7. Lack of payment of the consultants in line with the UNDP guidelines, qualifications and nature of assignment.
The main challenge with this formulation of risks is that they do not identify the deep causes of the problem but rather the end-result (i.e. “work plan or procurement not achieved” instead of “procurement process not clearly understood”). Such formulation does not seem to have provided good value to the team that initiated the project because it does not convey a real sense of the degree of risks associated with the project and does not prescribe any measures to eliminate or mitigate certain risk factors. Also, the assumptions leading up to the risks and the management/project team’s response have not been identified explicitly. The revision of the Project Document presented an opportunity for deeper reflection on the nature of risks and potential responses, but a decision was made to limit the revision of the document primarily to the activities and refrain from a complete overhaul of the Project Document.
With hindsight, we can say that only risks 2 and 5 from the list above have somehow materialized in the course of the project’s life so far. Yet, the real challenges (risks) that have challenged the project could be described in broad brushes as follows: 
1. Underestimation of the technical nature of the project – It is important to emphasize that this project is not a typical project for UNDP, and maybe can even be categorized as ground-breaking for MoI. There are two aspects that make this project atypical – its heavy focus on Information Technology (IT) and the massive amount of procurement. Both are quite technical areas that require significant, but narrow, expertise which a typical Country Office (CO) would not usually have ready to be tapped, but would need to mobilize. Although this risk was well understood before the beginning of the project, it did not find sufficient reflection in the Project Document. The document is quite shallow on both IT and procurement aspects and it seems that IT and procurement experts were not intimately involved in its development. It is plausible that if at the stage of the development of the Project Document more attention was paid to researching these two areas by engaging the right expertise, a number of problems that emerged during implementation might have been addressed more effectively.

2. Insufficient coordination of project stakeholders – Another risk factor that could have been identified more adequately in the Project Document is the need for close cooperation among a number of crucial stakeholders responsible for specific components of the project. The IT nature of this project requires significant involvement of MoI’s more technical and specialized departments (such as the IT Department), both in terms of advice on the technical specifications of the various systems and provision of access to hardware and software systems such as ministry-wide servers and databases. Cooperation is further challenged by the sensitive nature of the information that is involved in the project and the security systems that are in place to protect that information. In such conditions, effective cooperation requires well-established structures with clear rules and responsibilities for each party. With hindsight, we know that it took time for the project to establish such structures that ensured an effective engagement of all stakeholders – GDT, IT Department, GSSCPD and UNDP – in project activities.

3. Underestimation of the behavioural change involved – Another risk that could have been assessed in the Project Document is the shift in attitudes that is associated with changes from paper-based manual process to electronic systems such as KRADMS or the Archiving System. As was mentioned in the previous section, the uptake of such system involves significant behavioural change that has to be channeled by carefully crafted governance rules and processes. This risk has not been tested yet because the systems are still under construction, but once they are fully operational and end users are using them, the need for behavioural change on their part will become obvious and will need to be managed.

3.1.3. [bookmark: _Toc526540407]Lessons from the Previous Phase Incorporated into the Project Design

The current project builds on the foundations of a long-term cooperation between UNDP and MoI in the area of transport management. The first phase of this cooperation, which took place between 2009 and 2013, focused on the development and preparations for the implementation of the national transport strategy (NTTS). With a relatively small budget provided by GSSCPD, the project in this phase provided support in the form of workshops, international experts, study visits, advocacy, etc.
The project’s second phase (2014 to present) was motivated by the need for more concrete results in the implementation of the strategy (NTTS). Information management systems such as KRADMS, the Archiving System, the Driving License System and the Correspondence System were key strategic components that were prioritized for implementation by the project. MoI provided a significant amount of funding (over US$ 8 m) to make this happen.
The development of the Project Document for the second phase has clearly benefitted from many lessons that were internalized by both UNDP and GoK staff during the first phase of the project. This must have also been the case during the revision of the Project Document in 2016. Furthermore, the whole project builds on the analysis and strategy laid out in the NTTS which GoK developed with the support of UNDP.
So, overall, the whole process of long-term cooperation is a good example of sustained engagement in one area by building on existing foundations and investing in a continued and long-lasting partnership. Despite this long process of cooperation, the lessons that must have been drawn over time are not carefully elaborated in the Project Document. This is an area where there was significant potential for a much better analysis of what has been learned through this partnership.

3.1.4. [bookmark: _Toc526540408]UNDP’s Comparative Advantage and Links to the UNDP Portfolio

Although a procurement-intensive project with a heavy focus on the development of IT systems, there are a number of reasons for why UNDP was involved in this project. First, it must be kept in mind that as a Net Contributing Country (NCC), Kuwait funds the entire UNDP programme, including this project.[footnoteRef:3] As such, the UNDP programme is largely driven by how UNDP’s perceived comparative advantage fits with the needs of the various Kuwaiti government entities. [3:  This project is the second-largest project in the Country Office (CO) portfolio.] 

Although UNDP’s comparative advantage in this area has not been analyzed in any depth in the Project Document, from MoI’s perspective there are a number of advantages for cooperating with UNDP in this area:
1. There is a higher degree of flexibility and speed when procurement is conducted through UNDP. There seem to be two reasons for this. First, MoI feels that UNDP (the whole corporate structure, including the CO and other UNDP structures globally) has better operational and technical capacities in the area of procurement. Second, it also appears that UNDP rules and procedures allow for more flexibility and speed than standard government procedures.

2. Through its international procurement system and network, UNDP enables MoI to reach a much larger audience of potential suppliers which it would be otherwise unable to reach.

3. There are also advantages that UNDP can offer in the area of capacity development for the various MoI departments. This is primarily achieved through the training UNDP provides with the involvement of international experts (more on this further in this report). All the major components of this project (KRADMS, Driving License System, Archiving System and Correspondence System) involve training of respective MoI staff. Furthermore, the project has also supported the development of the Training Management System for GDT, which is meant to become an important capacity building tool within MoI.
In this area, UNDP presents a number of other comparative advantages, which are neither clearly discussed in the Project Document, nor exploited to any significant extent during the implementation of this project. The advantages are related to UNDP’s core mandate and extensive global experience with the promotion of sustainable development and good governance. From this perspective, this project’s activities in the area of transport and traffic management could have been connected more effectively to key aspects of sustainable development, such as the implementation of Sustainable Development Goals (SDGs)[footnoteRef:4], reduction of greenhouse gas emissions, clean air, etc., or key aspects of good governance such as e-government, improved service delivery, transparency and accountability in the public sector, etc. Linking project activities with some of these other dimensions of UNDP’s mandate is an opportunity that may be exploited in the future to both increase the relevance of UNDP in the country and offer better value for money to the government (this is discussed in more detail further in this report). [4:  A quick reference was made to the SDGs in the Project Document, but without any specifics on how project activities would relate to them.] 

In UNDP’s Country Programme Document (CPD), this project falls under the governance portfolio (which is one of the two portfolios together with sustainable development)[footnoteRef:5] and Outcome 1, which is defined as “Policy and regulatory economic, social and environmental frameworks are in place to build resilience for inclusive, sustainable growth and development”. Given the project’s contribution to the implementation of the national transport strategy (NTTS), it is considered by the government as one of the key projects in support of the National Development Plan. However, due to its specific nature and the fact that it does not address traditional UNDP themes, no linkages to other UNDP projects in the country or the broader UNDP programme have been identified in the Project Document. Although the CO has always had an active involvement in the governance sector, the Project Document does not examine potential linkages that could have been forged with other relevant projects under implementation or in the pipeline.  [5:  Before there were four CO portfolios corresponding to four main priority outcomes identified in the CPD: i) Governance and Development Planning; ii) Gender and Social Development; iii) Economic and Private-sector Development; and, iv) Environment. The portfolios now have been consolidated to two: i) Governance; and, ii) Sustainable Development).] 

3.1.5. [bookmark: _Toc526540409]Management arrangements

Given Kuwait’s NCC status, the project was designed to be implemented under the National Implementation Modality (NIM), with GDT as the national implementing agency. The Project Document identified three key parties in the project:
1. GDT was given the responsibility for the day to day implementation of the project including coordination of national activities, monitoring of project progress, ensuring the quality of delivered services and participation in the Project Board (PB) and the Consultants Selection Committee. GDT is responsible for assessment of consultants in line with evaluation criteria approved by the Board and GSSCPD. Short lists of consultants and staff are prepared by GDT to ensure the technical suitability of the required people in consultation with the all parties. GDT is also responsible for providing the required budget through the GSSCPD, approval of project needs in line with the Work Plan, and the provision of office space.

2. GSSCPD acts as the governmental coordinating agency and a member of the Project Board. It approves the budget outlined in the Project Document.

3. UNDP provides the necessary support for the implementation of the project as defined in UNDP’s NIM Manual, including administrative services, oversight and quality control of project implementation, and assignment of the consultants in line with the UNDP guidelines, Project Board decisions and GSSCPD’s approval.
The Project Document also provides a detailed description of the responsibilities and authority of the Project Board, the quality assurance functions exercised by UNDP through the “Portfolio Manager”, the duties of the Project Manager (Technical Director) and project consultants who will be hired as necessary.
During implementation, the project did not follow all the organizational arrangements spelled out in the Project Document and described above. The next section of this report will provide a brief description of the organizational arrangements, as they transpired during implementation, and the reasons for deviations where they happened. The organogram provided in the Project Document for the project implementation arrangements is shown in Figure 6 below.
[bookmark: _Toc526540548]Figure 6: Management Arrangements for the Rio Project
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From a design perspective, four points related to management arrangements are important to highlight here:
1. MoI’s IT Department is not identified as a main project stakeholder. No role or duties are identified for it. This turned out to be a serious drawback because the IT Department had to play a major role in the project activities, as will be described further in this report. Yet, because of the design of the project that did not engage them directly in the project, their involvement was achieved through GDT. This led to significant delays, particularly with regards to the specification of requirements in the procurement process (purchase of servers, storage devices, software etc.) and access to MoI’s data systems (mainframe servers, databases, etc.).

2. The Project Document could have anticipated an advisory role for UNDP’s Regional Advisory Committee on Procurement (RACP), given the project’s heavy focus on procurement, as already mentioned. Although RACP’s role is quite specific and related to control and approval of procurement cases, it might have been judicious to have considered their involvement with guidance and advice (this will be discussed in more detail further in the report).

3. As already mentioned, the Project Document also does not pay sufficient attention to the governance processes and arrangements around the systems that are being developed. The focus is primarily on the project’s technical aspects. For example, with regards to the development of KRADMS, which is one of the most important aspects of the project, the Project Document does not outline in any detail any processes or governance structures that would guide the development of KRADMS. Some of these rules were eventually identified in some of the contracts and project work plans, but better clarity could have been provided through the project documents.

4. Although the Project Document mentions the hiring of consultants as needed, it does not pay sufficient attention to the crucial need that this project has had for strong permanent expertise in two areas: i) procurement; and, ii) Information Technologies (IT). This turned out to be a challenge, especially as far as IT expertise is concerned, during the implementation process, as will be discussed further in the report.

In summary, based on the analysis presented in this section, it can be concluded that despite the strengths in the analysis of the situation and identification of the real problems, the Project Document had a number of shortcomings which exerted a constraining effect on project activities and results. As discussed in more detail in the section on adaptive management, the Project Team was able to mitigate the consequences of some of these challenges, but, nevertheless, some constraints were not fully eliminated.

3.2. [bookmark: _Toc526540410]Project Implementation

While a lot of information was collected in the course of this evaluation on how the project was implemented, the focus of this section will be on three crucial aspects of implementation which are: i) key implementation challenges faced by the project; ii) how the monitoring and evaluation tools were used to identify these challenges; and, iii) how the project was able to react to and address these challenge (adaptive management). Before investigating these three questions, here is a brief overview of some of the project’s key implementation features. It should be emphasized that the focus of this section is on what actually transpired during implementation, and not on what was planned in the Project Document (that was the focus of the previous section of the report – “Project Design”).
· Timelines – The implementation of the project’s current phase (Phase II) started on 1 January 2014 and was scheduled to end on 31 December 2016, as specified in the Project Document. However, as indicated in the previous section, following a thorough review of project activities by the Project Board in 2016, the project was extended to the end of 2018. 

· Key areas – Unlike the previous phase (Phase I) which consisted mainly of UNDP technical assistance for MoI on the development of the transport and traffic strategy (NTTS) and preparations for its implementation, Phase II was characterized by a significant focus on implementation, with a particular focus on the establishment of the four key systems that constituted the core of NTTS: Road Accident Data Management (KRADMS), Driving License, Archiving and Correspondence. 

· Focus of activities – The establishment of the four above-mentioned electronic systems involved a considerable amount of procurement of IT-related infrastructure (both hardware and software). Consequently, two types of activities have dominated in this project – procurement and the development/customization of IT products. Both of them have required the engagement of very special and narrow expertise in areas which are non-traditional for both UNDP and GDT[footnoteRef:6]. [6:  To clarify, as part of MoI, GDT benefits from MoI’s extensive expertise in the area of IT, but this expertise resides in MoI’s IT Department which is a separate entity from GDT (this relationship will be explored in more detail further in this report). Therefore, GDT itself has limited IT expertise and relies on the IT Department for support.] 


· Financing – While the first phase (2009-2013) was financed entirely by the General Secretariat of the Supreme Council for Planning and Development (GSSCPD), the second phase (2014 – present) was funded primarily by the General Directorate of Traffic (GDT). About 15% of the GSSCPD funding provided in Phase I was carried forward for utilization in Phase II.

· GoK commitment – Given the key role that the project has played in the implementation of Kuwait’s national transport and traffic strategy (NTTS), it has had the full commitment of the government, and in particular GDT and GSSCPD. The project was endorsed by the Council of Ministers, and as such it was included in the National Development Plan as a strategic project.

· Pace of implementation – Overall, the project’s lifetime can be divided in two distinct periods: the first period corresponding to the 2014-2016 interval in which the speed of implementation was slow, and the second period corresponding to the 2017-2018 interval in which the pace of implementation gained considerable momentum.
The stakeholders that have played a key role in the implementation of project activities are listed below in no order of importance, along with a brief description of their main responsibilities.
· UNDP – Under the NIM modality and on the basis of a Letter of Agreement with MoI[footnoteRef:7], UNDP’s main role has been to assist GDT with the procurement and installation of the hardware and software components of the systems mentioned above and the organization of the necessary training related to them. This has involved not only the purchase of several items, but also the recruitment of experts involved in the installation of the components. The main tasks of the Project Team established under the UNDP project have consisted of ensuring the proper management of contracts – specifying the requirements of the contract, drafting the terms of reference, selecting the contractor, coordinating with the contractor, scheduling and managing their payments, ensuring contract deliverables are achieved in line with established quality standards and beneficiary expectations, facilitating communication and coordination between contractor and beneficiaries (end users), etc. In the conduct of procurement, the Project Team has also received support from the CO Procurement Unit, both in terms of advice and oversight. Also, UNDP’s Regional Advisory Committee on Procurement (RACP) was involved in the assessment and approval of procurement cases that exceeded US$ 150,000. [7:  This is a standard arrangement for all UNDP projects in Kuwait.] 


· GDT – As the implementing partner, the role of GDT has been to manage overall project activities and channel the assistance provided by the UNDP Project Team effectively towards the implementation of the agreed activities and the accomplishment of the set objectives. GDT has also been responsible for the coordination of all MoI and other government structures involved in the project. The National Strategy Team (NST), established by GDT to coordinate the implementation of the traffic and transport strategy (NTTS) in general, but also in particular to steer the UNDP project, has played an important role in providing guidance to the project team, obtaining the necessary clearances and decisions from the MoI leadership and providing the project team with access to other sections of MoI.

· GSSCPD – GSSCPD has been the executing agency and UNDP’s direct national counterpart for the whole country programme. GSSCPD has played an important role in the project not only through a portion of the funding that it has provided to the budget, but also through the crucial oversight and decision making role as the chair of the Project Board (PB). 

· MoI’s IT Department – Although not formally identified as a project stakeholder in the Project Document, the IT Department turned out to be an important stakeholder in this project. Its role was crucial not only in the development of the technical specifications for the procurement of the various electronic systems, but also in enabling the integration of the new systems with the existing MoI data and communications infrastructure that is managed by the Department.

3.2.1. [bookmark: _Toc526540411]Implementation Challenges

This section provides an assessment of the main implementation challenges experienced by the project which have resulted in delays in the realization of objectives according to established timelines. It should be emphasized here that not all delays are related to the quality of the implementation of project activities (internal factors). Three serious constraining factors outside the control of the project team which have influenced the pace of project activities are worth highlighting here.
· First, this project has involved activities which for GDT in many ways may be considered groundbreaking. The electronic systems established by the project have started from a very low baseline – they are not improvements or upgrades of previous versions, but starting from scratch both in terms of infrastructure and organizational processes. The level of innovation introduced by this project is enormous across many dimensions –technology, improved government performance and service delivery, e-government, transparency and accountability in the public sector, and so on. From this perspective, it is obvious that many unforeseeable challenges are inherent in the process – understanding what can be done, what are the factors that hinder progress, how to overcome reaction to change, and a number of factors like these.

· Second, this is a project that has not been driven by a fixed set of goals and outcomes right from the outset of activities (including Phase I). Its ultimate objectives and scope have evolved considerably throughout the 9 years of its lifetime. For example, two major components – the Electronic Driving License System or the Archiving System – were not part of its scope until late in 2016 when the Project Document was revised (as explained in the section 3.1. of this report). Clarity over the project’s ultimate objectives was developed in the process through a learning by doing approach, both for UNDP and the government entities involved. Activities in Phase I (2009-2013) and the beginning of Phase II (2014-2016) can be considered to some extent as exploratory in nature. Stakeholders were seeking to understand what in Kuwait’s transport and traffic strategy (NTTS) was feasible and desirable to pursue through this project. Only in the last two years (2017 and 2018) the objectives and activities of this project have taken a final shape. This flexible approach has been good for adapting project priorities to the evolving understanding and needs of the beneficiaries, but at the same time it has created challenges for the project team by not affording them ample time for planning and preparation. The importance of good planning and preparation for the establishment of nation-wide electronic data and communications systems such as KRADMS and the Driving License System cannot be emphasized enough, as already discussed in the previous section on the design of the project. 

· Third, while the project’s scope and size have been quite ambitious, allocated timelines and human resources (both before and after the revision) do not seem to have realistically reflected its complexity and technicality. Even under ideal conditions, the implementation of such complex systems would have required ample time to follow through the many steps involved, which will be discussed in more detail further. Therefore, the project’s inability to meet certain established deadlines in some areas might have been outside of the control of the project team and stakeholders. This, however, does not mean that areas where more effective implementation could have taken place – this is precisely what this section of the report is meant to achieve. 
With these important points in mind, we can now explore some of the challenges not directly related to the nature or design of the project that could have been addressed by the project team and stakeholders more effectively. Although these factors are largely inter-connected, for ease of understanding they are divided into three overlapping categories: i) procurement; ii) coordination; and, iii) expertise.[footnoteRef:8] [8:  These three types of challenges are inter-related because staffing and coordination issues have had a significant impact on the speed of the procurement process. Progress in these three areas has typically taken place in tandem – in other words, when improvements were made on staffing and coordination, they led to a faster speed of procurement.] 


3.2.1.1. Procurement Challenges

From a substantive point of view, this project is characterized by two essential features: “Procurement” and “IT”. Most project activities have involved the procurement of hardware, software and consulting services related to information technologies. The total budget dedicated to procurement thus far is about US$ 4.6 m. To provide a sense of the scale of procurement and IT related activities, Table 3 lists the largest 12 procurement cases handled by the project until the time of this evaluation (mid-2018). Two cases are notable in the list by dint of their size – KRADMS and the Electronic Driving License System, with each of them amounting to more than US$ 1.5 m.
[bookmark: _Toc526540557]Table 3: Main Procurement Cases
	
Procurement Cases

	
Amount in USD[footnoteRef:9] [9:  Figures in USD have been rounded up.] 


	1. Archive Filing System
	233,880

	2. Scanners for Archive Filing System
	56,000

	3. Correspondence System
	135,000

	4. PCs & Scanners & Barcode Printers for Correspondence
	63,052

	5. Internet Routers for correspondence and archiving users offices
	5,100

	6. Electronic Driving License System
	1,817,280

	7. Electronic Driving License Expert
	10,080

	8. KRADMS and GIS Software 
	1,588,392

	9. IT Infrastructure
	202,897

	10. Training on Crash Investigation and Reconstruction
	426,559

	11. Evaluation
	17,320

	12. Training Software
	48,500

	Total
	4,604,060


 
To identify the challenges related to procurement, it is first necessary to understand how the UNDP procurement process works. Box 4 summarizes this process by distilling it into 11 essential steps.
[bookmark: _Toc526540574]Box 4: UNDP’s Procurement Process
	
The UNDP procurement cycle consists of 11 steps (as shown in Figure 7 below). Each step is managed primarily by the Project Team, but requires the close involvement of other stakeholders. Starting with the development of the procurement plan and the definition of the requirements (technical specifications), the role of the beneficiary (in our case GDT) is crucial because they know what exactly they need and can afford. 

Based on these requirements, the Project Team drafts the Terms of Reference (ToR), which have to be approved by the beneficiary (in our case GDT). After the ToR have been approved, the Project Team works with the UNDP CO to advertise the tender and answers questions from potential bidders. When the advertisement period expires, the Project Team collects the bids, drafts an evaluation report and submits the cases for selection and approval to the CO’s Contracts, Assets and Procurement Committee (CAP). For contracts above US$ 150,000, UNDP rules require the approval of contracts by the UNDP Regional Advisory Committee on Procurement (RACP) based in Istanbul. After the selection has been made and received all approvals, a contract is signed with the winning bidder and the contract implementation begins. After this point, the Project Team monitors the contractor’s activities and upon fulfillment of all conditions makes payments according to the terms laid out in the contract. It should be noted that both the beneficiary and UNDP CO play an important role alongside the Project Team throughout this process. They have to approve all the steps of the process –ToRs, amendments, evaluation reports, contracts, etc.

[bookmark: _Toc526540549]Figure 7: UNDP Procurement Process
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To understand what types of challenges have occurred in the procurement process, we can now turn to specific procurement cases and examine how the process unfolded for each of them. The ensuing analysis focuses on four specific cases: i) KRADMS; ii) Driving License System; iii) Training on Crash Investigations and Reconstruction; and; iv) IT Infrastructure. The first three were selected due to the fact they are the three largest procurement cases, whereas the last because it was launched twice due to a rejection of the first attempt by the UNDP Regional Advisory Committee on Procurement (RACP), and as such represents an interesting illustration of a specific type of challenge.
Table 4 below shows the milestones of the procurement process for these four cases.

[bookmark: _Toc526540558]Table 4: Milestones in the Procurement Process of Key Cases[footnoteRef:10] [10:  The identified dates for the development of specifications initiated, ToR completed and ToR approved for all cases are estimated since there are no exact records of these dates.] 

	Stages of the Procurement Process
	Electronic Driving License System
	KRADMS
	Training on Crash Investigation and Reconstruction

	Development of Specifications Initiated
	September 2016
	The specs were initiated in late 2013 and a first RFP was advertised in late 2013 or early 2014. However after evaluation, it had to be relaunched in June 2014 due to budgetary or technical issues in the first launch.
	December 2015 
(approximate)

	
	
	
	

	ToR Completed
	November/December 2016
	See above, revised ToR were completed either in late 2013 or early  2014 (could not determine exact timing)
	February 2016
(approximate)

	ToR Approved
	December 2016
	Revised ToR were approved in 2014, late 2013 or early 2014 (could not determine exact timing)
	March 2016
(approximate)

	Procurement Advertised
	6 January 2017 to 5 March 2017
	9 June till 17 August 2014
This pertains to the second launch and advertisement of the RFP
	N/A (Direct Contracting approved by RACP). Discussion with vendor to finalize commenced in late 2015 but due to discussion between vendor and  UNDP legal office on the genera conditions within UNDP contract, process could not be finalized until later

	
	
	
	

	Bid Collected
	6-Mar-17
	18-Aug-14
	7 August 2016 

(Not Applicable as this was a direct contracting; after negotiation and finalization with vendor, case was submitted to RACP on 9th August 2016 for approval.)

	Bids Assessed
	31-May-17
	18-Nov-14
	9 August 2016
This was when the case was submitted to RACP.


	Decision on Winning Bid Made
	12-Jul-17
	30-Nov-14
	18 August 2016
Approval received from RACP

	Contract Signature Date
	13-Aug-17
	26-Mar-15
	21 August 2016

	Kick-Off of Activities
	10 September 2017
	August 2015
	9 October 2016

	Material/Service Delivered
	Ongoing
	November 2017
	11 May 17



By examining the milestones presented in the table, we can identify those steps of the procurement process where the longest delays have occurred.  The following is a brief summary of the observations that may be derived from the analysis.
· KRADMS – Procurement for the KRADMS component was the first case launched at the beginning of the project (late 2013 – early 2014)[footnoteRef:11] and as such it encountered the most difficulties – it served as a learning experience for the team in handling the subsequent cases. No clear records exist of the number of attempts made to launch this case, but at least one attempt failed. The definite launch occurred in June 2014. The advertisement of the bid and collection of offers was followed by the evaluation of bids which took about three months – from August to November 2014. Then another four months passed from the point when a decision was made on the winning bid to the signing of the contract (November 2014 to March 2015). After the signing of the contract, another four months were spent until the kick-off of activities (August 2015). So, the whole process took about 20 months – from later 2013 to August 2015. Only the three steps highlighted above took jointly about one year (11 months). [11:  This corresponds with the beginning of the project’s Phase II, as described in the previous sections of the report.] 


· Driving License System – The Driving License system was launched in September 2016, just after the revision of the project. The biggest delays here happened in the preparation of the specifications and the evaluation of bids - about 3 months each. The decision on the winning bids took another one and a half months. Overall, from the beginning of the process to the kick-off of activities the project took just about one year. Activities in this component are still ongoing (more details on this in the effectiveness section of this report), which testifies the complexity of developing the system.

· Training on Crash Investigation – This case was launched in December 2015 and activities were kicked off in October 2016, with the overall process taking about 10 months to complete. The fact that this process was a bit faster may be attributed to the direct contracting method that was used in this case. Also, it appears that, given that it involved training, this case was less technical than the other ones.
The procurement milestones of the fourth case – IT Infrastructure component – are shown in Table 5 below. Table 5 below shows the milestones of the procurement process for this component.
[bookmark: _Toc526540559]Table 5: Milestones of the Procurement Process for IT Infrastructure[footnoteRef:12] [12:  The IT Infrastructure in this table is not related to the Electronic Driving License System, but to KRADMS, Archiving, Correspondence and Training Management systems.] 

	Stages of the Procurement Process
	IT Infrastructure (for KRADMS, Archiving, Correspondence and Training Management) 
First Time
	IT Infrastructure (for KRADMS, Archiving, Correspondence and Training Management) Second time

	Development of specifications initiated
	20 July 2016
	22 December 2016

	ToR completed
	5 August 2016
	22 December 2016

	ToR approved
	22 August 2016
	29 December 2016

	Procurement advertised
	23 August 2016
	2 January 2017

	Bids collected
	4 October 2016
	22 January 2017

	Bids assessed
	8 December 2016
	13 February 2017

	Decision on winning bid made
	20 December 2017
	9 March 2017

	Contract start date
	N/A
	23 March 2017

	Material/Service delivered
	N/A
	Ongoing



This case is instructive because it presents two types of challenges, which were highlighted by some of the national counterparts. 
· First, the IT Infrastructure component represented a bundle of hardware items such as servers, routers, storage disks, and so on, not for one particular system, but for a group of systems – more specifically KRAMDS, Archiving, Correspondence and Training Management. These items were lumped together into one contract based on the specifications provided by existing contractors. One concern expressed during the interviews was that the IT Infrastructure component consisted of elements that should have been included in the procurement of the individual systems right from the beginning. For example, the KRADMS elements of the IT Infrastructure component should have been included in the KRADMS procurement. The explanation provided by the Project Team was that the reason for a later tranche of procurement was that service providers (vendors) selected in the first stage had to recommend further specifications for the respective system. For example, KRADMS’s Request for Proposals (RfP) required the service provider to recommend generic specifications for infrastructure (such as server room, san storage, etc.) which would be procured separately. The key point here is that better planning and preparation right from the beginning of the project (as already discussed in the previous section of the report) would have made it easier to define upfront and in clearer terms the specifications of the systems that were being established.

· Second, the procurement of the IT Infrastructure component also experienced significant delays, but of a different nature from the three other cases discussed above. Preparations for the procurement process started in early 2016 when the KRADMS and in mid-2016 there was a first attempt to secure a sourcing option through a direct Long-Term Agreement (LTA). However, the offer received through the LTA was much higher than what could be sourced locally, so the option was abandoned. Then, in mid-2016 the process was re-launched through an RfP, on the assumption that the RfP modality was the right method for this case (in RfPs the vendor provides technical solutions, not just quantities of something that is well-established in advance). The project team followed all the standard steps required for RFPs until RACP in Istanbul was asked for their approval of the selected bid. In UNDP projects, it is standard procedure that RACP’s approval is required for procurements higher than US$ 150,000 (the value of procurement in this case was US$ 202,897 – see Table 3). After their assessment of the case, RACP concluded that the procedure that had been followed was not appropriate and recommended that the whole process be relaunched as an Invitation to Bid (ITB).[footnoteRef:13] Thus, the project team had to reinitiate the process starting with the re-advertisement of the ToR in early 2017. So, more than one year passed from the beginning of preparations to the point when the procurement process was irreversibly launched again. This contract is ongoing, as will be seen in more detail in the section on effectiveness. [13:  An Invitation to Bid (ITB) is generally used for the procurement of goods valued at USD 100,000 or more; or where technical approaches to the relevant project or the management/supervision of a project activity are not requested of prospective Vendors. ITBs may also apply for the procurement of civil works or services, which can be quantitatively and qualitatively expressed. Quotations are evaluated amongst a minimum of three responsive and qualified offers, upon which an award is made to the lowest priced acceptable offer.] 

These four cases enable us to draw a number of conclusions about the main challenges involved in the procurement process. In the rest of this section, these challenges are organized according to the three stages of the procurement process where they are encountered: i) specification of requirements; ii) evaluation of bids; and, iii) signing of contracts.
Specification of Requirements
The specification (definition) of requirements is one of the initial stages of the procurement process where the project team has to identify in clear and specific terms the needs of the beneficiary (GDT in this case) and collect all the necessary information for the formulation of the ToR. The analysis of the four cases above and the additional information collected in the course of this evaluation enable us to identify three major challenges related to this stage of the procurement process: the need for early planning and preparation, technical expertise, and effective coordination amongst stakeholders. The following is a brief discussion of each of these challenges.
a. Early Planning and Preparation – The lack of early planning and preparation in the procurement of major items like those listed in the two tables above seems to have been one of the challenges of the project. This is particularly relevant in the cases of KRADMS and the Driving License System where the launch of the procurement process either failed initially or took a long time, leading to significant delays. It is also reflected in the case of IT Infrastructure which was a result of the need for more precise specifications coming from vendor after the initiation of the establishment of the systems in question. The main reason for these delays was that the requirements obtained by the project team from the beneficiary were not always clear right from the outset. A lot of time was spent on clarifying the details of what was to be done and how it would be done. Entire rounds of iteration between the project team and GDT were necessary for establishing in clear terms the specifications of procurement. For example, in the case of KRADMS, the project team spent a lot of time trying to determine in clear terms what kind of system GDT wanted to develop, how it wanted the system to function, what kind of information it wanted the system to capture, how that information would be used and a range of questions like these. As discussed in the project design section of this report, some of these requirements could have been discussed and identified right from the beginning of the project or even at the stage of the development of the Project Document. Early planning and preparation also requires a good understanding of the local market – what is and what isn’t available from the list of items that need to be procured, so that the right procurement modality can be identified (the example of the IT Infrastructure case is quite relevant here). A good understanding of the nature of the local market (availability, cost, quality, etc.) would have significantly improved the speed of implementation. Good panning also involves a careful assessment of the resources required for the achievement of the set objectives – hence the idea of a feasibility study discussed in section 3.1 of this report (Project Design). In summary, the definition of requirements is a step of the procurement process that requires ample advance time and a lot of early thinking, preparation and planning at the conceptual level, which was not the case in this project.

b. Technical Expertise – In addition to good planning and preparation, the specification of requirements requires significant technical expertise to translate the beneficiary’s broad vision and needs into specific technical requirements. A more detailed discussion of this can be found in the section on staffing (3.2.1.3 Staffing Challenges), but the main point here is that delays in the preparation of specifications could have been mitigated if the project had engaged more intensively and more effectively procurement and IT expertise.

c. Coordination among Stakeholders – Delays in the preparation of requirements have been to a large extent outside of the control of the project team because they involved the input of MoI. These delays could have been mitigated or avoided through better coordination among stakeholders. In particular, a more intensive engagement by GDT of MoI’s IT Department right from the beginning in the development of the specifications for all the systems would have provided the necessary expertise and would have helped the team identify the right solutions. This will be discussed in more detail in the following section of the report.

Management of the Bidding Process and Evaluation of Proposals

The Management of the Bidding Process and the Evaluation of Proposals requires a good understanding of the process and the necessary technical expertise for assessing IT proposals. The following is a list of the main challenges related to this stage of the procurement process.

a. Familiarizing Stakeholders with UNDP Procurement – In the interviews conducted for this evaluation, government counterparts stated that they should have been informed and familiarized more effectively with the UNDP procurement process, and in particular the way in which the selection of the vendors is done. A better understanding of UNDP procurement modalities would have created the right expectations from the beginning of the process and would have facilitated communications.

b. Coordination among Stakeholders – At this stage, better coordination with UNDP’s RACP would have saved time. If RACP in their role as provider of advice and guidance on the process had been engaged earlier, delays such as the one with the IT Infrastructure would not have occurred. This will be discussed in more detail in the following section of the report.

c. Technical Expertise – Also, more procurement and IT expertise at the stage of the evaluation of the proposals would have accelerated the pace of the process. The IT expertise is particularly relevant for those cases that involved significant IT components. This challenge will be discussed in more detail in section 3.2.1.3 on staffing challenges.

Dealing with Contracts
The proper understanding of contracts is another crucial stage that requires attention not only to procurement and IT matters, but also the legal provisions in the contracts. As the KRADMS case showed, the insufficient attention to details in the drafting of RFP and in the evaluation of technical proposals led to the licensing problems that emerged after the expiry of the contract (this will be discussed in more detail in the effectiveness section of the report).
In summary, the main challenges identified in relation to the procurement process are related to early planning and preparation, familiarization of government partners with UNDP procurement rules, stronger coordination among stakeholders and the need for more technical expertise in the areas of procurement and IT.

3.2.1.2. Coordination Challenges 

Given its technical nature and narrow focus, this project has involved a limited number of stakeholders. The project team had cooperated very closely with GDT, GSSCPD and UNDP CO. Furthermore, both GDT and GSSCPD have been intimately involved in project activities, ensuring strong national ownership. However, as the analysis in the previous section has shown, the project could have engaged more effectively MoI’s IT Department and UNDP’s RACP. Both played important roles at certain stages of the project.
Involvement of MoI’s IT Department
The IT Department is a large MoI department that is responsible for all IT related matters, including the management of information and electronic communications. The role of the IT Departments is essential for the project on three counts:
1. Recognizing that GDT as the project beneficiary is responsible for identifying its development needs and how to improve its institutional performance, the IT Department is in the position to provide it with invaluable advice and expertise in the specification of requirements for all the systems pursued by the project. As an agency non-specialized in IT matters, GDT does not have the capability to provide detailed technical specifications for the components that are required for a particular system such as KRADMS or the Driving License System. For that they have to rely on specialized technical expertise provided by the project (through the recruitment of consultants) and the advice of the IT Department. In both cases, the definition of the requirements necessitates a close interaction between these stakeholders. Furthermore, the IT Department has an important role to play in the provision of technical inputs in the evaluation of proposals.

2. The second key role of the IT Department is related to the integration of the various systems developed by the project with the larger MoI IT infrastructure which is managed by the Department. For example, KRADMS and the Driving License system need to be integrated with MOI’s existing data infrastructure which is operated by the IT Department. Furthermore, the data for the Driving License system has to be stored in a server housed by the IT Department, due to the sensitivity of information (see Figure 9). Such integration requires close involvement of the IT Department in project activities.
[bookmark: _Toc526540550]Figure 8: Server requirements of the systems established by the project
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3. Furthermore, systems such as the Correspondence System, Driving License System, etc., will be operated by GDT offices that are located outside of headquarters or in governorates. To be able to use these systems, these offices need to be connected to the GDT MoI network or the internet. This turned out to be a real issue because many of the offices that were targeted to access these systems were not connected. Issues of connectivity are the responsibility of the IT Department, hence another aspect of its importance for the project.
Despite this important role that the IT Department has for the activities of the project, it was not identified as a partner in the Project Document and was also not included as a member of the Project Board. Its involvement in project activities has happened through GDT. However, the IT Department is a separate entity from GDT and is also located in a different location. Communication between the two usually takes place through official letters, which slows down decision making. Sometimes obtaining the consensus of the two has been difficult for the project and has required the involvement of higher levels of decision making. This has presented challenges and introduced delays in the procurement process and the completion of contracted activities, especially with regards to the Driving License system which requires integration with the IT Department server (as described above).
The situation has recently improved thanks to closer involvement of the IT Department in project activities. In October 2017, the Department established a committee for improving coordination with the project and assigned the Head of Cooperation Department as a contact point. The project team now holds regular technical meetings with IT Department staff. Still, more can be done to further strengthen the engagement of the IT Department and their responsiveness, which is critical as it ensures a higher-level sustainability and usability of the systems. One thing that could be considered for the remainder of the project is their participation in the Project Board either as a member or as observer.
Coordination with UNDP’s RACP
As mentioned in the previous section, earlier involvement of UNDP’s RACP in an advisory role would have saved time and effort. The case of the IT Infrastructure tender is one example of this. If RACP has been consulted earlier in the process, the project team would have realized that the RfP was not the appropriate method and would have saved a few months of time. When in doubt, one is better served by asking for advice before proceeding. The project team has learned this lesson and has been applying it to successive cases by asking for the advice and expertise RACP in advance.

3.2.1.3. Expertise Challenges

As mentioned in the previous sections, the technical and ambitious nature of this project has placed on the project a high demand for strong technical expertise, especially in the areas of procurement, IT and legal matters. Although the Project Document identified a number of positions to cater to these needs, fewer experts were hired in reality. Table 6 below lists all staff members that have been involved in the project. 
[bookmark: _Toc526540560]Table 6: Project Staffing
	No.
	Title
	Contract Begin Date
	Contract Expected End Date

	1
	Consultant to GIS
	1/20/2013
	5/1/2017

	2
	Project Manager
	1/20/2013
	4/20/2015

	3
	Procurement Officer
	Jul-16
	12/31/2018 - present

	4
	Project Manager
	8/21/2016
	12/31/2018 - present

	5
	Project Assistant
	2/1/2014
	12/31/2016

	6
	Administrative & Finance Assist.
	2/1/2017
	12/31/2018 - present



The core team of this project has consisted of three people: a project manager, a procurement officer and a project assistant (helping on admin and finance matters). For a project of this size, this a quite small team. Furthermore, between April 2015 and September 2016, the project has had no dedicated Project Manager, but has been run by a UNDP CO analyst. Some of the issues related to the management/administrative staff will be discussed further in this document (section on adaptive management). The rest of this section will focus on the technical experts mobilized by the project in the important areas of procurement and IT.
Information Technology
Although the Project Document foresaw a number of IT-related positions (including a GIS expert, IT expert, etc.), the project has made limited use of IT experts. The project initially had a GIS expert who left in April 2017. After his departure, no GIS expert was further hired. A home-based IT expert with expertise on “smart cards” was hired to help with the technical evaluation of electronic driving license proposals, but only for 10 days in April 2017. Overall, the project did not have a permanent IT staff member and, as discussed in the analysis of the procurement process, this represents a major shortcoming. No one from the project’s permanent staff has any background on IT matters. The project team might have expected the expertise to be available in the government, but, as already discussed, coordination with the IT Department was not always effective and therefore the supply of technical advice was not always forthcoming on a reliable manner.
Procurement
The project team currently includes only one procurement specialist who is responsible for all aspects of the procurement process related to all cases handled by the project. For an existing portfolio of more than US$ 4.5 m worth of procurement, with multiple cases running intensively and in parallel, one procurement expert is not sufficient. Especially in the most intensive stages of the project, this area would have needed additional support. 
The CO procurement unit has provided support throughout the process, and the fact that the project’s procurement officer sits in the CO premises makes coordination more effective. However, interviews indicated that this support has been limited primarily to an oversight role through final approval of purchase orders, participation in evaluation committees, and submission and review of cases. In addition to more direct involvement with operational support, where the CO procurement unit could have played a bigger role is in coordinating with RACP (as discussed above), forging a better understanding of UNDP rules and procedures among government counterparts, and in particular GDT, even before the project team was assembled, and providing more training for project staff.

3.2.2. [bookmark: _Toc526540412]Monitoring and Evaluation

Given the strong national ownership, this project has been closely monitored by GDT and GSSCPD, as well as UNDP. As discussed in the design section, the Project Document did not include a Result and Resources Framework (RRF), but only Annual Work Plans (AWPs) with targets, baselines and indicators. The M&E plan for the restructured project 2017-2018 was designed in cooperation with UNDP CO M&E specialist and was included as part of the extension. The UNDP CO had an M&E specialist who supported the project team, but after the change management process the CO went through in late 2017 and early 2018 there was no longer an M&E specialist.
The project team prepared on a regular basis quarterly progress reports which contain a wealth of information and were used effectively to update board members on project activities and issues. Additional reports and status updates are provided for counterparts on ad hoc basis, as requested by the board members. An audit was conducted for the project in 2015. This evaluation is the first instance of evaluation for this project – the previous phase (2009-2013) was not evaluated.
Project Board
The project board has consisted of GSSCPD, GDT, and UNDP, with GSSCPD chairing it. All three organizations are represented by their leadership - SG of SCPD, GDT’s Undersecretary of Traffic Affairs and UNDP’s Deputy Resident Representative. In their absence, board meetings are chaired by the head of SCPD’s technical department, GDT’s traffic project coordinator and relevant management from UNDP.  Overall, high-level representation has been common in this project.
The board has been very involved, holding regular meetings at quarterly intervals.  In the early part of 2016, the Project Board met almost monthly in order to address bottlenecks that had caused significant delays in implementation. This led to the revision of the project and significant improvements in the pace of implementation.
Results Framework
As discussed in the section on the design of the project, the Project Document provided the project team with an inadequate RRF. As a result, the team did not have a solid framework for tracking crucial indicators. The following are some crucial parameters that the project could track more effectively in the remainder of the project.
· One element that the project team may track more effectively is the degree to which the capacity of participants in the various training programmes improves after the training.
· Also the performance of the systems that are being developed over time and the extent to which they are used successfully needs to be tracked effectively. This will be important for the piloting stage, but also for handover to government counterparts to have after the systems have been finalized and delivered to them.
· Another thing which could be tracked more systematically is lessons derived from the experience of this project which then can be shared with other projects and partners. They are key vehicles for transmitting experience and play a crucial role for upscaling and replication. It is not clear how such lessons have so far been collected, analyzed, synthesized and shared. Lessons learned and best practices could have been managed as important elements of the CO’s knowledge management strategy. 

3.2.3. [bookmark: _Toc526540413]Adaptive Management 

The use of adaptive management was one of the most positive features of this project. The project team and stakeholders used it successfully to deal with the challenges and delays, some of which have been described in the previous sections of the report. While a number of adaptive strategies and measures were examined during the evaluation, this section will focus on those that played a major positive role in accelerating the project’s pace.
First, the project itself was developed by adapting the experience and lessons of the previous phase (2009-2013) to the evolving needs of GDT and conditions in the transport sector. In its early phase, the project was designed to promote awareness about the need to tackle the multidimensional challenges of traffic through a national traffic strategy. The focus was on better skills through the numerous technical workshops and training such as the training programme on traffic investigation conducted in partnership with Center of Public Safety of Northwestern University. The second phase was adapted to respond to the need for more concrete results from the implementation strategy, but building on the foundations laid in the previous stage. The strategy was to focus on more tangible activities related to automation of GDT services and e-government.
But where adaptive management was used at its best was in 2016 when project stakeholders (UNDP, GDT and GSSCPD) decided to restructure the project with the aim of responding more effectively to existing challenges and aligning its activities with GDT’s evolving needs and priorities (the details of the restructuring have been discussed in detail in the section on project design).[footnoteRef:14] As part of the restructuring, the Project Document was substantially revised and the project was extended until the end of 2018. The revision refocused project on new activities not included in original version such as the Driving License, Archiving, and Training Management Software, and maintained some of the original activities such as KRADMS, the Correspondence system and the Traffic Investigation Training.  [14:  As discussed in previous sections, this situation had arisen as a result of delays experienced in the implementation of activities and a growing gap between what was in the Project Document and what was being carried out as part of the priorities of GDT.] 

Both UNDP and the government counterparts played crucial roles in the restructuring process.
· UNDP revamped the Project Team. While the previous phase had had a Project Manager, he had left in 2014 and until late 2016 the project was managed UNDP Programme Analyst who acted as project manager, supported by a Project Assistant, Procurement Specialist and a GIS expert. UNDP hired a new Project Manager in late 2016, and supplemented the team with a Procurement Specialist and Admin/Finance Assistant around the same time. This is the same team that is managing the project today. Another important change that took place at that time was locating the project team (with the exception of the procurement specialist) in the GDT headquarters to be closer to the GDT counterparts.

· GSSCPD and GDT played major roles too in the restructuring of the project. The Secretary General of GSSCPD took a direct leadership role in the board, spearheading a number of decisions that moved activities forward. GDT established a National Strategy Team (NST), comprised of three senior GDT officials, responsible for the coordination of all aspects of the project with other government entities. The head of NST is the project’s National Coordinator through whom all official communications and approvals are channeled. Since its creation, the NST has acted as an effective interface for all other government structures, including the IT Department. Furthermore, in 2017 the IT Department established a committee for improving coordination of the driving license activities and appointed the Head of Operations Department as the main contact point. 
The restructuring of the project can be categorized as a significant success of the project. It marked a breaking point for the project, dividing its timeline in two periods – the 2014-2016 period which was characterized by challenges and delays and the 2017-2018 period in which the pace of activities picked up, the procurement process accelerated and major decisions were made to unblock outstanding bottlenecks. These changes gave activities a significant momentum and created stability for the project. GDT’s Strategy Team strengthened coordination with other government entities, by showing high commitment to the project despite the difficult circumstances that the project went through. Also coordination with the IT Department improved considerably – the Project Team started holding regular technical meetings with IT Department staff.

3.3. [bookmark: _Toc526540414]Project Results

As most of the activities of this project are still ongoing and the systems that have been developed are not fully completed, the ultimate impact of the project cannot be assessed. This could be an exercise that the project partners could undertake after some time has elapsed from the full launch of the systems. This section is focused on the four key dimensions of UNDP evaluations: i) relevance - the extent to which the project has been relevant to country priorities and needs; ii) effectiveness - whether the project has been on track in the achievement of desired and planned results; iii) efficiency - whether the process of achieving results has been efficient; and, iv) sustainability - the extent to which the benefits of the project are likely to be sustained[footnoteRef:15]. [15:  This section will present only a tentative analysis of sustainability, as a complete assessment of sustainability will be possible only at the end of the project.] 

3.3.1. [bookmark: _Toc526540415]Relevance

From the perspective of national priorities and needs, the assessment of this project’s relevance was pretty straightforward because there was unambiguous consensus among all national stakeholders involved in project activities that the project is very important for the country. The project was endorsed by the Council of Ministers as an initiative that addresses a major government priority and relevant problem for Kuwait – traffic congestion. It is included in the National Development Plan 2015-2020 for mandatory implementation by relevant agencies and, as such, contributes to a number of dimensions of the National Development Plan and Kuwait’s Vision 2035 (more specifically, it contributes to the pillars of quality infrastructure, efficient government administration and sustainable living environment).[footnoteRef:16] [16:  The seven pillars of Kuwait’s Vision 2035 are efficient government administration, diversified & sustainable economy, quality infrastructure, sustainable living environment, high quality healthcare, creative human capital and distinguished international status.] 

For GDT, the project supports key elements of its mandate, and in particular the implementation of the National Transport and Traffic Strategy (NTTS). Also, GSSCPD considers the project extremely important to the realization of Kuwait’s national development strategy – hence, the direct involvement and leadership role of its chairman in the Project Board. Also, UNDP’s management considers the project very important. This is the second-largest project in the CO portfolio and builds on a long history of cooperation with MoI. The project is also in line with UNDP’s Country Programme Document (CPD) 2015 – 2019 and supports key goals identified in it, as shown in Box 5 below.
[bookmark: _Toc526540575]Box 5: Key Goals in UNDP’s CPD Supported by the Project
	UNDP Strategic Plan Outcome and Output:
	Outcome 3: Institutions enabled to deliver universal access to basic services

	Country Programme Document (CPD) Outcome, Output and associated indicator(s):
	Outcome 1: Policy and regulatory economic, social and environmental are in place to build resilience for inclusive, sustainable growth and development.  
Kuwait output 1.2:  Policies and measures approved and implemented to improve the efficiency and quality of the welfare system. 
Indicator 1.2.2: National traffic strategy developed and implemented. 
Baseline: Draft strategy developed 
Target: Strategy approved by National Assembly and action plan put into implementation by 2017



What UNDP should consider in the context of its upcoming programme and negotiations with national partners is how to add more value to such projects by integrating into procurement activities other dimensions related to sustainable development where UNDP has a significant comparative advantage, such as the implementation of SDGs or reduction of greenhouse gas emissions, or key aspects of good governance such as e-government, improved service delivery, transparency and accountability in the public sector, etc.
3.3.2. [bookmark: _Toc526540416]Effectiveness

At the current point in the project’s lifetime, an assessment of its ultimate results would be premature because the full effects of many activities will take time to play out. In particular, the extent to which the systems that are being been put in place are contributing to outcomes such as less traffic congestion, lower accident rates, etc., will become obvious only after enough time has passed for these instruments to have gained traction. Nevertheless, based on what has been done so far, it is possible to provide an overview of the project’s more immediate contributions. It should be noted here that effectiveness in the context of this assessment implies the extent to which the project has achieved what was planned at the outset. This section provides a brief overview of the project’s main achievements for each activity area (see key activity areas in Figure 10 below).
[bookmark: _Toc526540551]Figure 9: Key Project Activity Areas
[image: ]
1. KRADMS
Completed Activities
KRADMS is one of the largest components of the project. The total value of the contract for the system has been US$ 1,588,392. As mentioned in the implementation section, the decision on the winning bid for the KRADMS system was made in November 2014 and the contract with the vendor was signed in March 2015. Activities were kicked off in August 2015, and the purchase of the system equipment was completed in late 2015. Since then, activities have focused on the implementation of contract by further adapting and customizing the system to meet the beneficiaries’ needs.
Throughout 2016 and 2017, activities focused on the customization and integration of the system with other MoI systems that contained data (i.e. vehicle registration, etc.). This process involved out-of-the-box solutions and therefore took a long time. Also, additional equipment has been purchased through the IT Infrastructure component on the basis of recommendations received from the vendor (this included things like a GIS server and Airbus maps), and about 35 GDT staff have been trained as end users of the system.
KRADMS has now been installed in the new infrastructure and moved into live production. As part of the testing process, the project has been supporting a GDT data entry team to enter accident data into the system from paper forms. This has enabled the production of a limited number of sample blackspot reports. Actual reports would need to be based on more data over longer time periods.  
Outstanding Activities
Although the system was moved into live production, it is not operational yet. The reason for this is that access to the system was disabled by the contractor in January 2018 due to disagreement with the project team about the validity of the operational licenses related to the system. The contractor claimed that the licenses that were provided with the system were provisional (valid only for the duration of the contract) and needed to be renewed thereafter. Box 6 below provides a more detailed summary of the licensing issue.
[bookmark: _Toc526540576]Box 6: KRADMS License Issue
	When the contract was signed with an international company (vendor) for the development of the KRADMS system, it foresaw the use of 10 licenses for remote access to the system through laptops or mobile phones, as part of the testing procedure. 

The contract with the vendor ended in November 2017 and the company notified the project that the licenses had expired with the contract and the renewal required a fee. This was due to the fact that the company had developed a customized software and had proprietary rights (intellectual property rights) over it. 

The vendor’s request for a payment for the license was unexpected for the project team. The contract’s licensing arrangement was not clearly formulated (or clearly understood by the team). Similarly, the contract provisions related to training provided on the system were not clear. The change of project staff in 2016-2017 and the resulting loss of institutional memory had contributed to this situation as well.

While the project team was pondering the options and discussing the matter with the stakeholders, the vendor disabled access to the system in January 2018. The project team withheld the payment of funds to the vendor and on the referral of the Regional Procurement Office requested an opinion from UNDP’s Legal Office in New York. The opinion of the Legal Office was that the contract’s terms gave the vendor the right to charge for the renewal of licenses. Between November 2017 and the time of this evaluation, activities on this front have been suspended pending a clear decision by the government. If the government proceeds to purchase the licenses it would need to allocate funds for this purchase because this is not planned in the project budget. 

The government will have to decide how many licenses will be needed which depends on its vision of how extensively the system will be used. This may require the purchase of more than 10 licenses. Initial estimates at the start of the project put the number of users to about 200, based on assumption that traffic police vehicles on duty would could be equipped with the device which would enable them to record and input data on the spot. Due to recent shifts of responsibility for minor and major traffic accident investigations within MoI (between the General Department of Traffic and the General Department of Investigations), plans for using the system will need to be revisited accordingly.




The project team has been trying to address the situation in close coordination with GDT, and has also been discussing with the vendor options for future maintenance, which might include the purchase or lease of additional licenses for scaling up the system. This matter is sill pending. A clear decision on how to proceed with this system needs to be made by project stakeholders, and in particular GDT. Section 4 of this report on the “Way Forward” provides more details on the options that are available on this matter.
2. Driving License System
Completed Activities
As discussed in the section on implementation challenges, the Driving License System RfP was advertised in January 2017, proposals were received in March 2017, the contract was signed in August 2017 and activities started in September 2017. The design of the smart card and security features, based on ISO standards, has been approved by MoI. The high-level design documents for end-to-end business, as well as for web portal and mobile app, have been completed. The kiosk design has been approved as well. The project has purchased 15 kiosks for testing and is now in the process of setting them up. GDT officials have made a site visit to the smart cards manufacturer in Poland and a site visit to the kiosk manufacturer in Greece. 
Implementation has encountered some delays because integration with the MoI mainframe was not provided on time by the IT Department. The interim solution was to have back-office staff provide clearance for applications, instead of having the clearance process fully automated. The beta version of the upgraded driving license issuance system (1st milestone) was launched in January 2018 and included the web portal, mobile application and self-service kiosk. This version was launched using a simulation technique given that integration into the MoI mainframe has not been completed yet. The system has now gone into live production for a limited number of people and is working in parallel with the existing system. Production is done only in one location at the GDT main office, with training for back office employees at this location expected to take place soon. 
Outstanding Activities
This is the component that has the most outstanding tasks. A completion of this component’s activities by the end of 2018 looks quite unlikely. Outstanding activities in this area are related to two specific challenges: delays in the specification of requirements for remaining infrastructure elements and delays in integration with MoI’s mainframe (managed by the IT Department). Recently, the project has launched the procurement of the hardware infrastructure, but the offers that were received were much higher than the allocated budget. The project is discussing with GDT, GSSPC and the IT Department on whether to reduce the quantity and go for less than what was planned. The operationalization of the system along with the full installation and operation of all the kiosks and all offices and departments will be completed after the hardware infrastructure has been acquired. At the same time, the project team is continuing discussions with the IT Department on completing integration of the system with the MoI mainframe. Also, training for this system is outstanding – about 50 end users are expected to be trained by this fall.
3. Archiving System
Completed Activities
The procurement process for the Archiving System took place between January and May 2017. The beta version of the system has been launched after undergoing significant customization.[footnoteRef:17]  The software was placed on the project datacenter, as a testing phase. Several accounts were created with different privileges to test the system. The development of the software is now almost complete. Minor improvements are expected to be made once the system is fully implemented. Also, the scanners have been procured and the employees who will be using them have been identified. Orientation sessions have already been conducted for employees of the vehicle registration department (end users).  [17:  This was preceded by a first version (pre-beta) of the system and an orientation session on the system to give users a feel of the software.] 

Outstanding Activities
The project is expected to soon start the training for the relevant staff who have been identified. After that, the selected employees will receive the scanners and they will start the scanning process. The process will focus on scanning new cases. If MoI wants to scan older cases, that will be possible, but they will need to mobilize more people because the process requires human resources.[footnoteRef:18] Also, efforts on completing the data integration with the MoI system will continue. This has been a challenge for the project because MOI’s data is sensitive and highly protected. [18:  Documents currently kept on paper copies, so they will need to be brought to one place and will be scanned there.] 

4. Correspondence System
Completed Activities
The correspondence system is currently up and running, although software enhancements are still ongoing. The system covers only 44 GDT offices because of the lack of connectivity and scanners in some locations. The project has equipped these 44 offices with the necessary accessories and hardware. For an intermediary period the system will be implemented partially – users will still need to keep hard copies of the correspondence. Training has been provided to about 124 GDT who now have access (accounts) to the system.  
Outstanding Activities
Further expansion of the correspondence system to new offices and users in other governorates is hampered by the lack of network connectivity. Discussion are ongoing with the IT Department on finding solutions to the connectivity issue. To avoid delays and ensure that the operational capacity is utilized, the project has been providing temporary internet to the offices which need connectivity. The system is currently managed out of GDT’s Undersecretary Office and the Traffic Department of the Assima Governorate.
5. Awareness
After the project’s restructuring, awareness activities were placed on hold because of lack of funding. With the cost of the Driving License system turning out to be higher than estimated, activities had to be reprioritized. The Project Board recommended the project team to coordinate with MOI’s Information Department on how to promote awareness-related activities.
Table 7 below distills the above discussion into a matrix which consists of ten rows that represent ten key dimensions of the project and four columns that represent the four major systems pursued in this project (the IT Infrastructure component is not shown separately because its activities are integrated into the other components). With this matrix we can see the state of progress for each dimension and system. Green cells show activities that have been completed, red cells activities that are still ongoing and yellow cells activities that are completed but will require some follow up or maintenance services beyond the project’s timelines (end of 2018). This table provides a very clear picture of what remains to be done in this project. As can be seen from the table, the system with most outstanding activities is the Driving License System. 

[bookmark: _Toc526540561]Table 7: Summary of Progress for Main Systems
	
KEY DIMENSIONS

	
KRAMDS
	
DRIVING LICENSE
	
ARCHIVING
	
CORRESPONDENCE

	
1. Are all hardware pieces in place (procured and delivered)?

	
Infrastructure has been procured and delivered.  Other hardware has been procured and delivered
	
Some of the hardware has been procured and delivered.

However, specification of infrastructure requirements for Driving License is still underway.

	
Infrastructure has been procured and delivered. 

Other hardware has been procured delivery is underway at time of writing.
	
Infrastructure has been procured and delivered.  Other hardware has been procured and delivered.

	
2. Are all software pieces in place (developed and delivered)?

	
All software developed and delivered.
	
All software developed and delivered.
	
All software developed and delivered.
	
All software developed and delivered.

	
3. Are all software and hardware pieces integrated with MoI systems (mainframe, etc.) as necessary?

	
System is integrated
	

System integration is under process.
	
System is integrated
	
System integration is not applicable, but system is connected to internal network of MOI.

	
4. Are all licenses and permissions secured for full operation?

	
License for software is secured for operation but user licenses have expired.

	
Licenses and permissions secured.
	
Licenses and permissions secured.
	
Licenses and permissions secured.

	
5. Have all contracts been signed?
Any contracts not yet signed, but expected to be signed?
How many contracts are expected to go beyond 2018?

	
All contracts have been signed. No activities planned for 2019

	
Software contract has been signed, but specification of IT infrastructure requirements is still underway.

The maintenance provision of the software contract carries over into 2019.

The IT infrastructure requirements, when signed, envision a maintenance and warranty period after implementation, which will carry over into 2019.

	
All contracts have been signed.

The maintenance provision of archiving carries over into 2019.

Maintenance and warranty of hardware procured for archiving (scanners and PCs) also carries over into 2019.


	
All contracts have been signed. No activities planned for 2019.

	
6. Is training for end users completed? 
How many people have been trained?
How many people still need to be trained?

	
Over 35 users trained.
	
Training to commence in Q3 of 2018 (end of July). Target is 50 end users.
In addition to continuous hands on training/support during maintenance.


	

Training to commence in Q3 2018 (end of July), targeting 24 users.
	
Over 124 people trained.

	
7. Has system testing been completed?

	
	
	
	

	
8. Has the production phase started?

	
	
System has been launched and production has started but on a limited scale. Operation would require the IT infrastructure to be in place.

	
System is in production phase but operation will follow the completion of training (point 6 above).

	

	
9. Is the system operating at full capacity?
If not, what proportion of the expected full capacity is being used (in people or stations)?

	
Number of users will depend on the number of licenses to be purchased from vendor.

The capacity of system is large – able to accommodate hundreds of users.

System is not operating due to expiry of user licenses.

	
System can support unlimited users

System will service more than 40 locations/offices (comprising traffic departments at six governorates and service centers).

As the system has just moved to production in July 2018, only some staff at the GDT main office are being trained to operate it.
	
System can accommodate unlimited users. 

Plan is to install the system at 12 offices of Driving License Department and Vehicle Registration Department in 6 governorates with 24 users.

Roll out will follow the delivery of training in 12 locations in 6 governorates.


	
System can accommodate unlimited users.

Current contract provides for 45 locations with 180 users.

System is operating but not at full capacity due to lack of accessories (PCs and scanners) and lack of connectivity of many offices.

Currently, there are 65 users in 11 departments/divisions of GDT.


	
10. Does the system require maintenance?
What kind of maintenance?
How will it be secured?

	System requires maintenance as is the case with any software. For this system, remote maintenance combined with refresher training is desirable to ensure continuity and improvement of functionality. 
	System requires maintenance and contract with vendor provides for 6 engineers in six governorates. Some form of on-site support might be needed due to the complexity of system (smart card printers with associated consumables). Also, quick response measures needed to address problems of network connectivity and integration with mainframe which may threaten to shut down services.

	System requires software maintenance only; with no need for on-site support since system functionalities are straightforward.
	System requires software maintenance only; with no need for on-site support since trainers have been trained.




As can be seen from the description provided in this section, a lot has been achieved by this project under challenging circumstances and tight deadlines. Four complex systems have been established, two of which are already functional. In a period of about two years a large number of components were specified, agreed and purchased successfully. At the same time, the project team has been overseeing contractors and organizing trainings for end-users. What remains to be done in order to complete established objectives successfully is to install the remaining elements of the Driving License System, complete training activities, resolve the licensing issue for KRADMS, finalize arrangements about maintenance, and ensure a smooth handover of systems and responsibilities to respective entities. These tasks are discussed in more detail in this chapter’s section on sustainability.

3.3.3. [bookmark: _Toc526540417]Efficiency

This section provides an assessment of the project’s efficiency. As the term efficiency is typically used to indicate the cheapest way of achieving a particular result, best assessments of efficiency are standard cost-benefit analyses which quantify the benefits and costs of an intervention and compare them to certain benchmarks. Given the fact that project activities are still ongoing, this type of estimation was not possible for this evaluation. Instead, to assess efficiency, the report focuses on a number of parameters which are closely associated with efficient project management. These parameters are categorized into the following categories: i) budget execution rates; ii) cost structure; and, iii) timeliness of project activities.
Budget Execution Rates
Budget execution rates can be an adequate indicator of the project’s efficiency because inefficient projects usually have delays in expenditure which results in higher amounts of spending occurring at accelerated rates closer to project end dates. This typically leads to hurried decisions and hastened implementation which is rarely efficient. Table 8 shows the project’s execution rates by year based on planned expenditure. The following are some key observations that may be derived from the table. 
· First, in the first year of the project (2014), expenditure was quite low compared to the other years which confirms the point made elsewhere in the report that initially the project suffered from a lack of planning and preparation. 
· Further, in 2015, the execution rate was under 60% which reflects the challenges discussed in the section on implementation. 
· For years 2016 and 2017 the budgets have been considerably higher and execution rates have stood at about 90%, which shows the positive effects of the restructuring process on the project’s pace. 

[bookmark: _Toc526540562]Table 8: Budget Execution Rates (in %)
	Year
	Outcome Area
	Budgeted
	Spent
	Execution Rate at Year-End

	2014
	TOTAL
	748,875
	739,256
	98%

	2015
	TOTAL
	1,718,035
	987,583
	57%

	2016
	TOTAL
	1,429,422
	1,289,428
	90%

	2017
	TOTAL
	2,000,069
	1,815,006
	91%

	2018 
(up to now)
	Output 1
	310,136
	262,790
	85%

	
	Output 2
	4,613,220
	641,953
	14%

	
	TOTAL
	4,923,356
	904,744
	18%

	ALL YEARS
	TOTAL
	10,819,756
	5,736,017
	53%



Furthermore, as Table 9 below shows, the execution rate for 2018 (at the point in which this evaluation took place) has been quite low at 18%, but the project team confirms that most of the remaining funds (more than US$ 2 million) have already been earmarked for payments of contracts which have already been signed (primarily IT infrastructure for the Driving License system). The expected execution rate at year-end is 68%.
[bookmark: _Toc526540563]Table 9: Budgeted and Planned Expenditure for 2018
	Year
	Budgeted
	Planned to be Spent
	Planned Execution Rate at Year-End

	2018
	4,923,356
	3,340,454
	68%



Cost Structure
Another indicator of project efficiencies is the composition of expenditures. In particular, administrative costs are an important factor to examine because unusually high administrative costs are a sign of inefficient management. Table 10 (below) shows the proportion of expenditure spent on staff by year. While for the first two years, the proportion of resources spent on staff has been quite high, in 2016 and 2016 the ratio has been much lower, which is a reflection of the acceleration of activities after the restructuring of the project.  In 2018, this ratio is expected to be even lower (no more than 10%).
Another factor of cost efficiency is the management of the project by a small team consisting of a Project Manager, Procurement Specialist and an Admin/Finance Assistant. As has already been discussed, for a project of this size, this is a pretty small team.

[bookmark: _Toc526540564]Table 10: Staffing Costs by Year
	No.
	Total Project Expenditure
	Spent on Staff
	Proportion Spent on Staff

	2014
	739,256
	360,746
	49%

	2015
	987,583
	303,787
	31%

	2016
	1,289,428
	229,527
	18%

	2017
	1,815,006
	332,964
	18%

	2018
	3,340,454
	230,000
	7%

	All Years
	10,819,756
	1,457,024
	13%



Timeliness of Activities
Another indicator of project efficiencies is the extent to which implementation falls behind established timelines. One quick way of assessing this is to look at delays in the completion of project activities. Table 7 in the previous section provides a pretty good overview of the state of progress across all main components and the major delays in the project.
From the discussion of efficiencies, it can be concluded that in the 2014-2016 period efficiencies have been low, but after the restructuring the pace of implementation has improved considerably, which has also improved the project’s overall efficiency.

3.3.4. [bookmark: _Toc526540418]Sustainability

The sustainability of project outcomes may be assessed more adequately at the end of the project, when all activities have been completed. However, from what has been achieved so far, there are certainly many positive factors that contribute to sustainability. The most important of these are the strong national ownership and leadership demonstrated by GSSCPD and GDT, the support that the UNDP CO has provided to the project team, and the close coordination of all project activities with national counterparts – starting from planning, specification of technical requirements, development or installation of components, all the way to system maintenance and staff training.
Training in particular constitutes a key element of sustainability. The project team has developed training programmes for all systems developed under the project. These programmes have been designed and implemented in response to specific counterpart needs and priorities. Training activities are built into the RfPs and contracts with vendors, so they are well-integrated with the other project components. The project team has made training programmes a key instrument for the evaluation and selection process of bidding proposals and for the monitoring of contract implementation by the vendors. Furthermore, the project has cleverly tried to incorporate more training in the form of hands-on support and on-the-job training that responds in practical terms to the actual needs of the partners.
Given the technical nature of the systems developed under this project, the project team has also included in vendor contracts provisions for maintenance support for a certain period of time. Maintenance support includes the fixing of problems that will emerge in the short-run during the testing and validation of the system’s performance – i.e. software bugs and hardware glitches, improving usability and performance, etc.
While a number of measures such as the ones above provide positive contributions, there are also a number of risks and challenges that threaten the sustainability of project outcomes. Some of these risk factors and challenges have already been discussed in the “project implementation” section. To strengthen the likelihood of sustainability, the project team and stakeholders need to pay greater attention to these factors in the remainder of this project’s lifetime. 
The following is a brief overview of the main activities and measures that require the project’s close attention. They will be referred to here as “Outstanding Activities” and “Sustainability Enhancing Measures”. The former are short-term measures that are urgent and essential for the completion of project activities as conceived in the Project Document. The latter are medium-term measures that are not urgent, but quite important for the sustainability of results. 
Outstanding Activities
· KRADMS License – Due to the expiry of licenses, the system is not operational. A decision is needed on way forward. The project team is already exploring several options, including the leasing of licenses for a limited period or their outright purchase. Moreover, as the responsibility for traffic accident investigations has shifted from the General Department of Traffic to the General Department of Investigations, the decision will have to take into account this new institutional set up.

· Ongoing Contracts – A number of contracts, identified in Table 7 with red, are ongoing and extend beyond 2018 (without involving additional funds). The bulk of these contracts are related to the Driving License System. Whatever decision will be made with regards to the project, these contracts will require strong oversight until all their terms have been met.

· Maintenance – All four major systems will require some degree of maintenance. Maintenance provisions have been built in in vendor contracts. In the initial phase, it will be important to carefully monitor and follow up on maintenance needs until major system bugs and glitches have been fixed and their operation has been stabilized.

· Training – Some training programmes are still outstanding, as a result of delays with the installation of the systems. As Table 7 indicates, training sessions are still to be organized for the Driving License System and Archiving systems.


Sustainability Enhancing Measures
· Handover and Exit Strategy – Although some preparations have been made for the handover of the systems to the relevant departments, the project requires a stronger and well-documented handover and exit strategy. This strategy should outline the key steps that receiving entities should take to operationalize the systems successfully, engage with vendors for the necessary maintenance services, upgrade components, scale up and expand operations, etc.

· Awareness – As has already been mentioned, the establishment of systems such as KRADMS or the Archiving System involve a shift from paper-based processes to automated electronic management of information and as such require significant behavioural change from both users and clients. Awareness raising activities among end users and the wider public are crucial for fostering the needed attitudinal shifts. Some awareness-raising activities related to the systems had been foreseen in the project, but in light of shifting priorities and increased focus on the development of the systems, this work was placed on hold. Some of these awareness activities might be necessary to resume when the systems are operational and maintain for a while until attitudes have changed sufficiently and new habits have become established.

· Governance – As already mentioned, governance here represents the rules and process that will guide the use of the systems once they are fully operationalized. These systems involve the interaction of many people and the process through which these people will interact with the systems requires clear rules. For example, the Driving License System will be used and maintained by a number of GDT staff – some officials will enter information, others will provide quality assurance, others will pull reports from the system, etc. All these interactions will require rules and processes that will need to be codified into protocols. Also, certain monitoring and oversight structures need to be established around these systems. Reforms of this nature are not so much about technology change, but more about behavioural change. The Project Document does not explore this dimension of work and the interviews with stakeholders did not indicate a significant level of awareness regarding this matter. To ensure sustainability, this matter will require significant attention in the short to medium run.


4. [bookmark: _Toc526540419]LESSONS LEARNED
As has already been mentioned several times, this entire project has been a learning experience, but certain specific lessons identified from interviews with project stakeholders can be highlighted more prominently.
Lesson 1: Preparation and Planning
One important lesson that can be drawn from the experience of this project is the need for good planning and preparation well ahead the beginning of a project of these proportions. This report has advocated the preparation of a clear plan which contains an identification of potential pitfalls and risks, a Road Map for the implementation process, a Feasibility Study for the assessment of the human and financial requirements, and a number of other instruments that could be deployed right at the outset of the intervention. The evaluation report also calls for a project design that allows sufficient time for an iterative process in figuring out solutions to various problems that the project encounters. 
Lesson 2: Need for Flexibility
Another important lesson that can be drawn from this project is the importance of flexibility in project design and implementation. Perhaps the most positive aspect of this project has been the 2016 restructuring which unblocked the impasse and set the project on the right path. Projects of this kind should be flexible enough to allow stakeholders to make necessary adjustments in line with evolving needs and a better understanding of the process.
Lesson 3: Key Project Elements
This evaluation also provides us with a lesson on how stakeholders should approach projects of this nature by paying great attention to a number of key project aspects shown in Figure.
[bookmark: _Toc526540552]Figure 10: Key Project Elements
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The following is a brief description of each element.
1. Beneficiary’s Needs - A clear definition of needs by the beneficiary is a first step in the process on which other elements will build. Subsequently, the project team needs to understand how the need will be translated into practical terms and what tools and processes need to be put in place to meet that need.
2. Technical Requirements - Based on a clear understanding of beneficiary needs, the second step is developing the technical requirements. This process requires significant IT and procurement expertise to determine most viable and efficient solutions. The better defined the requirements, the easier it will be to hold the contractor accountable for their work.
3. Financial and Human Resources - Defining the technical requirements is one side of the coin. The other side is identifying the financial and human resources that will be needed to meet the technical requirements and carry out the implementation. This is important because it aids the development of the budget and human resource strategy.
4. Action Plan and Timelines - Based on the technical requirements, stakeholders need to develop a realistic action plan and clear set of timelines for the conduct of activities. Ample time should be given to preparation and processes around the elements identified in this list, especially the creation of governance structures (below).
5. Authorization and Coordination -  For a system that will be integrated into an existing infrastructure, clarity is also necessary upfront on who has the authority to approve integration to existing systems and interfaces such as networks, databases, mainframes, etc. also, the channels and process of coordination with key entities need to be clearly defined.
6. Training - Training requirements and targeted participants need to be identified well in advance. Training should target not only technical aspects, but also psychological aspects. Technological changes entail shifts in behaviour and attitudes which are difficult to sustain.
7. Maintenance - Maintenance needs need to be identified clearly, both in technical and financial terms. Maintenance also requires identification of roles and responsibilities, along with procedures and protocols.
8. Governance and Awareness - Rules and procedures around the use of the system also need to be established. This might also require the creation of dedicated structures for overseeing the process, providing quality assurance, etc. Also, facilitating the shift in user attitudes towards new systems is key factor of sustainability.
When implementing similar projects in the future, project partners (such as GoK entities and UNDP) should carefully consider these aspects and plan with them in mind well in advance of the beginning of the project.

5. [bookmark: _Toc526540420]CONCLUSIONS

Project’s Significance
What is the project’s practical significance for Kuwait and what difference could it make, once it is completed? The bottom line assessment that can be drawn from this evaluation is that this project has achieved a lot under challenging circumstances, tight deadlines and limited staffing. Four complex systems have been established, two of which are already functional. In a period of about two years, a large number of IT components were specified, agreed and purchased successfully. A significant amount of training for relevant GDT staff has been programmed or already delivered. 
Another dimension of this project that should not be underestimated is the innovative nature of the activities it has been pursuing, which are aimed at turning Kuwait into a world leader in the areas covered by the project. Very few jurisdictions in the world possess the technologies that are being developed through this project. For instance, few countries have the ability to supply driving licenses through kiosks installed in shopping malls. The level of innovation introduced by this project extends to other dimensions – technology, improved government performance and service delivery, e-government, transparency and accountability in the public sector, and so on. Seen in the context of MoI’s evolving institutional development, this project is an important building block with significant contributions.
Another thing that makes this project stand out is the practical and tangible nature of its contributions. While many projects seek to support e-governance through strategies and workshops, this one has played an important role in actually getting Kuwait to transition to four concrete e-government initiatives. There is no better and more practical example of e-government than what has been achieved under this project. This work has laid good foundations on which to build not only for the area of transport, but also other areas that need investments in automation.
Complexity and Challenges
One should also appreciate the complexities this project has faced. It has involved activities which for GDT in many ways may be considered groundbreaking and revolutionizing. The electronic systems established by the project have started from a very low baseline – they are not improvements or upgrades of previous versions, but starting from scratch both in terms of infrastructure and organizational processes. From this perspective, it is not surprising that many unforeseeable challenges were encountered in the process – figuring out what exactly can be done to meet the need of the client, developing technical specifications for advanced electronic systems that have been implemented in very few places thus far, and so on.
Furthermore, the design of the project (Project Document) has had a number of shortcomings which, as described in the report, exerted a constraining effect on project activities and results. The Project Document’s main drawback is that it does not present a cohesive and complete blueprint that shows how all the pieces work together and contribute meaningfully to a well-understood outcome. The focus is on the outputs, and not on the process. A theory of change showing the process and connecting all the dots all the way to the ultimate outcomes related to impact on traffic and citizen satisfaction would have been useful. Furthermore, for all the clarity in the formulation of outputs, the outcomes are vaguely defined and lack strong indicators. As a result, the Project Document has provided project staff with limited guidance during the implementation stage.
With regards to implementation, the main challenges have taken place in the procurement process, due in large part to the project’s heavy reliance on contractual services. These challenges could have been addressed more effectively through better coordination among the stakeholders, especially in the specification of technical requirements for the tendering process and the integration of the systems with the existing MoI infrastructure (servers, databases, etc.). Another measure that would have mitigated risks is more intensive use of expertise, particularly in the areas of procurement and IT. These challenges have led to delays which are more significant in the Driving License System, KRAMDS and the training programmes associated with some of the systems.
Successful Use of Adaptive Management
Project stakeholders have been able to mitigate some of the consequences of these challenges by taking a number of adaptive measures described in more detail in the report. The use of adaptive management was one of the most positive features of this project. The restructuring of the project in 2016 can be categorized as a clear success, as it marked a breaking point for the project, dividing its timeline in two periods – the 2014-2016 period which was characterized by challenges and delays and the 2017-2018 period in which the pace of activities picked up, the procurement process accelerated and major decisions were made to unblock outstanding bottlenecks. These changes gave activities a significant momentum and created stability for the project. 
Outstanding Decisions
What remains to be done in order to complete the project’s established objectives successfully is to install the remaining elements of the Driving License System, complete training activities, resolve the licensing issue for KRADMS, finalize arrangements on the maintenance of systems, and ensure a smooth handover of responsibilities to the respective MoI entities. Once outstanding activities have been resolved, UNDP and GoK should determine the future of their partnership in this area. The following two sections address these two sets of issues.
Project Extension
With the project’s end-date approaching (31 December 2018), a crucial question that requires attention is whether all ongoing activities can be completed successfully by the official deadline. The previous section (on the project’s sustainability) identified two sets of activities that need to be completed in order to put project outcomes on a sound footing – the so-called “outstanding activities” and “sustainability enhancing measures”.
Despite the strong preference of project stakeholders to have the project completed by the year’s end, the analysis in the previous section shows in unambiguous terms that both “outstanding activities” and “sustainability enhancing measures” cannot be completed by the end of December 2018.[footnoteRef:19] In this situation, the question is whether it is reasonable to extend the project for a definite period of time to allow the project team to complete ongoing activities and effectuate a better handover of the systems to the relevant GDT departments, or find an alternative solution, such as a transition team put together by GDT and the IT Department, for bringing the above-mentioned activities to successful completion and mitigating any potential adverse consequences resulting from a hasty handover (both options are shown in Figure 11). [19:  It is conceivable that will strenuous effort the KRADMS license, training and awareness issues might be addressed within this year. However, there are ongoing contracts that stretch beyond 2018, maintenance support will be needed beyond the end of the year, and the “sustainability enhancing measures” definitely extend into 2019.] 


[bookmark: _Toc526540553]Figure 11: Short and Medium Term Options
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The issue of extension has already received some consideration and discussion by the stakeholders, with different views expressed during the interviews for this evaluation. To come to a clear and rational decision, it is important to consider the upsides and downsides of both options and assess the balance of advantages and disadvantages. This analysis is shown in Table 11 below.
[bookmark: _Toc526540565]Table 11: Advantages and Disadvantages of Project Extension
	
Extension

	
No Extension

	Advantages

· Current Project Team able to carry out the remaining tasks. This provides the process with:
· Experience
· Institutional memory
· Productivity (given the familiarity of the team with the tasks at hand)

· Also, the Project Team will have more time to organize more effectively:
· Coordination and handover with receiving GDT departments.
· Training and maintenance arrangements.
· Communication of project results to audiences.
· Governance arrangements and awareness among GDT staff and end users

· Continued use of UNDP systems, capacities and procedures.

Disadvantages

· Administrative cost related to the Project Team.

· Likelihood that time pressure might lead to some activities completed earlier. 

	Advantages

· Lower administrative cost related to the Project Team.

Disadvantages

· MoI will have to establish an inter-departmental structure to coordinate and oversee activities. Setting up such a team and having it up and running and familiarized with the process will take time.

· Ongoing contracts will have to be managed through some other modality. Another option could be to renegotiate them to have them end in 2018, if the procedure allows for that. Disrupting the logical sequence of activities, though, might have detrimental effects for the activities and severely undermine sustainability.

· Handover of documentation and institutional memory will be hasty, as no solid handover plans are in place.



Bringing all the factors in Table 11 together, the logical conclusion is that a no-cost extension of the project is the most optimal alternative which ensures a proper transition of responsibilities and duties to the relevant government entities.

Longer-term Perspective
After the all matters related to this project have been resolved, UNDP and GoK should sit down and determine how their long-running partnership in the area of transport is going to look like beyond this project. The current UNDP Country Programme runs out at the end of 2019 and UNDP will be developing its new programme for the period 2020 – 2023. This represents an opportunity for both sides to reassess the significant long-term investments have been made in this partnership in the area of transport and ask: What are we going to do with this capital and can we further capitalize on it in the coming years?
While UNDP seems to remain committed to providing support in this area, within GoK there are different views on how this partnership could look like. Partners like GDT see a lot of added value and benefits from a continued cooperation with UNDP in their areas of competency, but the doubts of other partners over the ability of UNDP to handle large-scale activities in the transport sector need to be overcome. Whatever the prevailing view within GoK will be, both sides need to engage into a discussion of different options of cooperation in this area and an analysis of the advantages and disadvantages of each option from a strategic perspective. What can be said on the basis of this evaluation is that the current project has laid some good foundations on which the parties can further build if they choose to do so.
For UNDP in particular, this process might require deeper introspection in terms of how it can make the best of its strengths and opportunities in the area of transport, by going beyond the purely procurement-related activities and bringing more value-added to the table. One attractive option here is to develop a package of softer (non-procurement) interventions which could be weaved more effectively with core procurement activities. This could be a win-win situation, because it allows for continued focus on hard interventions in the transport sector, but at the same time increases the value of UNDP’s input by bring in dimensions in which UNDP has considerable capacity and international expertise.
There are two areas in which additional joint interventions could be searched:
· Sustainable Development – Under the sustainable development umbrella lie many important interventions for the transport sector which GoK in one form or another will need to pursue. The following are a couple of examples.
· Sustainable Development Goals – The promotion of SDGs is an inter-sectoral enterprise, but there is a lot of work to be done in particular in the transport sector.
· Greenhouse Gas Emissions – Emissions from vehicles are an important part of the country’s emissions, so any work in the GHG area will involve transport issues.
· Air Quality – Transport has a large effect on air quality which is another area where UNDP has a lot of expertise.

· Good Governance – Additional opportunities lie in the area of good governance where range of interventions could be explored. The following are just some examples.
· E-governance – The current project has played an important role in supporting Kuwait’s transition to e-government initiatives. There is no better and more practical example of e-government than what has been achieved under this project. Good foundations are in place now to further build in this area.
· Sectoral Policy and Planning – The current project’s main achievement is the production of data which can be further used to provide knowledge products and evidence to policy makers for better planning and decision making in addressing traffic related challenges.
· Transparency and Accountability – Anther area where activities could focus is the promotion of transparency and accountability in the transport sector.
· Other areas – Other areas that could be explored are “Inclusion”, “Safety Awareness”, “International Cooperation”, etc.



6. [bookmark: _Toc526540421]RECOMMENDATIONS

This section presents a set of recommendations derived from the analysis presented in the previous sections of this report.
The first three recommendations are for the short run and require the immediate attention of the stakeholders:
Recommendation 1:  KRADMS License
The KRADMS license issue requires quick action. 
· In light of the expiry of the KRADMS license and the shifting of responsibilities for the investigation of road accidents from the General Department of Traffic to the General Department of Investigations, MoI should conduct an analysis of the licensing needs and requirements, the available options and the costs and benefits associated with each of them. The project team has already been exploring several options, including the leasing or outright purchase of licenses. On the basis of that analysis, MoI should make a clear decision on whether to obtain the licenses, how many it will need and the most appropriate way of acquiring them.
Recommendation 2:  Project Extension
The issue of project extension also requires an urgent decision.
· Project Board should convene as soon as possible and make a quick decision on the extension of the project. The information provided in this evaluation report will help the board to have a discussion grounded in evidence and make a well-informed decision. The conclusion that this report makes on the issue of the extension based on the evidence reviewed for this report is that the project should be given a no-cost extension to complete outstanding activities and strengthen sustainability.
Recommendation 3:  Reassess and Determine Project Course
If the project is extended, the following actions are recommended:
· Project Team should undertake the following activities:
1. Revise the activity plan for the remainder of the project (including the extension period) and submit to the Project Board for approval a detailed Work Plan and an associated Budget.
2. Develop a specific plan complete with timelines and activities for how the outstanding contracts will be managed and successfully brought to conclusion.
3. Develop a specific plan for the completion of the training activities.
4. Develop a specific plan for maintenance arrangements covering the period until the end of the project and an additional interval afterwards that ensures a sustainable management of the systems.
5. Formulate a Handover Strategy for the board’s approval, complete with the identification of entities that will take over the systems, procedures for the transfer, requirements for managing the systems, the documentation that will be transferred, etc.
6. Produce a strategic note on Governance Arrangements required to operate and scale up the systems after the completion of the handover. This note will identify roles and responsibilities for each system, steps that need to be followed to keep the systems running efficiently, etc.
7. Develop a short strategic note on Behavioral Change required in increasing acceptability of the systems among users. This note should highlight awareness raising measures that need to be taken in the short to medium run. 

· Project Board should speedily review and approve all the instruments listed above.
· UNDP should provide the Project Team with all the necessary support and resources to carry out these tasks in such a short period of time.
· MOI’s IT Department should facilitate the infrastructure integration process wherever it is required in these last stages of the project.
If the project is NOT extended, the following measures are recommended:
· MoI should establish an inter-departmental team to take over the management of the project’s outstanding tasks for an interim period until all responsibilities have been adequately transferred to relevant government departments. This Transition Team should be established as soon as possible, so that there is sufficient overlap with the current project team which would facilitate the transfer of knowledge and institutional memory.
· Project Team should quickly revise the work plan accordingly and at the largest extent possible aim for the completion of all feasible activities by 31 December 2018. 
· Project Team should organize a handover plan within the next couple of months, so that the transition of responsibilities is done as evenly as possible.
· UNDP and its partners should decide how the outstanding contracts signed on behalf of UNDP will be managed.
· Transition Team – once established by January 2019 - should take responsibility for the management of project activities, and should carry out the following activities (which were recommended in case of extension as well):
1. Revise the activity plan for the remainder of the project (including the extension period) and submit to the Project Board for approval a detailed Work Plan and an associated Budget.
2. Develop a specific plan complete with timelines and activities for how the outstanding contracts will be managed and successfully brought to conclusion.
3. Develop a specific plan for the completion of the training activities.
4. Develop a specific plan for maintenance arrangements covering the period until the end of the project and an additional interval afterwards that ensures a sustainable management of the systems.
5. Formulate a Handover Strategy for the board’s approval, complete with the identification of entities that will take over the systems, procedures for the transfer, requirements for managing the systems, documentation that will be transferred, etc.
6. Produce a strategic note on Governance Arrangements required to operate and scale up the systems after the completion of the handover. This note will identify roles and responsibilities for each system, steps that need to be followed to keep the systems running efficiently, etc.
7. Develop a short strategic note on Behavioral Change required in increasing acceptability of the systems among users. This note should highlight awareness raising measures that need to be taken in the short to medium run.
The following recommendation is for the long run:
Recommendation 4:  Key Aspects of Project Design and Implementation
In similar interventions in the future, UNDP in particular, but also MoI and GSSCPD, might benefit from considering the key elements identified in this evaluation (Lessons Learned – Lesson 3) and shown in Figure 13 below.
[bookmark: _Toc526540554]Figure 12: Key Project Elements
[image: ]
Taking into consideration these elements well in advance of the intervention will enable the partners to identify potential risks before they materialize and mitigate their effects.
[bookmark: _Toc526540422]ANNEX I: EVALUATION’S TERMS OF REFERENCE

	Background:

	[bookmark: _GoBack]The project, “Implementation of Comprehensive and Long Term Traffic and Transport Strategy” was signed between UNDP, General Secretariat for Supreme Council for Planning and Ministry of Interior as implementing partner for the period 2014-2016, and later extended for a two year period ending in 2018.  This project is a continuation of activities of a previous project 2009-2013 whose major accomplishment had been the facilitation of development of National Traffic and Transport Strategy for Kuwait 2010-2020.   The total approved budget of the project is 9,697,385 USD.
In 2016, the project underwent substantive revision to align more closely with priorities of General Department of Traffic (GDT) of MOI. The two-year extension of the project reflects the alignment of project with evolving institutional priorities of GDT in the area of supporting transition to e government.
The initial project aims were to (1) build a National Traffic Information System (NTIS) with Geographical Information System which will provide decision makers and practitioners with reliable data for efficient policy development and implementation schemes; (2) establish National Black Spot System to minimize the social and economic cost of accidents and enhance road safety and (3) develop capacity building and human resources development program which will provide training and better skills, to strength institutional performance, learning and transfer of modern techniques and improve ability to implement work plans efficiently. 
To respond to above listed obstacles, the project was formulated with following main objectives:
· Establishment of a National Traffic Information System (NTIS), with Geographical Information System (GIS) functions, for gathering, analysis, reporting and dissemination of relevant data, to permit the true scale, nature and characteristics of traffic problems to be properly defined and remedial measures adopted by the relevant Government agencies.
· Establishment of a National Black Spot System (NBSS) to introduce more efficient “safety-conscious” road design and traffic management schemes and enhance road safety
· Development of traffic and road safety awareness campaign including establishment of new traffic police unites in various Governorates.
· Capacity Building of the national cadres of the GDT and other agencies and provide support for establishment of National Centres of Excellence in partnership with well-regarded international bodies, to provide decision-makers and practitioners with efficient capability to promote leadership in various traffic, enforcement and transport areas.
It is expected that the project will contribute to increasing the capabilities of General Department of Traffic and other stakeholders in effective and sustainable management of traffic in Kuwait.
The following main performance indicators are formulated for the project:
· Operation of integrated national traffic information system
· Establishment of National Blackspot system
· Establishment of national road safety centre of excellence and national training and development centre of excellence
The revision of the project in 2016 has, in addition to continuing some key activities, refocused the project on meeting new key priorities related to enhancing transition to e-government within GDT.  Such new priorities include the implementation of second phase of correspondence system, implementation of electronic document archiving system, implementation of electronic driving license issuance system and implementation of training software progamme system.
The project is implemented in accordance with UNDP national implementation modality (NIM) whereby MOI represented by GDT is the implementing partner. The main national counterparts are the Ministry of Interior and General Secretariat of the Supreme Council for Planning and Development (GSSCPD), which is the executing entity for the project and UNDP’s national counterpart for overall programme in the country.
PURPOSE OF THE EVALUATION
The mid-term evaluation is undertaken with the aim of gaining a deep understanding of project development impact.  This will involve assessing project progress toward its stated objectives as well as contribution to relevant country programme outcome.
The evaluation is intended to draw on lessons learned and achievements of projects so far to determine what can be done to achieve better project results and identify what improvements and adjustments can be made that would ensure achievement of project goals by the end of 2018.
The mid-term evaluation is launched by UNDP Kuwait with support of Regional Bureau of Arab States.  The findings of the evaluation will enable UNDP and key stakeholders to gain a deeper independent perspective of project’s progress toward the intended results in order to adjust the design and/or strategy, make informed decisions and choices and consider alternative approaches to achieving project results.

	Description of Responsibilities :

	EVALUATION SCOPE AND CRITERIA
The mid-term evaluation should cover implementation of the project in its second phase 2014-2018. The geographical scope of the evaluation is the State of Kuwait. The mid-term evaluation will focus on the extent of project achievements in meeting the identified priority areas needs and the project’s response to those needs as they have evolved over the lifespan of the project.  The evaluation should also cover the project concept and design, results and outputs, and provide information for further enhancement of the project’ s monitoring and evaluation strategy.
The scope should include findings, lessons learned and recommendations in the following areas:
An analysis of how efficiently project planning and implementation are carried out. This includes assessing to which extent organizational structure, managerial support and coordination mechanism used by UNDP supports the project,
· Whether there has been progress made towards achievement of the project results,
· Whether the project addresses the identified needs/problem (relevance) taking into consideration evolving context and institutional priorities,
· Recommendations for future implementations and follow-up by MOI.
 The scope should also include issues of:
· Relevance and attainability of the objectives;
· The usefulness of results and outcomes;
· Sustainability of expected results and benefits;
· Problems and constraints encountered during implementation;
· Project’s contribution to human and institutional capacity building. 
 The evaluation should review following aspects of the project:
 Effectiveness: Is the project achieving satisfactory progress toward its stated objectives?
· Appropriateness: Is the project the appropriate solution to the problem?
· Relevance: Are the project objectives still relevant? What is the value of the project in relation to other priority needs and efforts in the sector? Is the problem addressed still a major problem?
· Impact: What difference has the project made to beneficiaries? What are the social, economic, technical, environmental, and other effects on individuals, communities, and institutions – either short-, medium-, or long-term; intended or unintended; positive and negative; on a micro- or macro-level?
· Sustainability: Is the activity likely to continue after end of the project? Do the beneficiaries accept the project, are they willing to continue, and is the host institution developing the capacity and motivation to administer it?
 EVALUATION METHODOLOGY
 Evaluation methods suggested to be used by the evaluation expert includes:
· Document review, this will include all major documents such as the project document and its revision, progress reports, implementing partners’ reports, self-evaluations of trainings etc. (desk study);
· In country interviews with all key informants and key players: Ministry of Interior (General Directorate for Traffic), General Secretariat for Supreme Council for Planning and Development (GSSCPD), UNDP and other relevant stakeholders
 The evaluation expert should present a detailed statement of proposed evaluation methods.
 The evaluation team should consist of one independent evaluation expert without prior involvement in the project “Implementation of Comprehensive and Long Term Traffic and Transport Strategy”.
The evaluators will not act as representatives of any party and should remain independent and impartial throughout the evaluation. 

	Competencies :

	· Possess a solid understanding of the institutional arrangements and resources required to carry out the scope of works;
· Demonstrate flexibility in the event adjustments are required based on the findings, both at the organizational and technical levels, for successful implementation of the consultancy;
· Experience in working with government institutions in GCC countries/Arab region and UN, is an added advantage;
· Personal skills: team work and cooperation; capability to work with diverse stakeholders; communication; strong drafting skills; analytical skills; negotiation skills.
· Experience in evaluations in the UN system, preferably as team leader;
· Demonstrate competence in report writing, presenting information and consulting with stakeholders;
· Strong communication, drafting, presentation and reporting skills; 
· Written and spoken proficiency in English is required, Knowledge of Arabic Language will be an added value.
· Proves integrity by modelling the UN’s values and ethical standards and diversity;

	Qualifications :

	 I. Academic Qualifications:
· Bachelor’s degree with specialized training in areas such as monitoring and evaluation, social statistics, advanced social science research and analysis.
II. Years of experience:
· 5-10 years’ progressive experience in the planning, monitoring and management of modernization and upgrading of technical capacities (ICT, automation, information management systems and institutional capacity building) of government counterparts.
· Experience in monitoring and managing traffic and road safety projects with capacity building component is an asset.
DOCUMENTS TO BE INCLUDED WHEN SUBMITTING THE PROPOSALS.
Duly accomplished Letter of Confirmation of Interest and Availability using the template provided by UNDP;
1. Personal CV or P11, indicating all past experience from similar projects, as well as the contact details (email and telephone number) of the Candidate and at least three (3) professional references;
2. Brief description of why the individual considers him/herself as the most suitable for the assignment;
3. Technical proposal with clear methodology presented,
(i) Explaining why they are the most suitable for the work
(ii) Provide a brief methodology on how they will approach and conduct the work
Financial Proposal that indicates the all-inclusive fixed total contract price, supported by a breakdown of costs, as per template provided.  If an Offeror is employed by an organization/company/institution, and he/she expects his/her employer to charge a management fee in the process of releasing him/her to UNDP under Reimbursable Loan Agreement (RLA), the Offeror must indicate at this point, and ensure that all such costs are duly incorporated in the financial proposal submitted to UNDP.  




[bookmark: _Toc526540423]ANNEX II: KEY QUESTIONS DRIVING THE ANALYSIS OF DATA

	Dimension
	Key Questions

	Relevance
	Were the project’s activities relevant for the
main beneficiaries?
Has the project tackled key challenges and problems?
Were cross-cutting issues, principles and quality criteria duly considered/mainstreamed in the project implementation and how well is this reflected in the project reports? How could they have been better integrated?
How did the project link and contribute to the Sustainable Development Goals?
· To what extent was the project relevant to the strategic considerations of the GoU?
· To what extent was the project implementation strategy appropriate to achieve the objectives?


	Effectiveness
	To what level has the project reached the project purpose and the expected
results as stated in the project document (logical framework matrix)?
What challenges have been faced? What has been done to address the potential challenges/problems? What has been done to mitigate risks?


	Sustainability
	How is the project ensuring sustainability of its results and impacts (i.e. strengthened capacities, continuity of use of knowledge, improved practices, etc.)? Did the project have a concrete and realistic exit strategy to ensure
sustainability?
Were there any jeopardizing aspects that have not been considered or abated by the project actions? In case of sustainability risks, were sufficient mitigation measures proposed?
Has ownership of the actions and impact been transferred to the corresponding stakeholders? Do the stakeholders / beneficiaries have the
capacity to take over the ownership of the actions and results of the project and maintain and further develop the results?

	Impact
	Is there evidence of long lasting desired changes, in which aspects?
Has the project appropriately reached its target groups? 
How did the project contributed to (more) sustainable management of natural resources?
Is there evidence that institutional systems/mechanisms are in place which:
1) Supports further capacity development at the national and local level; and
2) Promotes sustainable and inclusive development


	Efficiency
	Have the resources been used efficiently? How well have the various activities transformed the available resources into the intended results in
terms of quantity, quality and timeliness? (in comparison to the plan)
Were the management and administrative arrangements sufficient to ensure efficient implementation of the project?

	Stakeholders and
Partnership
Strategy
	How has the project implemented the commitments to promote local ownership, alignment, harmonization, management for development results and mutual accountability?

	Theory of Change
or
Results/Outcome Map
	Is the Theory of Change or project logic feasible and was it realistic? Were assumptions, factors and risks sufficiently taken into consideration?
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For each interview obtain the following information of all the people who were part of the meeting
	[bookmark: _Toc296592878]Name of Interviewee
	Title, Department
	Institution

	
	
	

	Date of Interview
	Time
	Location

	
	
	

	Other Persons present/title 
	Team members present
	

	
	
	



Below is the list of indicative questions which we need to answer for the evaluation. Depending on who we interview, we need to choose among the questions below the suitable ones to ask (particularly given that we have normally just around 1 hour for each interview). For example, with implementation partners of specific projects, we may want to focus on part A and some additional questions in other parts as appropriate. For donors and other development partners we may want to focus on part B. 


1. EFFECTIVENESS:

1.1. To what extent has the project achieved its expected objectives? Were all the planned project outputs and outcomes achieved? What were the key results achieved (Please describe, in particular, what “changes” have been brought about by the project)? 

1.2. Were there any key results not achieved and why? Were there any positive or negative unintended results?

1.3. What was the quality of the deliverables, e.g. policy papers, analyses, SD Strategy, pilot projects, trainings, etc.?

1.4. Do you think that all the strategies and plans that were supported will be implemented? Do you think that for projects like this there should be more focus on implementation?

1.5. What were the major factors contributing to the achievements of this project? What were the impeding factors?

1.6. Partnerships: Who were the partners in implementing the project? In your view, how effective has UNDP been in using its partnerships (e.g., UN and other development partners; private-sector; CBOs; CSOs)?

1.7. To what extent were government counterparts engaged and interested in the project activities? What roles did they play? Can you mention specific government actors and specific roles they played?

1.8. UNDP’s role in policy guidance: Has UNDP provided upstream policy advisory services in this project? To what extent was this project able to affect policy change? If yes, can you mentioned some specific examples? What is the implication of such policy change to the country? 

1.9. In what ways can UNDP strengthen its policy advisory role (what worked and what didn’t work; why)?


2. RELEVANCE: 

2.1. To what extent do you think the project objectives were in alignment with country needs and national priorities, policies or strategies? How about in terms of the local needs?

2.2. How was the work conducted under this project connected to the broader reform agenda that is under way now in Kuwait? Was it integrated with the existing reform architecture led by the Presidential Administration? Please provide specific examples.

2.3. Was the work of this project sufficiently focused on the sub-national (local) level? Do you see these types of projects being more useful at the national or sub-national levels?

2.4. To what extent were the approaches taken by the UNDP appropriate in terms of the project design and ‘focus,’ and the balance between upstream and downstream efforts? 

2.5. How coherent was the project in terms of how it fit with the policies, programmes and projects undertaken by other development partners (such as the WB, EU, and other bilateral agencies)?

3. EFFICIENCY:

3.1. Managerial and operational efficiency:
a) Has the project been implemented within expected dates, costs estimates? Explain ‘factors’ influencing the level of efficiency.

b) Has the project management taken prompt actions to solve implementation and other operational issues? What was project management structure (incl. reporting structure; oversight responsibility)? 

c) How adequate were the Project Management arrangements put in place at the start of the project? Did the project display effective adaptive management?

d) What were the implications of the project’s organizational structure for the its results and delivery?

3.2. Progammatic efficiency: 

a) Were the financial resources and approaches envisaged appropriate to achieving planned objectives? Was there a ‘good’ mix of upstream and downstream efforts to maximize the results?

b) Were the resources focused on a set of activities that were expected to produce significant results (prioritization)? Has the project achieved ‘value for money’?

c) Has the project followed any known ‘best practices’?

d) Were there any efforts to ensure ‘synergies’ with other projects within UNDP (and those of other partners)? Explain results, and contributing factors.

3.3. What could have been done to improve the overall efficiency of the project? 

4. SUSTAINABILITY:

4.1. To what extent are project benefits likely to be sustained after the completion of the project? What are the supporting/ impeding factors?

4.2. What are the risks that are likely to affect the persistence of project outcomes?  

4.3. What plans were put in place to ensure the continuity of the efforts (e.g., funding, technical capacity)? Has there been an exit strategy that describes these plans?

4.4. Do you think that the various key stakeholders see that it is in their interest that the project benefits continue to flow?

4.5. Would you want to see this project extended in its current form or some other form?

4.6. Do you think a project like this would be useful in promoting the achievement of SDGs in Kuwait?


B. ASSESSMENT OF THE PROJECT’S STRATEGIC POSITIONING

5. 
5.1. To what extent has the project been responsive to meeting the needs of the country? 

a) How responsive was the project to changes in development priorities (handling the transition following the Maydan event)? 

b) To what extent has the project been able to adapt its ongoing programme to take into account the conflict realities and sensitivities (in Donbas)? 

c) To what extent has UNDP been able to adjust its implementation approach specifically to respond to the challenges created by the crisis? To coordinate and create links between EE and sustainable development?

5.2. To what extent has the project been able to integrate the concept of sustainable development in the policymaking process in Kuwait (design, allocation of resources and implementation)? Examples?

5.3. To what extent has the project been able to broker South-South cooperation (i.e., adopt lessons and best practices available in other countries, and share its own with others, for mutual learning). Examples? 

5.4.  What was the comparative advantage of UNDP in the area of sustainable development, when compared to other actors in the same area? 
· To what extent has UNDP been able to provide technical guidance, and knowledge? 
· What are UNDP’s comparative strengths, vis-à-vis other development partners, if any? 
· To what extent do UNDP have the skills and expertise needed to support this area in Kuwait? 

5.5. To what extent has the project been able to establish partnerships and networks with relevant partners and build strategic alliances in supporting key national priorities in the sustainable development area?

5.6. What do you think would be the role of UNDP in helping Kuwait planning for, implementing strategies to achieve and/or monitor progress towards the Sustainable Development Goals?


C. OTHER ISSUES

Are there any issues that you would like to raise about the project’s performance that have not been covered in this interview?






[bookmark: _Toc526540425]ANNEX IV: LIST OF STAKEHOLDERS INTERVIEWED FOR THIS EVALUATION


	Name
	Title

	Institution

	
Dr. Tarek Al-Sheikh


	UNDP Resident Representative 
	
UNDP

	Dima Al-Khatib
	UNDP Deputy Resident Representative
	UNDP

	
Bashar Marafie

	Programme Associate
	UNDP

	Shereen Alsaad
	Head of Procurement
	
UNDP


	
Dr. Khaled Mahdi


	Secretary General
	
General Secretariat of Supreme Council for Planning and Development

	
Colonel Salem Al Ajmi


	Director -Specialized Training Centre for Traffic Sector 
Project Coordinator -National Traffic & Transport Strategy
	
General Department of Traffic, Ministry of Interior

	Lt. Col Bashar Hashem
	Info. Systems Assistant Director 

	General Department of Information System – Ministry of Interior


	Engineer Musaed Al Enezi

	Senior Specialist 
	Operations and Technical Support Department 
General Department of Information System – Ministry of Interior


	
Osama Matri

	Project Manager
	
Project Team

	
Mohammad Mahdi Khosrozad
	
Procurement Specialist
	
Project Team


	
Yousef Alsalem
	
Admin/Finance Assistant
	

Project Team





Meetings with service providers for electronic correspondence system and electronic driving license issuance system 
	Amro Nofal

	
Support/maintenance Engineer

	
Correspondence System (vendor)

	
Ahmed Bander

	Project Manager
	
Driving License Issuance System (vendor)
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	OUTPUT 1

Establishment of a National Traffic Information System (NTIS), with Geographical Information System (GIS) functions, for gathering, analysis, reporting and dissemination of relevant data, to  permit the true scale, nature and characteristics of traffic problems to be properly defined and remedial measures adopted by the relevant Government agencies including:

1.1 Development of relevant forms for data collection and entry.
1.2 Provide mechanism / procedures for data collection from various sources in Kuwait including manual and electronic sources.
1.3 Supply, install, operate, and maintain integrated information system including interface with all relevant systems and modules.
1.4 Develop training packages and programs for the relevant cadres.
1.5 Procure all required equipment, specialized software and devises 
1.6 Develop data collection protocol including assignment of the required staff and resources.


	OUTPUT 2

Establishment of a national Black Spot System (NBSS) to introduce more efficient “safety-conscious” road design and traffic management schemes and enhance road safety including:

2.1 Development of protocol for black spot identification, assessment and treatment.
2.2 Development of road safety and black spot action plan.
2.3 Development of integrated accidents information system.
2.4 Development of manuals and guidelines.
2.5 Develop training packages and programs for the relevant cadres.
2.6 Procure all required equipment, specialized software and devises 
2.7 Develop data collection system including assignment of the required staff.
2.8 Enhancement of current traffic police patrol vehicle system.
2.9 Development of vehicle emissions database.
2.10 Development of Transport Demand Management system and guidelines.
2.11 Development of accident information system and establishment of new traffic police unites in various Governorates.
2.12 Development of traffic and road safety awareness campaign including establishment of new traffic police unites in various Governorates. The awareness campaign will be started in 2014 and will concentrate on people of different age, gender, school teachers, community groups, engineers, traffic police (males and females), and other issues to cover various community needs.


	OUTPUT 3

Capacity Building and training of the national cadres of the GDT and other agencies and provide support for establishment of National Centres of Excellence in partnership with well-regarded international bodies, to provide decision-makers and practitioners with efficient capability to promote leadership in various traffic, enforcement and transport areas including:

3.1 Establishment of the national road safety centre of excellence.
3.2 Establishment of the national training and development centre of excellence.
3.3 Enhancement of Traffic Planning and Research Directorate Capacity.
3.4 Provide the required technical support, equipment, software, devices and other resources.
3.5 Development of monitoring and evaluation system including the key performance indicators, website, dashboard facility, mobile application, analysis and reporting system, operational and maintenance system.
3.6 Organization of workshops and specialized training sessions in areas which are not available nationally.
3.7 Provide support for development of the national development plan projects by various ministries.
3.8 Fulfil requirements of the Political Leaders Directives, National Assembly and Stakeholders and provide credible consultancy advice regarding traffic problems.
3.9 Fulfil requirements of the UN Decade of Action Plan 2011- 2020 and requirements of the regional commitments.
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	EXPECTED OUTPUTS 
	OUTPUT INDICATORS
	DATA SOURCE
	BASELINE
	TARGETS (by frequency of data collection)
	DATA COLLECTION METHODS & RISKS

	
	
	
	Value

	Year

	2017
	2018
	FINAL
	

	Output 1
Capacity of GDT to manage national traffic information developed

	1.1 Level of progress in achieving Kuwait Road Accident Data Management System 
	GDT/MOI 
	1&2
	2016
	3
	3
	3[footnoteRef:20] [20:  Level of progress: 1. Identification and deployment of specialized software/programme; 2. Completion of pilot/testing phase; 3. Successful operationalization/system’s full functioning and operation.] 

	· Black spot analysis, traffic accidents statistical report

	
	1.2 Number of users and administrators trained on use and integration/configuration of system
	GDT/MOI
	15 trained
	2016
	70 trained
	-
	85 to be trained
	-Training sessions held and      
  training reports
- Site visits and regular    
   monitoring of trainee’s in    
   using the system and entry 
   of data
-Extraction of regular reports

	Output 2
Technical and administrative capacities and processes of GDT to support professional development and transition to e-government enhanced


	2.1 Level of progress in achieving fully functional electronic correspondence system


	GDT/MOI
	1&2
	2016
	3
	3
	3[footnoteRef:21] [21:  IBID.] 

	· Reports of GDT different departments/ 
· Project team site visits to targeted locations
· Survey in selected
   locations to determine         
   percentage/increase    of     
   internal GDT   
   correspondence being  
   carried out electronically
· Regular progress reports of 
   service provider on 
   implementation and 
   maintenance incl. on job 
   training and support

	
	2.2 Number of users and trainers trained in implementing the electronic correspondence system

	GDT/MOI
	1&2
	2016
	135 trained
	135 trained through on-site maintenance and support
	135
	· Number of user training sessions held and training reports
· Number of train the trainers sessions held
· Training evaluation
· Site visits observation of trainees in implementing the system
· Regular progress reports of 
   service provider on  
   maintenance incl. on job 
training and support

	
	2.3 Successful completion of specialized advanced training for GDT cadre on crash investigation, vehicle dynamics and crash reconstruction
	GDT/MOI
	52
	2016
	23 trained
23 selected trainees attending four advanced specialized courses in 2017(total of 60 days)
	-
	23 selected trainees attending four advanced specialized courses in 2017 (total of 60 days)
	· Instructors’ reports, course evaluation reports, trainees’ scores on exams and tests, course completion average
· Follow up with selected trainees to capture change in performance of day to day tasks

	
	2.4 Level of progress in achieving fully functional electronic document management system
	GDT/MOI
	0
	2016
	1&2
	3
	3
	· Reports of GDT relevant departments
· Project team site visits to targeted locations
· Survey in selected
   locations to determine         
   percentage/increase    of     
  day to day document    
   archiving being carried  
    out through the 
    established system
· Survey to determine Number/ percentage of documents and transactions from previous years being archived
· Regular progress reports of 
   service provider on  
   implementation status

	
	2.5 Number of users trained in implementing the electronic document management system



	GDT/MOI
	0
	2016
	26 end user knowledge transfer training
6 trained on technical/administration knowledge 
	Training continuous through on-site maintenance and support
	32 trained 
	· Number of training sessions held and training reports
· Training evaluation
· Document number of training of the trainers’ sessions held
· Site visits observation of trainees in implementing the system
· Regular progress reports of 
   service provider on  
   maintenance incl. on job 
training and support

	
	2.6 Level of progress in achieving fully functional electronic driver license issuance system
	GDT/MOI
	0
	2016
	1&2
	3
	3
	· Reports of GDT driver license department
· Project team site visits to targeted locations and driver license issuance kiosks
· Survey in selected
   locations to determine          
   number of licenses being  
    issued and/or renewed      
    electronically
· Regular progress reports of 
   service provider on 
   implementation status

	




	2.7 Number of users trained in implementing the driver license issuance system



	GDT/MOI
	0
	2016
	26 trained as end users  
6 trained on technical administration
Up to 50 administrators and users to be trained 
	26 trained as end users  
6 trained on technical administration trained through on-site maintenance and support 
Up to 50 administrators and users to be trained
	50
	· Documentation of number of training sessions held and training reports
· Document number of training of the trainers’ sessions held
· Training evaluation reports
· Site visits and regular follow up observation of trained users in using the system
· Regular progress reports of 
   service provider on  
   maintenance incl. on job 
· training and support

	


	2.8 Electronic platform/programme to manage training activities of GDT updated
	GDT/MOI
	1
	2016
	2&3
	3
	3
	· Procurement and installation of software
· Documentation of number of reports and plans developed and managed through the platform
· Regular site visits to determine frequency of use of the platform

	


	2.9 Two international conferences/exchange of knowledge and experience events attended
	GDT/MOI
	0
	2016
	1 Event attended
	1 Event attended
	Participation in two events
	· Number and level of participants from GDT/MOI
· Conference reports
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	EXPECTED OUTPUTS

	PLANNED ACTIVITIES
	COMMENTS ON PROGRESS

	
	
	2017
	2018

	Output 1: Capacity of GDT to manage national traffic information developed.”







	Installation and configuration of the Kuwait Road Accident Data Management System (KRADMS) 
	
	Kuwait Road Accident Data Management System-KRADMS is completed and moved to live production environment.

	
	Operation, maintenance, and enhancement of the Kuwait Road Accident Data Management System (KRADMS) 
	
	

	
	Training of selected cadre of GDT on use, administration and configuration/integration of Kuwait Road Accident Data Management System (KRADMS) 
	
	

	
	Procure the infrastructural requirements (hardware, software, network and other infrastructure components) to operationalize Kuwait Road Accident Data Management System (KRADMS) 
	
	

	
	Setup and configure the operating environment for IT infrastructure at the GDT HQ Traffic Project Office to enable operationalization of Kuwait Road Accident Data Management System (KRADMS) 
	
	

	
	Verify and ensure the operating environment for IT infrastructure is configured to meet the expectation of the Traffic Project team 
	
	

	
	Provide maintenance and onsite support services of installed and operated IT infrastructure requirements 
	
	

	
	In house training on ArcGIS System installed with Kuwait Road Accident Data Management System (KRADMS) to enable integration of data with high resolution satellite images maps 
	
	

	
Output 2: Technical and administrative capacities and processes of GDT to support professional development and transition to e-government enhanced













	Submission of implementation plan for 45 locations and detailed training plan per location (number of targeted personnel, hours and subjects) 
	
	

	
	Phase 1 – Customization and launch of Beta Version – By end of 2nd month since inception 
	
	

	
	Test, Edit, Modify, piloting, installation, configuration and Training in different locations at GDT – From 3rd to 8th month since inception 
	
	

	
	Maintenance and support of Electronic Correspondence System 
	
	

	
	Procurement of scanners,          barcode printers, barcode        scanners to provide             infrastructure equipment to operationalize electronic correspondence system in targeted locations including procurement of 90 PCs to support operationalization of offices 
	
	

	
	Implementing advanced        courses on crash investigation (II), vehicle dynamics and crash reconstruction (I&II) 
	
	

	
	Provide catering and        interpretation services to the training on crash             investigation (II), vehicle dynamics and crash reconstruction (I&II) 
	
	

	
	Design, customize and        launch Beta version of        Electronic Document         Management System          (Archiving) System 
	
	

	
	Installation and configuration       of the customized solution including editing modifying,       testing, piloting and Training       of Electronic Document        Management System         (Archiving) System  
	
	

	
	Provision of Maintenance        and Support services to          Electronic Document        Management System         (Archiving) System 
	
	

	
	Provision of IT          infrastructural software and hardware equipment to         enable the operationalization         of Electronic Document          Management System                 (archiving) system 
	
	

	
	Launch of Beta           version of Electronic Driving License Issuance System  
	
	

	
	Implementation and          operationalization including           modification, piloting and          Training on the launched          Electronic Driving License           Issuance System  
	
	

	
	Provision of maintenance          and support services to          Electronic Driver License          Issuance System including on job training 
	
	

	
	Provision of IT infrastructural software and hardware equipment to enable the operationalization of Electronic Driving License Issuance System as per specifications given under point 2.12       
	
	

	
	Participation in international conferences, exchange of experiences events  
	
	

	
	Support GSSCPD and GDT in reporting on SDG Goal 3 and SDG Goal 11 as pertains to Traffic 
	
	

	
	Installation of electronic programme/software to          support management of          training activities conducted          by GDT 
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