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Executive Summary
This section is optional, but can be a useful way of highlighting the key issues and to summarise the overall report for someone who is not in a position to spend time working through all the detail of the report as a whole.
The executive summary should be no more than one page, and should just consist of text (ie no diagrams, table, figures, etc). There is no need for section headings here.
The paragraphs in the Executive Summary may follow the overall structure of the report, but this is not essential. 
A full list of the gaps identified in this study as well as proposed recommendations to address the gaps may be included, but each issue or recommendation should be summarised to ensure that the executive summary as a whole is kept brief.
Also say that findings from this gap analysis will help to inform the IFMIS Requirements Paper tool prepared as part of the Toolkit relating to IFMIS implementation.
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This section should define the coverage of the IFMIS Requirements Document, that is to answers the question “Where do we want to be.” To identify the requirements of a ‘To-be’ assessment needs a clear understanding of what options comprise and can be documented as requirements to reflect the ‘To-be’.
It is likely, within the Nigerian state government context, that the ‘To-be’ requirements will be driven by the recognition that the government has an inadequate system to enable it to comply with both its own and federal expectations (as expressed in legislative and institutional requirements), and the availability of accessible funds, which may be met by development partners, to determine the scope of a new IFMIS.
The IFMIS Requirements Document should be a ‘free-standing’ and ‘self-supporting’ document, identifying the reasons for requirements where appropriate, and as such will draw from, and include information collected during the situational analysis and ‘As-is’ stages which have identified the ‘gap’ and therefore the requirements for the IFMIS.
The IFMIS Requirements Document will form the basis for the Bid Technical Requirements, which are discussed in later sections.
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This section should state the purpose of this report. 
[bookmark: _Toc42257278]Structure of the report
Text Body (Numbered Paragraph)
Text Body (Numbered Paragraph)
The List of Contents at the beginning of the report already gives the reader an outline of the report structure, and the Executive Summary gives a precis of the approach and key points arising from the review. This section should therefore avoid simply repeating these, but should provide some insight into what is contained in each section of the remaining sections of the report. The following text can be adapted and expanded to suit the report for each State.
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This section will draw heavily on the Gap Analysis Report that provides the ‘As-is’ analysis of the existing system. 
[bookmark: _Toc42257280]High-level description of the entire ‘As-is’ system
This Section describes the existing budget and accounting systems used within the State  – both computerised and manual. These were described in the Gap Analysis Report.
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The ‘As-is’ documentation identified the sub-processes within main processes. The example in Figure 1 below identifies in particular sub-processes and relationships within and between budget, purchasing and payments, accounting, revenue management and payroll functions.
[bookmark: _Ref17943980]Figure 1 High level ‘As-is’ business process flow diagram
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The ‘To-be’ model will reflect the operating platform in terms of hardware and networks – reflecting the sizing of, and expected access to the system – but also the operating and management structures for the new IFMIS.  As part of the diagnostic report, it is likely that a number of current operational and environmental problems will have been identified that need to be considered, such as inadequate computer resources and skills, limited access to data, previous poor implementation and support arrangements, inadequate networks, loss of data due to poor back up arrangements, inadequate power supply and lack of generator backup, all of which should be reflected in the ‘To-be’ requirements.
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[bookmark: _Toc42257294]‘To-be’ IFMIS Functional Requirements 
Annex 1 provides some examples of the key financial system requirements that is expected in a State IFMIS. It can be used as basis for the ‘to-be’ requirements. 
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[bookmark: _Toc42257309]IFMIS Service and Support Requirement 
As part of the ‘To-be’ requirements it is therefore important to identify the infrastructure, implementation, and support and maintenance requirements. Examples of the needed information under these headings are provided below:
[bookmark: _Toc42257310]Infrastructure
Data centre(s) and processing requirements; 
Databases and respective management arrangements – back-up etc.
Server hardware , including indicative specifications 
Data network and end-user connectivity;
Network security/ firewalls
Power back-up arrangements including indicative power back-up/ generator requirements;
PCs and UPS requirements – how many, where, indicative sizing configurations and operating software.
[bookmark: _Toc42257311]Implementation
Implementation project management
System configuration and integration management
Data migration support;
IT skills training –  Operations, data administration;
End user training;
Technical documentation
IFMIS end-user documentation;
System testing and acceptance support;
[bookmark: _Toc42257312]Support
Server and network maintenance and support arrangements;
Hardware, network and platform support;
Software Support;
Help desk support arrangements.
Some of these may be identified to be met internally, perhaps with appropriate external support, others will be identified to be met by the prospective vendor, and subsequently be defined in the bidding documents as vendor/ supplier deliverables.
A checklist in Annex 2 provides an an indication of the key areas and considerations when specifying a system. A lot of the information identified at this stage will provide the basis for either bid documents, should you decide to procure a package, or provide the basis for the design specification if you decide to follow an ‘in-house’ or contracted out development route.
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	When specifying systems for bud purposes, a common approach in the selection of major systems is to identify against key requirements a particular expectation or attribute, for example:
REQUIRED – a requirement that MUST be met. The non-provision or availability of this requirement will render the bid as substantially non-responsive.
DESIRABLE – A requirement that is very desirable and may be paid for if funding allows but failure to provide the requirement would not be a cause for failing to respond.
REQUEST FOR INFORMATION – A bidder must submit requested information on a requirement.


Requirements may be specified by individual modules, but there will also be general, or system wide requirements that must be specified, for example:
General – Use of the system
The ease of which users can navigate through the system;
The ability of the system to assist in resolving errors and providing help;
Compliance to software engineering principles and standards;
Support to defined workflows.
General – Security
The objectives are to ensure that the system supports:
Any transitional arrangements for accepting data from line ministries or Ministry of Finance/Budget agencies that will use, or need to exchange information with the system;
Data migration to and from other financial management systems, such as payroll, debt management, assets, tax and revenue systems, etc.
Financial Management System Requirements
Specific Budget Classification and Chart of Accounts Requirements
The requirements will need to specify in particular the structure and reporting requirements of the budget classification and chart of accounts and their respective field sizes, relationships and reporting requirements – for example administrative, economic, functional, programme, fund and geographic segments.
This is important to ensure that the required Office of the Accountant General of the Federation (OAGF) National Chart of Accounts (NCOA), as modified by individual states, are properly defined and configured within the system to be selected.
Particular attention should be given to defining the programme segments and their relationships, i.e. sector, policy, programme, project, objective and activity. These are necessary to support required budget and programme management reporting formats.
Likewise, the formats of required financial reporting in compliance with the OAGF IPSAS and budget performance reporting – which are dependent on the chart of accounts – must be clearly defined.
Specific Ledgers and Accounting Requirements
Ledgers record the transactional data associated with a nominated Chart of Accounts. The General Ledger is the controlling Ledger and contains the overall account balances. It will contain accounts that hold detailed transactional facts, but will also contain Control Accounts that hold summaries of detailed transactions recorded in subsidiary “feeder” ledgers (such as: accounts payable; accounts receivable).
Together with the Chart of Accounts and the subsidiary ledgers, the General Ledger will provide Government with the capability to manage the overall budget execution process and generate fiscal reports.
	Ledger features to be accommodated within a system are likely to include:
•	Postings - Transactions posted to a Subsidiary Ledger must automatically and simultaneously update the Control Account for that Subsidiary Ledger in the General Ledger.
•	Comparisons – account ledger balances must be capable of being compared with approved budget, revised budget, budget year to date, commitments, previous year actual balances for comparable period, etc.
•	Controls – At any time, only one period can be “open” for general posting. Security must prevent posting to an invalid period. Will contain validations to ensure double entry and use of valid Chart Component combinations.
•	Periods - the General Ledger will be divided into 12 monthly periods and a thirteenth period for closing entries.
•	Reports – The General Ledger will receive data from subsidiary and interfaced modules, enabling consolidation of financial data to reflect the overall picture of Government’s fiscal position – to be published in the financial statements. When combined with information on budgets and commitments, reports can be produced for cash flow forecasting, budget management, expenditure planning and management accounting.


Budget Module Requirements
It is likely that subsidiary systems based on MS-Excel will be in use to identify revenue forecast projections, and consolidate budget submissions based on a Medium Term Fiscal Forecast (MTFF) and Budget Policy Statement (BPS), which will identify sector ceilings.
SPARC has produced templates and guidance on these areas which are available on the SPARC website.5
The state government’s specific budget preparation processes should be explained within any specifications, and the requirement that:
•	The financial system should be able to record approved sector, programme and project budgets, against which budget performance reports can be produced.
After the budget submissions have been approved by the Executive Council and the draft budget is deemed complete, the Budget Estimates Book and draft budget may be printed and presented to State House of Assembly for approval.
•	The system should be capable of printing, and paginating the various budget reports in formats suitable for repro-duction by the printers.
•	The system should also support the publication of budget books in a format suitable for viewing and downloading via the Ministry of Finance or Government web-site.
Once the budget has been approved, revisions may be made to vary that budget to reflect changed needs and priorities, and to enable urgent expenditures that were not anticipated when the budget was drafted. Budget maintenance through budget reallocations, supplementary budgets, and the withdrawal/suspension of budgets, will be subject to a set of business rules detailed in the financial regulations.
•	The system should be able to record budget reallocations; supplementary budgets; and the withdrawal/suspension of budgets in a controlled way, and report on any budget changes.
Upon approval of the annual budget and the signing of the Appropriations Bill by the Governor, the Commissioner of Finance will issue warrants authorising expenditures up to the limit of the various budget approvals. The Accountant General will in turn release budgets to Accountable Officers, authorising them to incur expenditures up to the authorised limits.


The process followed by the state should be clearly defined to enable a system to be designed and configured to:
•	Record and report on the required budget processes and support the legislative and organisational ‘business rules’;
•	The system should support budget virements and reallocations.
Budget Reporting Requirements
The system should provide users of the system, especially budget holders and managers with a variety of on-screen and printed management reports, including exception reports, where performance outside defined tolerances.
	Reports will typically:
•	Compare actual costs and commitments against appropriated, revised and released budgets;
•	Be able to report by Ministry/Department/Agency, economic codes, sector, programme, project, geographic code, etc. in compliance with IPSAS and OAGF performance reporting requirements;
•	Compare actual and commitments against profiled year-to-date revised budgets;
•	Be available at various combinations of Chart Components with the ability to pivot data, drill down and roll-up;
•	Various managerial and operational reports;
•	Provide tracking of budget variations and releases.
The reporting should be stated to be required to be in line with the OAGF IPSAS formats for cash based (and future accrual based) reporting.


Budget Execution and Payment Requirements
Functionality should include:
•	Issue and recording of warrants;
•	Recording of Local Purchase Orders (LPOs) from procurement, and subsequent goods received notes, returns and invoices;
•	Recording of commitments for both capital contracts and purchase of goods and services;
•	Processing of invoices and related payment approvals and remittance advice for suppliers;
•	Ability to make payments by both cheque and electronically;
•	Reporting of outstanding payments and scheduled payments.
Specific Bank Account and Treasury/ Cash Management Requirements
It is good practice for many governments to follow a strategic goal of rationalising the number of bank accounts and to progressively move towards a Treasury Single Account (TSA), which will be maintained by the Treasury and be used for all revenue deposits and payments by all ministries and agencies. The use of a TSA enables greater attention to cash and treasury management, including:
•	using the profiled budget information to develop cash flow forecasts of revenues and expenditures;
•	The facility to forecast and plan cash availability for the payment of payroll, debt servicing and other expenditures, in order to support an orderly implementation of the annual budget;
•	Support the forecasting of periods and values of cash shortfalls;
•	Enable the management of bank account operations; and
•	Distinguish between Funds.
	The system must be specified to meet any TSA requirements and must be capable of accepting information from banks and must assist in the reconciliation of the cash books to the bank statements, for example support standard banking functionality such as:
•	Identification of “stopped” cheques;
•	Treatment of stale cheques;
•	Treatment of dishonoured payments;
•	Cancellation and replacement of cheques;
•	Payment by electronic funds transfer;
•	Foreign currency payments and receipts;
•	Inter account transfers; and
•	Consolidated reporting.


General Receipting and Revenue Management Requirements
A sub-module of a financial system may be used for general cash receipting for cash and other payments. As such the system should support general revenue management.
Functionality should include:
•	Cash receipting from a variety of locations and payment formats (cash, cheque, debit card etc.);
•	The banking of and accounting for revenues, and the management of miscellaneous monies due to the government;
•	The creation, maintenance and management of debtor records for a range of non-tax revenue purposes;
•	Management reporting.
Overall Financial System Reporting Requirements
A wide range of reporting requirements cover the following areas:
•	Statutory reporting - to provide information to the legislature and general public. The main reports are: 
Annual Budget presentation, including performance and medium-term budget; and
Financial Statements, to be compliant with prescribed formats – Federal and other standards.
•	External Stakeholder reporting - to satisfy the needs and requirements of, for example, Federal Government, development partners and prospective investors and financial markets/ agencies. These will be compliant with international standards such as GFS and IPSAS.
•	Management reporting - to provide information in a variety of formats for financial managers and policy makers.
Budget and performance monitoring o Exception reports
Ad hoc reports
Export to Excel for modelling, and for inclusion in other documents
Executive Information capability, providing on-line and dynamic reports with ability for user to filter, sort, pivot and drill-down data.
•	Operational reporting – the largest category. Includes a wide range of reports in specific formats to support the business processes, such as:
Budget release permits o Local Purchase Order o Cheques
Payment Advice o Salary Advice
Bank reconciliation statement o Receipt
Debtors/Creditors aged reports o Payroll listings
•	Audit Reports – including both the system supported audit trail reports, and a capability for internal and external audit staff to generate exception, statistical and other reports to test compliance to financial regulations.
Human Resources and Payroll System Requirements
Human Resource functionality is likely to include, as a minimum:
•	Maintaining personnel data relating to all current and previous permanent Public Service and casual employees;
•	Managing the government establishment structure (linked to the payroll system);
•	Managing pay structures;
•	Managing human resources (recruitment, personal information, medical, performance review, disciplinary, training, employment history etc.);
•	Ensuring that formally approved, validated and verified personnel will be enabled for payroll processing at the correct rates;
•	Management reporting.
Payroll System Requirements
Key requirements will include the ability to:
•	Prepare payroll budgets;
•	Maintain employee records, including:
Start, termination, transfer and suspend pay dates; o Employee bank details.
•	Ensure employees are coded against correct Position Numbers and administrative units;
•	Process standing and temporary allowances and deductions; and
•	Monitor personnel costs against budgets.
	Key data management requirements will include, for example:
Full name
National ID number
Address and contact details
Qualifications
Date of Birth
Commencement Date
Position Number (and Incremental Point)
Bank Details
PSD employment authority reference
Employee classification details
Allowances
Deductions
Termination date
Employee Status (e.g. active, suspended, terminated)
Management reporting



Tax Management System Requirements
Key data and functional requirements will include:
Taxpayer registration – Company, Individuals, etc.
TIN request allocations and set-up;
e-registration for companies and individuals.
•	Tax account management, including:
opening balance
exemption
tax type business rules, and
tax declaration forms
•	Online and manual filing processes
•	Manual returns processing
•	Payment management
Payment recording
Refund management
•	Compliance monitoring
•	Penalties and interest calculations (including e-payment, e-refund)
•	Collection management
•	Payment agreement
•	Support for Tax Audit (case tracking and follow-up)
•	Objection and Appeal case management and document and file management
•	Letter and reminders
•	Interface with financial systems, including bank systems and associated reconciliations
•	Management reports


[bookmark: _Toc42257314]Checklist of key considerations
	Key Areas to Consider
	Notes

	Purpose and scope of the system

	Consider for example:
Organisational and administrative coverage
Functional coverage
Technical coverage
Legislative framework/coverage

	High level design
	Document the high-level functions, business processes and information/data
flows for the Government’s key financial systems.

	General and specific technical requirements

	Technical requirements for all modules, e.g. security and data management and integrity; requirements for each module – could be ‘documented’ as inputs, processing, outputs/reports and interfaces with other modules.

	Number of users
	Include functional responsibilities and management responsibilities which will
be needed to determine functional and access levels.

	Number of transactions
	For example:
Purchases: Numbers of Purchase Requisitions, Purchase Orders and
Purchase Receipts
Payments: Number of payment vouchers, Cheques produced, Average
Number of payment postings per month
Assets: Number of assets purchases, Number of asset disposals
Receipts/ Sales: Number of invoices issued, Number of cash receipts
Average monthly Budget Preparation/Reallocations, etc.
Monthly Payroll and pensions processed

	High level implementation plan

	Consider:
Timescales
Responsibilities
Implementation schedule

	Financing
	Establish whether a proper budget has been prepared, which includes initial
capital costs for:
Hardware
Operating systems software
Database software
Generators
Implementation
Training
Consult
ing, etc.
And ongoing training costs including budgets for:
Software licenses
Communications
Office and computer centre operations
Utility and generator operating costs
Ongoing training and personnel costs
Consulting costs

	System and Service Specifications
	Consider:
System integration
Project experience/project management experience
Project planning
Training and training materials
Technical support
Warranty and post warranty support
Technical support for ongoing implementation/roll out
Data conversion and migration
Documentation requirements – technical and end-user
System software and system management
Database software, development tools, reporting tools

	Testing and Quality Assurance
	Consider requirements for:
Pre-commissioning
Operational acceptance
Functional testing
Acceptance testing

	Procurement and related valuation
methodology

	Consider:
Type of selection – single or two stage
Bid evaluation – mandatory and scoring (technical, commercial)
Bidder demonstration and testing
Test scripts
Clarifications
Contract negotiation
Contract award

	ICT Strategy issues
	Consider:
Ownership of the system
Related systems
Current processes and systems
Required processes
Current equipment and support
Required equipment and support
Current communication and network infrastructure
Required communication and network infrastructure
Current and future users
Current user skills
Training and capacity building requirements
Existing constraints
Planned reforms and the role of the required system in the reforms
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