A Taxing Project

A secming lack of dear
leadership has put a
project by the Canada
Revenue Agency over

budget and off schedule.

Originally budgeted at $98.5 million, the project is now
closer to $200 million because of additional training and test-
ing. Its original 2004 completion date had to be pushed back
15 October 2006—and even that deadline may not be met.
The problems began in 1991, when, after only 18 months
of development, the CRA—then called the Canadian Depart-
ment of National Revenue—went live with the original com-
puter system. Because of its quick turnout, according to a
Canadian Press article, the system suffered several funda-
mental deficiencies including:
= |t did not communicate with other tax systems run by

the agency

o It did not correctly calculate penalties and interssts on
overdug or excess payments.

The CRA also said the system corrupted data and mis-
matched filing periods on an estimated 740,000 10 two million
raster records. Because of these shortcomings, the CRA has
had to pull out their pencils and manually calculate data, which
made for plenty of corrections and clean-ups, according 1o
Canadian Press.

The responsibility for the CRA's new computer project
has been jointly shared by the assessment and client serv-
ices and IT branches. “The Canadian Revenue Agency
should have learned a lesson from the 1991 project,” says
Oliver Lehmann, PMP, director at large (case analysis) of the
PMI Troubled Projects Specific Interest Group. “ A project of
this importance, size and complexity needs a single project
manager who is well-educated and strong encugh to make
the right decisions—just like a ship needs a captain.”

The project relies on commitiee leadership, according 1o
a CRA audit report published in January 2008. There is no

project manager with accountability on top, Mr. Lehmann

says. "Dual leadership tco often means there is no leader-
ship at all,” he says. "Having two individuals in command
may result in disputes and resentment. Often, however, one
of the heads wants to consult the other person before taking

responsibility and making a decision needed right away.”




