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1. Executive summary
The challenge: Develop a set of recommendations to create a collaborative revenue
recovery management and administration solution that addresses the needs of the
Federal Capital Territory Administration (FCTA) and Internal Revenue Service (IRS).
Context
•
•
•

Findings

The Nigerian economy is in recession and faces budgetary deficits
Revenue collection is hampered by ineffective agency policies,
laws and regulations
Inefficient processes further impact revenue collection

•
•
•

Long turnaround times, bureaucracy and customer issues are the
result of ineffective systems and tools
The poor utilization of employee capabilities is due to the absence
of any performance-based measures
There is a lack of collaboration as well as inaccurate expectations
within each agency and across the entire agency network

Summary of recommendations

Promote accountability,
transparency and collaboration
by establishing a Program
Management Office
and an Office of Enterprise
Information Technology

Standardize IT services
by enforcing an
enterprise strategy

Transform and simplify
service workflows

Establish strategic
initiatives and
consolidate operations

Reform policies and
regulations

Implement a trusted
ledger system

Improved revenue
recovery and
enforcement

Increased transparency
and integrity of public
ledgers and improved
capabilities to manage
unregistered lands

Expected outcomes
Improved teamwork
and performance and
increased staff motivation

Improved efficiency,
security and cost
and better focus on
mission-critical functions

More registered
businesses, increased
billing efficiency
and improved
payment options

Lower costs, an
increased revenue base
and the introduction of
new funding sources

Vision
By transforming the way FCTA agencies work together and improving processes and regulations, Abuja has the potential to significantly boost its
revenue collection. The creation of a Program Management Office and an Office of Enterprise Information Technology will better serve the needs
of Abuja’s citizens and help it take a step closer to achieving Smarter City status.

2. Introduction
The Federal Capital Territory Administration (FCTA) has identified a
need to greatly improve its ability to collect revenue from all customer
segments. In the short term, the FCTA’s goal is to identify key areas for
improvement and develop more comprehensive revenue
performance targets in the following areas:
• Revenue assessment
• Revenue collection and enforcement
• Accounting and reporting
• Monitoring, inspection and evaluation
In the medium term, the FCTA would like to achieve an increase in
revenue generation over a two-year period and boost awareness of
the different ways in which citizens can pay their bills.
The FCTA currently faces a number of challenges that impact its
ability to implement a comprehensive revenue management solution,
described below:
• A high percentage of the revenue generated is lost to “leakages”
due to lack of visibility and capacity to collect
• It has been unable to build capacity in revenue collection
• The current policy framework in revenue generation, monitoring
and evaluation is ineffective
• There is no enabling platform for collection, monitoring and
evaluation of revenue generation
• There is a lack of statistical data on revenue collection
• Few people understand how to use technology to efficiently and
effectively engage with citizens for improved service delivery

A number of key stakeholders within the FCTA are involved with
revenue generation, monitoring and evaluation, including nine
agencies and the Internal Revenue Service (IRS). These agencies not
only battle with disparate workflow processes, they also face limited
centralization of technology resources and an inconsistent management
framework for how billing is executed and collections enforced.
This report will address these challenges in detail, identify systemic
root causes and propose a set of recommendations for the FCTA to
implement with a view to improving revenue generation.

A. The Smarter Cities Challenge

IBM’s Smarter Cities Challenge contributes the skills and expertise of
IBM’s top talent to address the critical challenges facing cities around
the world. It does this by putting teams on the ground for three weeks
to work closely with city leaders and deliver recommendations on
how to make the city smarter and more effective. Over the past five
years, 132 cities have been selected to receive grants. The Smarter
Cities Challenge is IBM’s largest philanthropic initiative, with
contributions valued at over $66 million to date.
The City of Abuja, located within the Federal Capital Territory (FCT)
of Nigeria was selected through a competitive process as one of 16
cities to be awarded a Smarter Cities Challenge grant in 2015-16.
During a three-week period in May 2017, a team of five IBM experts
worked in Abuja to deliver recommendations around key issues for
the Federal Capital Territory Administration (FCTA).

Instrumented

Interconnected

Intelligent

We can measure, sense
and see the condition of
practically everything.

People, systems and objects can
communicate and interact with
one another in entirely new ways.

We can analyze and derive insight from
large and diverse sources of information
to predict and respond better to change.

Figure 1: Instrumented, interconnected, intelligent
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B. The challenge

The Abuja 2017 Smarter Cities Challenge team set out to address
the following challenge:

Define a set of short- and
long-term recommendations
for establishing a collaborative
revenue recovery management
and administration solution that
addresses the needs of nine
FCTA agencies and the IRS.
The nine FTCA agencies represent the majority of revenue-generating
activities performed by the FCTA, such as the collection of fees for
ground rents, building permits and advertising structures and levying
charges for water and sewage treatment services.
In recent years, these FCTA agencies have collected, at conservative
estimates, less than 40% of the total potential revenue. Addressing
revenue leakages and identifying new revenue sources is of
paramount importance not just to the FCTA but to the nation
as a whole, given the budgetary deficits and the recessionary
economic situation.

3. Findings, context
and roadmap
A. Overall statement

Part 1: Deep dives and process walkthroughs across
all nine agencies

In the course of the team’s agency deep-dives, process walkthroughs,
fieldwork and employee engagement activities, it observed a number
of contributing factors that led to ineffective revenue collection. These
were as follows:
• Inefficiencies within the processes that impact the ability
to collect revenue
• A lack of enabling systems and tools, which has created complexity,
redundancies and bureaucracy in processing transactions and
resulted in long turnaround times, customer service issues and
delays in revenue collection
• Poor utilization of employee capabilities (there are no performancebased measures in place to help drive success in this respect)
• Agency policies, laws and regulations that provide limited authority
to impose collection
• A lack of collaboration and misalignment of expectations within
each agency and across the agency network

The team conducted face-to-face interviews with the 120 members
of the FCTA leadership team in their respective offices. It also
analyzed end-to-end process flows covering the application
stage through to collection of revenue.
The results of the deep dives can be summarized into people,
process and technology categories. Common themes became
apparent across the range of issues from all nine agencies.
The nine agencies covered by the deep dives and process
walkthroughs were the following:
1. Department of Engineering Services (DES)
2. Abuja Geographic Information System (AGIS)
3. Abuja Environment Protection Board (AEPB)
4. Parks and Recreation
5. Water
6. Department of Road and Transport Services (DRTS)
7. Department of Advertising and Signage (DOAS)
8. Department of Development Control (DODC)
9. Lands

Process

Stakeholder conflicts

Inefficient billing processes

Redundancy of roles and responsibilities across agencies

People

Manual billing process (e.g. hand delivered)

Memorandum of understanding with area council not reinforced

Lack of understanding customer pains

Basis of billing not reliable (e.g meter not working)

Physical security risk

Quality issues on service received

Health hazards (e.g. exposure to wastes)

Proximity to agency offices and payment centers

Life threats (e.g. assaulting officers)

Customer attitude issues

Lack of collaboration
No interagency strategy to improve collection

Lack of enforcement

Government should pay for everything

Interagency issues not resolved (e.g. data required)

Law: lack of or insufficient penalty provisions

No compelling reason to pay: penalty not imposed

Budget issues: insufficient and delayed release

No employee motivation or incentive
Performance not linked to revenue collection
Low productivity due to lack of tools

System security risk
Data is vulnerable to hacking

Inefficient collection process
Varying or no robust payment system
No robust arrears notification process

Poorly leveraged IT structure
Siloed data sources
Disproportionate allocation of IT services
and skills across departments

Systems vulnerable to denial of service attack

Technology

Inadequate use of available GIS technology
and data sources across departments

Poorly integrated data
Ungoverned data (i.e. multiple allocation of land
No single view of the customer across departments

Figure 2: Root cause analysis: poor revenue collection
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Part 2: FCTA employee engagement

•

The team conducted surveys and focus-group discussions with
FCTA employees at a session on 24 May at the FCTA Conference Hall.
The purpose of these activities was to gain insight into employees’
views on the issues that affect their ability to collect revenue from
different customer segments.

•

Agency mandate, knowledge of regulation and internal
collaboration achieved high scores but, based on qualitative
findings, a gap exists linking performance and results to actual
revenue collection.
Employees’ favourable scoring in the categories of collection
process, accountability and customer-centricity does not reflect
the leaders’ perspective that there are issues to be fixed.

Overall, the quantitative results indicated gaps across all categories
that hinder the agencies from attaining revenue targets.
• The effectiveness of inter-agency collaboration scored lowest.
At 3.48, this indicates that if agency interdependency issues were
fixed, collaboration would flourish.

Demography

Approach
Phase 1: survey

• 29 participants
• 22 male, 7 female
• 9 agencies represented
– 5 from DES
– 3 from AGIS
– 3 from AEPB
– 3 from P&R
– 3 from Water
– 3 from DRTS
– 3 from DOAS
– 3 from DODC
– 3 from Lands

•	Agree-disagree survey
style used
• 17 questions, 7 categories
• Categories
–	Knowledge of agency
mandate
–	Efficiency of collection
process
– Focus on customer
– Knowledge about regulation
– Accountability
–	Internal communication
and collaboration
– Inter-agency collaboration

Figure 3: Details of FCTA employee engagement session

Phase 2: agency
round-table discussion

Small group discussions
to gather candid feedback
and hear ideas on revenue
recovery solutions

Phase 3: analysis

•	
Used Watson Tone Analyzer
to understand the sentiments
of the employees based on
qualitative survey responses
•	Derived additional insights
from the survey from
quantitative based on
responses

Smarter Cities Challenge report

5.0

Overall average: 3.8

4.5

Collection process

4.0

Accountability

3.5
3.0

Customer-centricity

2.5
2.0

Knowledge of regulation

1.5
1.0

Inter-agency collaboration

0.5

Internal communication
and collaboration

0
DES
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AGIS

AEPB

P&R

Water

DRTS

DOAS

DODC

Lands

Mandate
Survey scoring scale
0

1. Strongly disagree 2. Disagree 3. Neutral 4. Agree 5. Strongly agree Not applicable

1.0

2.0

3.0

4.0

5.0

Figure 4: Survey results
Looking at how the scores break down by category across each
agency, the team identified other key insights, as follows:
• DRTS and DOAS scored lowest for collection process at 2.0 and
2.78 respectively, indicating that employees from these two
agencies have a better understanding and appreciation of the
challenges involved in revenue collection. These agencies
understood that effective revenue collection was a critical
component in delivering their mandate.

•

•

DODC employees scored their agency lowest for internal
collaboration. During the focus group discussion, they recognized
that each unit within their agency is still working in silo. This agency
could address inefficiencies to create the capacity to deliver on
other tasks.
Lands scored low in interagency collaboration and accountability
at 2.67 and 2.42 respectively.

5.0
4.0
3.0
2.0
1.0
0

P&R

AGIS

Mandate
Internal communication and collaboration
Interagency collaboration
Knowledge of regulation
Customer centric
Accountability
Collection process

Figure 5: Breakdown of survey results

DRTS

AEPB

Lands

Water

DODC

DES

DOAS
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During the agency deep dives, leaders indicated that there is a need
to improve in all categories. It was assumed that the same sentiment
would be reflected across the wider employee survey. However, the
employee survey results generated surprisingly high scores. It seems
there is no clear understanding across the general employee
population of the challenges that need to be addressed. Employees
are working in silo and only seeing their individual part of the process,
not the broader issues that require attention.

Sentiment analysis
•

•

Verbatim comments and transcripts from the survey and group
discussions were loaded into the IBM Watson Tone Analyzer, which
applies linguistic analysis techniques to detect and interpret
emotions, social tendencies and language style cues in text.
Overall, these qualitative results supported the findings of the
quantitative survey, highlighting the fact that people issues are
contributing to the agencies’ inability to collect revenue. This needs
to be addressed with utmost urgency.

Organizational culture is a vital aspect of any successful organization.
It is a set of shared values that govern and influence how people
behave, act and perform their jobs.
Employees take pride in being part of the FCTA. They demonstrate
passion in their work and they want to do a good job in delivering the
mandate of their respective agencies.
Accountability, transparency, empowerment, collaboration and
customer focus across the workforce are fundamental to the FCTA’s
ability to achieve its goals.

Watson tone analyzer results
Emotions

Language styles

Social tendencies

< .5 = not likely present
> .5 = likely present
> .75 = very likely present

< .5 = not likely present
> .5 = likely present
> .75 = very likely present

< .5 = not likely present
> .5 = likely present
> .75 = very likely present

Anger

0.09
Unlikely

Analytical

0.83
Very likely

Openness

0.60
Likely

Disgust

0.07
Unlikely

Confident

0.29
Unlikely

Conscientiousness

0.65
Likely

Fear

0.06
Unlikely

Tentative

0.00
Unlikely

Extraversion

0.79
Very likely

Joy

0.08
Unlikely

Agreeableness

0.28
Very likely

Sadness

0.47
Unlikely

Emotional range

0.86
Very likely

Insights:
•	Employees want to do a good job but lack
the motivation to meet goals.
•	Common theme on need for incentive
to improve collection and deliver
quality service.

Figure 6: Results of Watson Tone Analyzer

Insights:
•	Employees are very clear and aware
of what they need to improve revenue
collection, including effective tools to
deliver service.

Insights:
•	Attitude of citizens also a major driver
that hinders revenue collection
•	Conflict between agencies and area
councils needs to be addressed
•	Interagency dependencies could
be improved

Smarter Cities Challenge report
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B. Roadmap of recommendations

The team drafted a roadmap with short- and long-term targets and
clear milestones that will help the FCTA to meet its goals.
The team highly recommends establishing a Program Management
Office and an Office of Enterprise Information Technology, which, by
combining consulting and deliverables-management capabilities,
would act as the centralized execution arms of the FCTA.

(E) Policy
reform

(D) Strategic
initiatives

(C) Process
transformation

(B) Enterprise IT
strategy

(A)
Organizational
culture

Quick wins
6 months

Project

Short term
1 year

Medium term
2 year

(A1-1) Develop a revenue
accountability program

(A3-1) Develop a decentralized
decision-making program

(A1-2) Establish monthly
interdepartmental meetings

(A1-2) Enhance the current annual
employee performance program

(B1-1) Establish a FCTA-wide
web-based portal

B2-1) Streamline mobile and online
channels

(B1-2) Scale and enhance CRM
(post B1-1)

(B3-1) Introduce data and sensors

(B2-2) Establish cloud computing
infrastructure

(A2-1) Enhance customer access
to data project

(B4-1) Shared ledger pilot
(C1-1) Re-engineer back-office
and client-facing Process

(C3-1) Introduce new payment
channels

(C2-1) Unify billing cycles and
utility bills

(C1-2) Introduce one-stop shop
and single window concepts
(C2-2) Standardize bill templates
(C4-1) New incentive/enforcement
mechanisms

(D1-1) Assess roles and
responsibilities for depts/agencies

(D1-2) Consolidate depts/agencies
(post D1-1)

(D2-1) Assess capacity for ads
channels

(D2-2) Create new services for
new revenues

(D3-2) Create international org. fund
map

(D3-1) Assess public-private
partnerships

(E1-1) Assess shortcomings legal
framework

(E2-2) Inter-departmental policy
committee (post E2-1)

(E2-1) Inventory issues for
enforcement
Initiative

Assessment

Long term
3 year

(E1-2) Sponsor New Bills (post E1-1)

(B3-2) Apply advanced data analytics
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Establish a Program
Management Office
and Office of Enterprise
Information Technology

Review
recommendations

Communicate goals
and responsibilities
• Identify and
nominate leaders
representing
FCTA agencies
to form the PMO
• Structure a hierarchy
of 2 to 3 levels of
reporting in each
office
• Presence of
external consultants
in both offices is
critical

• Set the vision
behind the whole
program
• Define clear targets
for revenue
generation
• Communicate the
role and the
responsibility of the
PMO across all
agencies

Figure 7: Roadmap of recommendations

Schedule periodic
reviews

Develop a
master plan
• Review the SCC
recommendations

• Prioritize initiatives
and projects

• Set a bi-weekly
review meetings

• Conduct
workshops with
key stakeholders
to define projects

• Estimate the
budget needed
for each project

• Create a dashboard for
issues, dependencies
and project plans

• Consolidate all
plans into one
master plan

• Sponsor executive
decisions to support
the PMO mandate

• Identify minimal
viable projects
(pilots)

• Create project
charters

4. Recommendations
Recommendation 1: Nurture organizational culture
The FCTA should promote accountability, transparency and collaboration within the targeted agencies.
Scope and expected outcomes
Scope
Accountability, transparency, empowerment, collaboration and customer focus will fundamentally underpin the FCTA’s effort to improve revenue
collection, as observed across all FCTA departments.
Cultivate management and employee accountability
• Develop a revenue accountability program, with clearly defined revenue collection performance measures and targets
• Enhance annual employee performance reviews with a feedback mechanism that includes incentive-based rewards related to performance
Instil and promote transparency and collaboration
• Provide access for customers to vital, relevant information via a FCTA customer portal (such as how complaints are being handled and how money
is being spent)
• Establish monthly interdepartmental meetings to collaborate on issues and best practices (such as billing, customer service, collection and enforcement)
Empower employees
• Push decision making down the hierarchy with appropriate empowerment programs (for example, provide training and equipment, offer employee
incentives for improving revenue recovery and deliver training on the Whistle-blower Act)
Expected outcomes
• Improved employee focus on revenue target attainment
• Improved interdepartmental collaboration and performance
• Better-motivated employees
Cost of inaction
This is a key set of recommendations for employees working across all FCTA agencies to start with and to adapt. Without a true change in the
organizational culture, it will be difficult to guarantee the impact of the investment needed to implement the rest of the recommendations.
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Recommendation 1: Nurture organizational culture
Proposed owner and stakeholders

Suggested resources needed

Owner: Office of Enterprise Information Technology, supported by
the Program Management Office (both as designated by the Minister)

• Establishment of Program Management Office and Office of Enterprise
Information Technology
• Identify and nominate leaders representing FCTA Agencies to form the
Program Management Office
• Include external consultants in both Program Management Office and
Office of Enterprise Information Technology

Stakeholders:
• Land Administration
• AGIS
• Department of Engineering
• FCDA
• AEPB
• FCT Water Board
• Development Control
• DRTS
• Outdoor Advertisement and Signage
• Parks and Recreation
• IRS

Cost estimate: Medium (some resources required, plus individual projects’
implementation budget)

Dependencies

Key milestones, activities and time frame

Establishment of Program Management Office and Office of
Enterprise Information Technology

Quick wins (6 months):
• Develop a revenue accountability program
• Establish monthly interdepartmental meetings
Short term (1 year):
• Develop a decentralized decision-making program
• Enhance the current annual employee performance program
Medium term (2 years):
• Enhance customer access to data

Priority
High

Smarter Cities Challenge report

Recommendation 2: Enforce an enterprise IT strategy
The FCTA should enforce an enterprise IT strategy to eliminate the inconsistent use of IT services across the organization. It should create an
environment of governed systems and data that is secure, efficient and cost effective.
Scope and expected outcomes
Scope
The following recommendations are based on an initial assessment of the FCTA’s current IT environment and the requirements provided by the nine
FCTA agencies interviewed during the Smarter Cities Challenge engagement.
The City can begin enforcing an enterprise IT strategy through the following actions:
Provide a set of shared IT services to all agencies and departments
• Establish a FCTA-wide web-based portal that provides role-based access to geographic information system (GIS), citizen and other agency data
sources as a Smarter Cities platform foundation
• Scale and enhance existing enterprise customer relationship management systems across all departments, ensuring consistent data management
(using deduplication technology)
Streamline IT management
• Leverage existing mobile and online channels for payments, customer feedback and other agency applications
• Assess department workloads for cloud computing viability
• Target a hybrid cloud strategy for all government agencies
Establish an interconnected FCTA
• Enhance and integrate existing systems (for example, the AGIS system) and introduce new data sources and sensor technology
(for example, engineering, video, weather)
• Apply advanced data analytics to optimize the management of FCTA resources (for example, water, security, engineering, traffic)
Expected outcomes
• Enhanced, secure IT services across all agencies and departments
• Better focus on mission-critical functions and subject matter expertise versus the IT system management
• Improved efficiency and cost effectiveness across departments
• Increased visibility and access to data that supports agency activities
• Enhanced citizen services that leverage interconnected systems
• Improved revenue collection due to effective use of technology and IT services
Cost of inaction
Without the above recommended improvements, the respective FCTA agencies will continue to operate with very limited IT capabilities that
ultimately cost more and yield ineffective results.

13

14

Abuja, Nigeria

Recommendation 2: Enforce an enterprise IT strategy
Proposed owner and stakeholders

Suggested resources needed

Owner: Office of Enterprise Information Technology, supported by
the Program Management Office)

• A dedicated Program Management Office and an Office of Enterprise
Information Technology
• FCTA agency representatives to lead Program Management Office
• External consultants to work with Program Management Office and Office
of Enterprise Information Technology

Stakeholders:
• Land Administration
• AGIS
• Department of Engineering
• FCDA
• AEPB
• FCT Water Board
• Development Control
• DRTS
• Outdoor Advertisement and Signage
• Parks and Recreation
• IRS

Cost estimate: Medium (some resources required, plus implementation
budget of individual projects)

Dependencies

Key milestones, activities and time frame

Creation of a Program Management Office and Office of Enterprise
Information Technology

Quick wins (6 months):
• Establish an FCTA-wide web-based portal providing role-based access
to GIS, citizen and other agency data sources as a Smarter Cities
platform foundation
Short term (1 year):
• Deliver cloud platforms that provide access to free resources
Medium term (2 years):
• Deliver a Smarter Cities platform that leverages a variety of data sources
and serves all relevant FCTA constituents

Priority
High

Smarter Cities Challenge report

Recommendation 3: Transform processes
The FCTA should simplify its service workflows, make billing easy and intuitive, enhance collection channels and improve enforcement mechanisms.
Scope and expected outcomes
Scope
The detailed recommendations below are based on global best practices, such as process automation and one-stop-shop design. They would
address the following findings:
• Limited payment options and modes of bill distribution are hindering billing, collections and enforcement
• Customer-centricity obstacles are leading to revenue leakage and collection shortfalls
Specifically, the FCTA should do the following:
Simplify service workflows:
• Re-engineer the process for all client-facing and back-office functions
• Implement a “one-stop shop” or “single window” concept for all customer segments being served
Make billing easy and intuitive:
• Unify billing cycles and guidelines across all services agencies, and combine utility bills into one (that covers two to three services)
• Standardize bill templates across government agencies to cover key components of all transactions – and make them clearer to read
Enhance collection channels:
• Introduce new payment channels for government services that fit the needs of all customer segments and overcome their hurdles (for example,
mobile, point of sale)
Improve enforcement mechanisms:
• Create an incentive/enforcement mechanism for citizens linking their payment history to their financial credit score, pre-payment discounts and
more, and ensure clear communication of escalation actions
Expected outcomes
• Increased formal registration of businesses
• Decreased informal/unregulated businesses
• Improved efficiency of billing
• Improved payment options
• Improved collections process
Cost of inaction
Continued degradation of the ability to collect revenue from all customer segments, thus impacting the total FCTA budget.

15

16

Abuja, Nigeria

Recommendation 3: Transform processes
Proposed owner and stakeholders

Suggested resources needed

Owner: The Program Management Office, supported by the Office
of Enterprise Information Technology

• A dedicated Program Management Office and Office of Enterprise
Information Technology
• FCTA agency representatives to lead Program Management Office
• External consultants to work with Program Management Office and Office
of Enterprise Information Technology

Stakeholders:
• Land Administration
• AGIS
• Department of Engineering
• FCDA
• AEPB
• FCT Water Board
• Development Control
• DRTS
• Outdoor Advertisement and Signage
• Parks and Recreation
• IRS

Cost estimate: Medium (some resources required, plus implementation
budget of individual projects)

Dependencies

Key milestones, activities and time frame

Recommendation 1 (nurture organizational culture)

Quick wins (6 months):
• Re-engineer back-office and client-facing processes
• Unify billing cycles and utility bills
Short term (1 year):
• Create new payment channels
Medium term (2 years):
• Start implementing one-stop-shop and single-window projects
• Standardize bill templates
• Introduce new incentive/enforcement mechanism

Priority
High

Smarter Cities Challenge report

Recommendation 4: Establish strategic initiatives
The FCTA should consolidate operations to create new revenue streams and strengthen partnerships with potential investors/funders.
Scope and expected outcomes
The detailed recommendations below are overarching strategic initiatives that the team believes would help optimize the operational costs of the
agencies, open new revenue streams to the FCTA and create finance opportunities for partners from within the private sector and international
organizations currently operating in Nigeria.
Specifically, the City should:
Consolidate departments and agencies
• Use a customer-centred approach to assess the roles, responsibilities and operations of departments and agencies across the FCTA
• Integrate or consolidate departments within agencies, particularly where overlapping FCTA functions and duties occur
Create new revenue streams for government agencies
• Assess the capacity of the distribution channels owned and managed by FCTA agencies (bills, vehicles, buildings and more) to sell as advertising spots
• Leverage infrastructure to generate new sources of revenue (such as parking fees) or new pricing for existing channels (such as traffic/eyeballbased billboard pricing)
Strengthen partnerships
• Create business opportunities, with rewarding return on investment, for the private sector to partner with the FCTA in enhancing service delivery
(distribution, collection and more)
• Identify international and regional organizations, such as the World Bank, AfDB, DFID and JICA with mandates for funding public sector
development projects
Expected outcomes
• Decreased operational costs
• Increased revenue base
• Introduction of new funding sources
Cost of inaction
Continued degradation of the ability to collect revenue from all customer segments, thus impacting the total FCTA budget.
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Recommendation 4: Establish strategic initiatives
Proposed owner and stakeholders

Suggested resources needed

Owner: The Program Management Office, supported by the Office
of Enterprise Information Technology

• A dedicated Program Management Office and an Office of Enterprise
Information Technology
• FCTA agency representatives to lead Program Management Office
• External consultants to work with Program Management Office and Office
of Enterprise Information Technology

Stakeholders:
• Land Administration
• AGIS
• Department of Engineering
• FCDA
• AEPB
• FCT Water Board
• Development Control
• DRTS
• Outdoor Advertisement and Signage
• Parks and Recreation
• IRS
Dependencies

Cost estimate: Medium (some resources required, plus implementation
budget of individual projects)

Key milestones, activities and time frame
Quick wins (6 months):
• Assess roles and responsibilities across all agencies/departments
• Assess capacity for advertising
• Create international organization fund map
Short term (1 year):
• Consolidate agencies and departments as appropriate
• Deliver/develop new services for new revenue streams
• Conduct Public Private Partnership (PPP) assessment

Priority
High
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Recommendation 5: Reform policy and regulations
The FCTA should reform legislations and policies to provide the necessary support for its revenue collection and enforcement activities.
Scope and expected outcomes
Scope
Several FCTA departments (such as the Water Board and DOAS) are hindered by inadequate legal statutes and policies supporting their revenue
collection and enforcement activities. The FCTA should pursue legislative action to provide the necessary legal cover for the revenue collection
activities of FCTA departments where such absence of legal statutes is hampering their operations. Where the agencies have solid legal basis but
are stymied by policy execution and coordination issues (such as with the Area Councils on outdoor signage revenue splitting), they should act
purposefully to identify and eliminate these hindrances.
Reform revenue collection legislation:
• Assess shortcomings in the current underlying legal framework pertaining to FCTA revenue collection and enforcement for each
agency and department
• Sponsor bills that provide legal standing for the FCTA to collect revenues and enforce actions against delinquents
Reform policies and improve coordination:
• Create an inventory of issues faced by revenue collection and enforcement departments due to coordination issues
(for example, DOAS MoU breach with area councils, embargo on Parks and Recreation activities)
• Create an interdepartmental committee tasked with identifying policy obstacles and issues with stakeholder groups
(such as area Councils, federal agencies)
Expected outcomes
• Improved revenue recovery and enforcement
• Removal of policy obstacles that hinder revenue collection
Cost of inaction
Absence of legislative and policy reforms will continue to hinder the ability of all FCTA agencies to collect funds, pursue defaulters and ensure
revenue-sharing agreements are upheld.
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Recommendation 5: Reform policy and regulations
Proposed owner and stakeholders

Suggested resources needed

Owner: The Permanent Secretary, supported by the Program
Management Office

• A dedicated Program Management Office to support the effort
• Legal resources required to identify lacunae in current legal underpinning

Stakeholders:
• All FCTA agencies and departments
• Abuja area council representatives

Cost estimate: Low to medium

Dependencies

Key milestones, activities and time frame

• Creation of the Program Management Office
• Active functioning of the IRS

Quick wins (6 months):
• Create inventory of current issues caused by policy shortcomings
Short term (1 year):
• Create inventory of current issues caused by regulatory shortcomings
• Establish an inter-agency policy coordination committee
Medium term (2 years):
• Sponsor a bill in the Federal Parliament to comprehensively address the
“missing pieces” of regulation

Priority
High
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Recommendation 6: Implement a trusted ledger system
The FCTA should pilot an electronic ledger system (such as blockchain) for Land Administration that provides a trusted, tamper-proof
and transparent process for capturing all revenue transactions. It should then assess the viability of implementing such a system
across the wider FCTA network.
Scope and expected outcomes
Scope
The FCTA can address land title disputes and revenue collection inconsistencies by providing a consolidated, secure electronic ledger like those
based on blockchain.
The FCTA should pilot an electronic ledger for land registration, real property ownership, use rights and revenue collection. The ledger should be
secure, public and in an easily-accessible electronic format to allow for timely access of ownership and rights information. The system should:
• Be shared between participants
• Provide all participants with access to the data
• Be permissioned, so participants see only appropriate transactions
• Be THE shared system of record
Expected outcomes
• The ability to register land titles and revenue collection using a public and immutable approach
• Improved ability to manage unregistered lands and revenue collection
• Improved integrity and transparency of public ledgers
Cost of inaction
The respective FCTA agencies will continue to have land ownership disputes and revenue collection inconsistencies.
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Recommendation 6: Implement a trusted ledger system
Proposed owner and stakeholders

Suggested resources needed

Owner: The IRS supported by the Office of Enterprise Information
Technology and the Program Management Office

• A dedicated Program Management Office and an Office of Enterprise
Information Technology
• FCTA agency representatives to lead Program Management Office
• External consultants to work with Program Management Office and Office
of Enterprise Information Technology

Stakeholders:
• Land Administration
• AGIS
• Department of Engineering
• FCDA
• AEPB
• FCT Water Board
• Development Control
• DRTS
• Outdoor Advertisement and Signage
• Parks and Recreation
• IRS

Cost estimate: Medium (some resources required, plus implementation
budget of individual projects)

Dependencies

Key milestones, activities and time frame

Established Program Management Office and Office of Enterprise
Information Technology

Short term (1 year):
• Run pilot with Land Administration
Medium term (2 years):
• Complete pilot expansion to all agencies

Priority
High

5. Conclusion
With proper emphasis on a nurtured organizational culture, enforced
enterprise IT and the transformation of its processes, policies and
regulations, the FCTA will improve revenue collection. In turn, it will
also reap the benefits of a more collaborative approach to meeting
the needs of its citizens.
To accomplish the goals set out in the recommendations above, the
FCTA will need to establish a Program Management Office and an
Office of Enterprise Information Technology. The creation of these
two organizations will ensure that the will of the Office of the
Honorable Minister is clearly articulated and embraced by all affected
agencies and departments.
In summary, Abuja’s journey to becoming a Smarter City begins with
the transformation of how FCTA agencies work together. The FCTA
can implement the short-term recommendations immediately; by
establishing the Program Management Office and Office of
Enterprise Information Technology, the FCTA will significantly improve
its chances of success in the longer term. By leveraging the existing
expertise of the FCTA and incorporating external subject matter
expertise from Program Management Office and IT consultants, the
FCTA will further strengthen Abuja’s chances of achieving Smarter
City status.
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