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E-Government Initiatives are being considered as transformation 
initiative throughout the world. With the advent of Information and 
communication technologies (ICTs), especially after internet 
technologies,   governments of various countries world over are in the 
process of fast implementation of these initiatives. However, a review 
of literature reveals that the benefits from these initiatives have been 
less than the expected. Keeping in view the importance of the e-
Government initiatives in transformation of the government policies 
and processes and the research gaps therein, the present paper 
attempts to understand and analyse the Implementation of e-
Government initiatives. For the purpose of this research, India’s Tax 
Payers’ portal has been taken as a case study. Based on the analysis 
and the insights from the case study, a framework for the successful 
implementation of e-Government initiative which majorly draws from 
the concepts and practices of business process management (BPM) 
has been suggested.  
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1. Introduction 
 
e-Government is understood as a great responsibility of every government  to deliver 
efficient and quality services to its citizens globally. It is with the help of e-
Government initiatives that governments can ensure transparency and accountability 
in its dealings with citizens. Thus it is important for the governments of all the 
countries to implement e-Government initiatives in their respective countries and 
ultimately at the global level to serve global citizens. With this objective in mind, 
many countries world over have already implemented e-Government Initiatives and 
many countries are following suit. Implementation of e-Government initiative is a 
complex process involving people, process, policies and technology, which requires 
huge resources and a proper implementation framework. Thus there is a need to 
undertake research so as to understand the success or otherwise of these initiatives 
so that learning outcomes may be used in enhancing and implementation of other 
initiatives that may increase the probability of success. There have been various 
research studies on the implementation of e-Government initiatives in the past but 
they have been mainly limited to the developed nations and very few studies 
focussing on the learning outcomes from the Indian e-Government initiatives exist 
(Bhatnagar & Singh, 2010; Cordella & Iannacci, 2010; Fountain, 2001; Kaushik & 
Raman, 2015; Luna-Reyes & Gil-Garcia, 2011; Luna-Reyes & Gil-Garcia, 2014). 
There is a need to undertake research studies to have a greater understanding of 
the e-Government initiatives for specific countries. It is with this background that the 
present research study has been undertaken and the following research questions 
were posed.  
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a) What are the critical success factors for the successful implementation of e-
Government initiatives? and 

b) What could be the relevant implementation framework and strategy for a 
large-scale e-Government initiative? 

 
To address the above mentioned research questions, the tax payers’ portal of the 
Income Tax Department of India has been selected.  
 

2. Literature Review  
 
Aicholzer & Schmutzer (2000) suggested that e-Government must undertake 
changes in government processes to make them efficient and to improve quality of 
service to all the stakeholders. Many research studies have discussed technology as 
a powerful tool that helps provide quality services, better citizen engagement and 
transform social structures (Al Ajeeli et al., 2010; Andersen et al., 1994; Edmiston, 
2003;  Fountain, 2001; Gil-Garcia & Helbig, 2007; Holzer & Manoharan, 2008; 
Kakabadse, Kakabadse, & Kouzmin, 2003; Leavitt & Whisler, 1958; Luna Reyes & 
Gil-Garcia, 2012; Orlikowski, 1992; Smith & Marx, 1994; Welch & Feeney, 2014; 
Zhang, Jing et al., 2014). Some other studies concluded that ICT lead to increase in 
transparency of processes and trust of the citizens (Blackstone, Bognanno, & 
Hakim, 2005; Scott, 2003). The technological determinism view when applied to e- 
Government implies that e-Government will transform the interaction among 
government and its citizens and thus has the potential to change the government 
processes, policies and practices.  Today, e-Government is no longer viewed as a 
one way process that provides information to its citizens but  as a way of interaction 
between the government and all its stakeholders  (Jackson & Curthoys, 2001; 
Lofstedt, 2007). 
 
A World Bank study showed that the majority of public sector ICT initiatives in 
developing countries have been failure (Neto et al., 2005). Research has also 
revealed that many ICT projects were abandoned without completion and a large 
majority of the completed projects failed in terms of time, budget and/or quality 
requirements (Hidding and Nicholas, 2009). In e-Government initiatives, a leadership 
change was found to have posed a major problem (Montanari & Bracker, 1986).  
 
Similarly, there have been many research studies focussing on the critical success 
factors for implementing an e-Government initiative.  A clear vision and goal with top 
leadership support has been considered as an important critical success factors in 
e-Government initiative (Jayashree & Marthandan, 2010). e-Government initiatives 
should not be understood as mere technical projects rather people, processes and 
organisational structure are critical components and thus the change management 
needs to be handled very seriously as change management strategy in the 
implementation of e-Government initiatives may decide the success or failure of an 
e-Government initiative (Feller et al., 2011; Gupta et al., 2004; Gant & Gant, 2002; 
Ke & Wei, 2004). Though e-Government initiative should not be taken as only a 
technical system but the reliability and availability of the system is very critical in 
getting the trust and engagement of its citizen (Singh, H., & Singh, H., 2013). 
Change management must be handled with sensitisation training and education of 
all the stake holders and a proper communication strategy need to be worked upon 
to articulate goals, seek goal acceptance, and necessary support from all the 
stakeholders (Boal and Bryson, 1987). There have been research studies which 
have suggested that the change in the organisational structure becomes a critical 
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requirement for successful implementation of e-Government initiative (Becker et.al, 
2004; Bhatnagar, 2002). Pourdehnad & Robinson (2001) and Siriram (2012) 
suggested an implementation framework where a systemic thinking has been 
applied to business process initiatives and organisational learning activities.  
 
Research studies have suggested implementation of e-Government initiatives 
(Margetts & Dunleavy, 2002; Moon, 2002; Norris & Moon, 2002; Norris & Reddick, 
2013; Snellen, 2005),  but a framework for the implementation of e-Government  
that takes into account the modern approaches of Business Process Management 
(BPM)  is lacking.  The BPM approach is increasingly used in the context of 
business processes and researchers have used the terms using different 
perspectives. In the business context, the BPM refers to the management of an 
organisation by focussing on its “processes” (Trkman, 2010; Wynn et al., 2009). 
Whereas the systems approach is understood as a comprehensive, holistic and 
inter-disciplinary approach (Mu¨ller-Merbach, 1994). For understanding the 
systematic thinking the processes are required to be understood in their context; to 
be understood as a dynamic  processes and inter-relationships of various processes 
need to be established (Skarzauskiene, 2010). As the performance of a system 
depends upon how its parts interact to each other rather than how they act 
independently (Ackoff, 1994). The Government initiative cannot be understood as a 
technical initiative but a very complex initiative with wider implications that involves 
multiple domains and processes that cut across multiple functionalities/processes. 
The technical system which enables the integration of different processes and is 
based on the concept of “enterprise” is known as an Enterprise resource planning 
(ERP) system.  Such an enterprise resource planning system provides seamless 
information that is designed to integrate diverse functional processes across 
functional areas. ERP system is a standard system that is based on the best 
practices of industry and provides real-time access to information. ERP systems are 
complex enterprise wide transformation systems and implementing these systems is 
challenging, time consuming, and expensive exercise (Arif et al., 2005; Davenport, 
1998).  
                                                     

3. The Methodology and Model  
 
Keeping in view the research questions raised in this paper, the case study 
approach has been used for the purpose of this study. Case study method has been 
considered as an appropriate method as it helps explore the relationships between 
the levels of functionality of an e-Government initiative and the transformation of 
government processes and structures to understand and develop a theory of 
successful e-Government initiatives. The case method is also considered an 
appropriate research method to explore the answers for ‘‘why’ and ‘how’ questions. 
It has also been indicated that the learning from the case study can be used in 
understanding and enhancing the experiences of similar cases and thus helps 
strengthening an emergent theory. A case study can be used as a representative 
case which explains the causal mechanism and helps arriving at several conclusions 
(Eisenhardt, 2002; Kaushik & Raman, 2015; Yin, 1994; Yin, 2013). The e-Filing 
internet portal of Income Tax Department of central government of India can be 
considered as a typical case which focuses on the main processes of transformation 
or the ways in which transformation happens and thus the insights gained from this 
case can be considered for other large scale e-Government initiatives.  
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For the conduct of this study, both primary as well as secondary data has been 
used. The primary data was collected through semi-structured and focussed 
interviews with all the stakeholders of the India’s taxpayers’ internet portal. The 
secondary data was collected from the various documents relating to the ICT 
initiatives in ITD, annual reports, the press releases of the Department, public 
notices issued by the department etc. available on the website of the ITD and other 
related departments.  
 

3.1 India’s Tax Payers’ Portal 
 
India’s Tax Payers’  portal, which has been launched in 2012, is developed as one 
of the Mission Mode Projects which have been mentioned under the National e-
Governance Plan of Indian government. The main objectives the portal was “to 
provide a single window access to the information and services which are provided 
by the Indian government and other stakeholders.  
 
The India’s Tax Payers’ portal has been developed as a comprehensive and 
integrated solution by integrating other services which are required by a tax payer to 
file income tax returns. Before the launch of the e-Filing internet portal, all the 
processes/functions of the department were manual and it was very difficult for the 
ITD to manage the increased number of taxpayers, tax base, tax payment instances, 
and the agencies responsible for deducting the tax at source.  This led to many 
problems like public grievances, wide spread tax evasion, TDS frauds, and other 
administrative problems. To seek solutions to the emerging problems, ITD started 
computerisation project in early 1980, and created taxpayer’s Permanent Account 
Number (PAN), accounting/ reconciliation of tax payments received in banks, 
verification of tax return for tax calculation and adjustment of pre-paid taxes.  After 
running for some time, it ran into many problems as data could not be compiled from 
different sources/applications leading to delays and inaccuracy of information. In 
1998, ITD, took a major step called ‘Comprehensive Computerisation Program’. 
Under this initiative all officers were provided with personal computers, which were 
linked to National Computer Centre (NCC) for a limited purpose. The system not 
only simplified the administrative procedures but also improved the quality of the 
administrative services of the department. The system was implemented across 
India at 36 main cities/centres with some core functionalities like PAN generation, 
processing of income tax and TDS returns and generation of refunds and demand 
orders. These applications were, in fact, the automation of the existing ‘As-IS’ 
manual processes and no major changes in the existing processes were planned. 
Such a decision to computerise only the existing processes/functions was taken so 
as to avoid the users resistance and any discomfort for the departmental users. 
Implementation of PAN System was started in 1999 and by the end of 2001; the 
system could not meet the expectations of its users and ran into major problems of 
large pendency, erroneous cards, and unattended grievances etc. leading to 
widespread public criticism. In the absence of proper PAN, implementation of other 
modules could not be implemented as planned. Delays in receipt of tax challans 
from banks led to mounting backlog of data entry of tax challans into tax accounting 
system (TAS). Absence of PAN on tax challans led to TAS module failing to provide 
authentic particulars of pre-paid taxes to assessment tax system (AST) module. 
Processing of tax returns on AST required large data entry work in different tax 
offices where system and manpower resources were not enough, resulting in 
delayed processing of returns and delayed refunds. The failure of this automation 
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further forced the government to have a rethink for the transformation in the entire 
process, policy and legal framework.  
 
The next major step in the evolution of ITD happened in the year 2002, ITD 
focussed on its areas of core competence and outsourced non-core activities to third 
parties. Accordingly beginning in 2003 the processes related to allotment of PAN, 
payment of taxes and reporting by Banks, and filing/ processing of returns and issue 
of refunds were re-engineered and partly outsourced in different steps.  National 
Securities Depository Limited (NSDL) was selected as the agency to host TIN and 
provide services relating to issue of PAN cards, receipt of tax payment information 
from banks online, receipt of TDS returns online and creation of taxpayer ledgers of 
pre-paid taxes (Form 26AS). These measures led to turn around in allotment of PAN 
cards, reaching a stage of PAN on demand, and transmission of tax payment data 
from banks on almost real life basis resulting in reduction of float period of banks 
from about 45 days to 2 days and corresponding improvement of cash flow of Indian 
government. Eventually e-filing of returns of income gained popularity and was made 
mandatory for large taxpayers in 2006 (Khan, 2014). ITD, in 2012, implemented an 
end-to-end e-Filing solution for taxpayers and other stakeholders.  The department 
has undergone many significant changes in terms of its processes, policies and 
organisation structure. It has grown both vertically and horizontally and trying to 
transform its functionalities /processes further to reduce the personal interaction of 
taxpayers and the income tax department.  The India’s Tax Payers’ portal has now 
implemented five tightly coupled e-Government systems, namely, e-filing of income 
tax returns; Centralized Processing of Income Tax Return;  a system for Centralized 
handling of TDS data;  Refund Banker System; an underneath Core Income Tax 
Business Application;  and the newly introduced e-verification through an electronic 
verification code (EVC) of Income-tax returns. These systems are being executed 
based on service delivery concept under public private partnership (PPP) model.   
 

4. The Findings and Proposed Framework 
 
The analysis of the research studies reveals that e-Government initiative is not just a 
technology or automation project; rather it is a high investment and complex initiative 
that comprises citizens, processes, policies and technology. There are various 
critical success factors for the implementation of e-Government initiatives like top 
leadership support, citizen engagement, government process re-engineering, 
changes in the regulatory framework and change management at all the stages of 
the e-Government initiative. Further for the successful implementation of e-
Government initiative, an implementation framework and strategy becomes very 
critical. India’s Tax Payers’ portal is a good example of successful implementation of 
e-Government initiative in India, as the India’s Tax Payers’ portal has been 
developed on the basis of “enterprise” and “process” approach, which was an end to 
end solution for the Indian tax payers. There was a major transformation in the ‘To-
Be’ processes and many functionalities/processes were integrated to provide all the 
related information and an experience of seamless information and integration of 
different processes to its users. The non-core processes were outsourced to third 
parties and this strategy helped the income tax department concentrate more on the 
policy issues and core processes. The resistance to change, which is considered as 
a major barrier in the implementation of any e-Government initiative was planned 
meticulously and managed well at every stage of the implementation. The vision of 
the India’s Tax Payers’ portal was aligned with the vision of government of India. For 
implementation of India’s Tax Payers’ portal, the organisation structure of ITD was 
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also redesigned to accommodate the new requirements. All these practices that 
have been followed in implementation of India’s Tax Payers’ portal as an e-
Government initiative were found similar to the BPM approach. Keeping in view 
various advantages of BPM and the similarities between business and government 
processes, the approach of BPM needs to be applied to other e-Government 
initiatives as well. Such a model for e-Government initiatives, which is based on 
BPM principles, may increase the probability of e-Government initiatives success.  
 
Thus, for a large e-Government initiative to become success, a framework to 
implement e-Government initiative is required to be developed, which should follow 
the concepts and principles of business process management. The proposed 
framework for successful implementation of e-Government initiative has been 
depicted in Fig. 1.  
 

Figure 2: Framework for Implementation of e-Government Initiative 
 

 

5.  Summary and Conclusions 
 
The implementation of e-Government initiative is becoming increasingly important as 
it helps transforming the processes and policies of the governments. However, the 
implementation of e-Government initiative is a complex and time consuming process 
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that involves various stakeholders. Thus, for the e-Government initiative to become 
a success, learning outcomes from successful case studies and understanding of 
the critical success factors for the implementation of e-Government initiatives 
becomes significant. An implementation framework which should be based on the 
concepts and principles of business process management may further help 
improving the probability of its success.  In this paper, various critical success 
factors such as Top leadership support, citizen engagement, government process 
re-engineering, change management and change in the regulatory framework have 
been identified for the implementation of e-Government initiatives. Based on the 
analysis of India’s Tax payers’ portal, a framework for the implementation of e-
Government initiative has been proposed.  
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