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Digital transformation: audit of the eSubsidies project

General Secretariat of the Federal Department of Home Affairs

KEY FACTS

In 2023, subsidies worth around CHF 47.6 billion were paid out by the Confederation. This represents 59% of
the budget. Some of the subsidy-providing administrative units (AUs) use specialist IT applications for
processing requests for subsidies. One such specialist application at the Federal Department of Home Affairs
(FDHA) will need to be replaced by the end of March 2025.

The General Secretariat of the FDHA (GS-FDHA) recognised an opportunity to use this replacement exercise to
acquire a system with general suitability for processing subsidy requests in the FDHA as well as the rest of the
Federal Administration. The Federal Council therefore instructed the FDHA to present it, by the end of 2025,
with a concept for rolling out the FDHA's solution, known as "eSubsidies".

The Swiss Federal Audit Office (SFAQ) used the digital transformation auditing model to audit the eSubsidies
project. The aim was to assess whether the FDHA's solution is suitable for use across the Federal
Administration.

If eSubsidies is implemented with the improvements suggested by the SFAO and with active stakeholder
management, the Federal Administration will have a potentially efficient tool for processing virtually all
subsidies and incoming subsidy requests. However, a few hurdles remain before this tool can be used across
the Federal Administration: future users need to be convinced of the application's added value, and funding
needs to be secured.

Implementation is ongoing, and a first time-critical implementation phase has taken place

Principles for the solution concept and a standardised process for support measures have been defined. A
supplier was found via public tender. The supplier's solution is based on two applications that are already being
used in some areas of the Federal Administration.

At the time of the audit, the project was at an early stage of implementation. Standards, i.e. functions that are
the same for all AUs, had been put in place. However, the AUs were still in the process of defining the specific
requirements arising out of the individual support measures.

The Federal Office of Public Health (FOPH) had to be able to process support measures for implementing the
nursing initiative from 1 July 2024 onwards. The delivery of an FOPH minimum viable product (MVP) allowed
this deadline to be met.

Better use of the potential for efficiency gains

The use of only one application for processing all subsidies in the future will bring efficiency gains. In addition,
the solution concept envisages largely seamless processing and compliance with the once-only principle. This
would mean that existing data does not need to be re-entered.

There is potential in optimising and automating the processes of the individual support measures. Moreover,
the AUs must be aware of what is available as standard in the application, so that they can compare this with
their individual requirements. On both points, the SFAO recommends that information and training be
improved.
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Groundwork required for rollout across the Federal Administration

The Federal Finance Administration (FFA) is represented on the project committee. Other stakeholders,
especially AUs with cross-divisional functions such as the Federal Office of Information Technology, Systems
and Telecommunication (FOITT) or the Digital Transformation and ICT Steering Sector of the Federal
Chancellery (FCh BKl), are not part of the project. In the SFAQ's view, if the further development of eSubsidies
is handed over to a centre of excellence located within the GS-FDHA as planned, the FFA and FCh DTl must be
represented in this centre or its steering body.

It is not known which AUs might potentially participate if eSubsidies were to be used across the Federal
Administration. Moreover, resistance is to be expected. Yet the benefits of eSubsidies will be greatest if all
subsidy-providing AUs use the application. The SFAO therefore recommends engaging in active stakeholder
management and creating the basis for rollout planning by conducting a survey of all departments. The
managements of the individual AUs must be informed about the application and be convinced of its usefulness.
In addition, it must be defined which data from eSubsidies should be used for open government data.

No discernible obstacles to rollout across the Federal Administration

In the public tender, key requirements were that the solution can be built from standard components and
operated by the FOITT. The FOITT confirmed that it was able to operate the solution. However, for reasons of
time and finance, the FDHA opted for external operation.

The remaining requirements, such as future-proof technology and security, were met. There is still an urgent
need for action as regards the application's configuration possibilities. The improvements requested by the
project management have not yet been implemented. These should be demanded forcefully from the supplier,
as otherwise the integration of new AUs and their support measures will not be possible without a great deal
of effort.

eSubsidies must not be used to process sensitive data, e.g. highly sensitive personal data. This restricts the
scope for its use.

It is an important element of the solution that as many standards as possible can be implemented. This
prevents individual solutions with identical requirements. The requisite change management takes place
during the project phase within the project committee or specialist committee.

The tight funding situation has already led to delays in project implementation

An analysis of the legal basis was performed when the project was launched. The identified gaps are not
hampering the implementation of the project. However, the SFAO recommends that these gaps be reported
to the responsible federal units and closed in due course.

Development costs of CHF 5.6 million are expected for the implementation of the current project (status as at
end-April 2024). With the exception of CHF 0.3 million for the implementation of the FOPH's requirements,
the funds are allocated to the GS-FDHA. Unfortunately, insufficient funds were available in 2024, necessitating
a reprioritisation and, in turn, a partial postponement of the implementation. Funds are managed through the
project management's controlling, which, in the SFAQ's view, should be improved, in particular by means of a
reliable financial forecast. The future success of eSubsidies will depend on secure financing, especially for the
planned rollout in the various federal offices. This should be included in the concept that will be submitted to
the Federal Council at the end of 2025.
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