





Picture 6 - Quick Service Area at Public Service Hall in Thilisi

The complexity of public service provision
requires thorough planning. Services are
dichotomized into two broad, procedural and
conceptual product groups. The procedural
group includes services triggered by the demand
from customers. Notably, these are the services
that are mostly used and are highly requested
by citizens, including civil and public registration
services, services offered by notary bureaus,
documents from national archive, cadaster maps
etc. The second, conceptual group of services
covers products that play an important role in
strengthening the brand image of PSH. Services
such as judicial consultation, trainings and
seminars for customers fall under this category.
Even though, all services taken together ensure
that the PSH brand is strongly and positively
positioned in the administrative service delivery
structure, the first group does this via services
that are process oriented while the second group
contributes by emphasizing the importance of
emotional value in service provision (MoJ, PSH
marketing strategy, 2010).

PSH recognizes the importance of delineating
areas in terms of the character of the services
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provided. There is a common services area and
an area for corporate customers. Corporate
customers include organisations that have
intensive communication and are active users of
services provided by the agency. Generally, they
are not only customers but also are considered
to be partners of the agency. These could be
any large scale commercial or non-commercial
entities (MoJ, PSH marketing strategy, 2010).

The common services area is used by customers
who do not have corporate status. These are
citizens, small organizations or any other third
party.Thisisan open and transparent space where
customers are treated equally, in a timely and
customer friendly manner. This space is divided
into self-service, quick and long service areas.

In the self-service area, customers can use
automated services, such as take a photo for a
passport or pay fees for services etc. The quick
service area covers services that do not take a
long time to produce. This can include the receipt
for an already produced documents.

The long service area provides services that take
longer to produce and may require additional



Picture 6 - Long Service Area at Public Service Hall
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Management

There are currently 17 /|
regional Public Service 1
Halls in Georgia. Each I

of them is connected I

to the central office, |

is engaged in service 1
design and is providing 1
more than 200 public ‘\
services to citizens. 1
Their service outreach \
is further strengthened S
by Community Centres
which will be further N
described in the study.

Entrance

Diagram 1 - structure of Public Service Hall as seen by customers (PSH, 2014).
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The Service Development Agency of Georgia (SDA)
was established in 2012 as a legal entity of public
law by the order of the Minister of Justice. SDA
has absorbed the functions and organisational
structure of the Civil Registry Agency. Hence, by
the time of its creation, the agency had already
inherited a rather well advanced structure and
qualified personnel. Apart of civil registration
tasks, SDA was instructed to design innovations
and generate new ideas for public service
modernization and development. The Ministry
of Justice empowered the agency to create
instruments for the development of strategically
important projects and to initiate reforms in the
public sector. Plus, it became responsible for
making decision on immigration issues as well
as providing document legalization and apostil
services (MoJ, SDA order 117, 2012).

The idea for developing Community Centres first
appeared in 2011. The Government of Georgia
supported and approved an “Introduction of
E-governance in Local Governments” project
(GoG, order 2250, 2011). The project proposed
by CRA and the European Union (EU) Mission in
Georgia aimed at optimizing management at
municipality centres, improving communication
between municipal centres and trustee offices,
providing better services to local population,
producing easily usable software solutions for
service delivery, designing a legal framework for
the introduction of e-governance and developing
appropriate infrastructure necessary for the
operation of e-governance (SDA, project annex,
2011). As the CRA successor, SDA has taken
responsibility to support and to further develop
the Community Centres nationwide.
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At the inception stage of the Community Centres,
SDA opened 6 pilot centres to observe and analyze
its operation and impact on the community. The
success of the initiative became evident rather
soon. Communities started utilizing the public
services offered in the centres. The reasons were
multifold: Citizens could receive services faster
and easier in the immediate vicinity of their
communities. Moreover, local municipalities
realized that the centres positively impacted the
image of municipalities. A customer satisfaction
survey conducted in 2013 by ACT, a local research
and consulting company, showed that 61 % of
residents had heard about the existence of the
community centre in their village. 85 % of citizens
had received the information about the centre
from their neighbours and friends. ACT also
asked citizens where they acquire public services
generally. 58 % of local residents responded
that generally they receive public services in the
village. More than 80 % of those who received
public services said that they acquired them via
community centres. The top ten public services
that citizens frequently request in the community
centres are: payment of communal utilities, bank
services, state pension, telecommunication
services, social aid, passport and ID services,
registration of land, receipt of special support
vouchers, computer and internet services and
registration of an immovable property. 90 % of
those residents who received public services
in the centres expressed interest in using the
Community Centres services repeatedly (ACT,
survey 2013). Today, there are 43 Community
Centres operating nationwide and 11 centres are
expected to be opened in 2017 (Interview with a
respondent, 2016; MoJ, 2016).
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COMMUNITY CENTRE

Community Centre (CC) is a multi-functional
infrastructure, based on the One-Stop-Shop
(Back Office Front Office) public service delivery
model. It is equipped with the latest technology
and well trained local personnel. The staff
which is locally hired ensures provision of the
central government’s, municipal and private
sector services through e-governance tools. The
centres host the Trustee’s office, the municipality
representative on a village level and offers
communities a public space to meetand todiscuss
issues of local importance. Local population has
an opportunity to access free internet, computers,
video conference equipment, ATM and Pay Box
machinesinthe centres.Some CCsarein municipal
ownership while others are on the balance of SDA.
Income generated from the private sector, mostly
through lease payments as well as funding from
the state ensure their financial sustainability (SDA,
development strategy and action plan, 2013).

To establish a Community Centre in a community

Picture 7 - Community Centre in Georgia
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or village, SDA enters into an agreement with a
municipality. The agreement has a conditional
character and sets out specific roles and
expectation for the parties engaged. The local
municipality is obliged to grant SDA unrestricted
access to monitor quality control and dismiss,
upon request any personnel who violates
standards and jeopardizes the operation of the
centre. For its part, SDA takes the obligation
to provide consultations in order to operate
the centre, grants the municipality access to
its database to operate the centre, ensures the
quality functioning of software packages and in
case of malfunctioning of it takes appropriate
measures to remedy the problem. SDA also
provides trainings to municipality personnel
and the necessary equipment to operate the
centre. The municipality does not have the right
to introduce additional fees for services and it
does not request financial resources from SDA to
operate the centres (SDA, agreement 2014).
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Picture 8 - Operators at Community Centre in Georgia
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There are at least two operators working in each
centre and one of them serves as an operations
manager. Operators undergo a set of trainings
prior to appointment. Trainings and continuous
education is offered by the Trainings Centre of
Justice and consists of a theoretical training, an
internship and case studies. Initially, operators get
familiarity with the legal and administrative base
of the system. Then they are sent to a territorial
office to receive practical, hands-on knowledge
of service provision and acquire experience
through practicing service provisions via specially
designed case studies. In the end, an operator
must pass a test to verify his/her knowledge.
Moreover, SDA provides continuous planned
and refreshment trainings to make them familiar
with legal and administrative changes, to practice
customer friendliness, software utilization etc.
Operators must be able to master approximately
five software solutions to provide services in a
satisfactory manner (Interview with a respondent,
2016).
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The Community Centre model uses a business
structure which is similar to the business logic of
Public Service Hall, i.e. it serves as a front office for
those state agencies which design and produce
services in back offices. Apart from the services
offered by the Ministry of Justice, it provides
some other additional services requested by
communities. The list of services at CCs looks as
follow (referto the annex|l to see anon-exhaustive
list of services):
Civil registry services: e-ID, passport, birth
registration, secondary education attestation,
residence permit, repeated issuance of any
civil acts, divorce registration, etc.
Public registry services: property right
registration, extract on real-estate, registration
of a right to build an estate on a land parcel,
debtor pledge registration, etc.

National archive services: a letter from archive
about divorce, death, birth, award, evacuation,
information on registration of physical and
judicial entities, etc.



Picture 9 - Justice House in Borjomi, Southern Georgia

- Social services:a letter confirming thata family
is registered in a social assistance database,
accepting citizens’ request for the need of an
auxiliary technical assistance, etc.

- Agriculture services: paving and cleaning
of water canals, land mulching, excavation
work, vineyard care and protection, mowing,
pressing of hay, support during harvest, etc.

The list of services shows the complex nature
of public service delivery in the Community
Centres. There are diverse in terms of number and
character. In addition to the services provided
by Public Service Halls, Community Centres
provide services that are in demand in local, rural
communities. More specifically, public and civil
registry services are provided in parallel to social
and agriculture type of public services.

If for civil and public registry services the
responsibility is carried by the Service
Development Agency and National Agency of
Public Registry respectively, the responsibility
for social and agriculture services rests with
the Social Service Agency under the Ministry of
Labor, Health and Social Affairs and Mechanisator,
a limited liability enterprise which is under the
subordination of the Ministry of Agriculture (SDA,
CC website 2016). Each agency has an agreement
with Service Development Agency to delegate
their services to CCs. Some services require fees
to be paid by customers and others are provided
for free. Services of the Social Service Agency
(SSA), for instance, are free for citizens to receive
(Interview with a respondent, 2016).
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During the last twelve years, the Government
of Georgia has implemented a number of
significant public sector reforms that succeeded
in eliminating petty corruption in public service
delivery and improved government outreach
to citizens. However, the modernization of its
administrative structure and the implementation
of a new One-Stop-Shop model of public service
delivery has been a major challenge for the
government.

The existing model is a result of the thorough
and continuous planning of those managers and
administrators who initiated the reform in the
first place. Timely and thoughtful utilization of
Information and Communication Technologies
has opened up new opportunities and laid the
foundation for the introduction of network
governance. However, its potential still needs to
be fully explored and realized by the state.

Moving public services into the internet space
and increasing their accessibility enabled a
profound transformation of public services that
were traditionally associated with bureaucracy
and rigid procedures. However, despite this major
transformation, there remains room to improve
for the system. For instance, in rural communities
the level of service delivery is still considerably
lower, and the rural population cannot fully
benefit from the improvements brought by the
recent reforms in the country. One of the main
reasons for this is lack of awareness and the fact
that citizens residing in rural areas tend to have
little or no knowledge and skills to use modern
information and communication technologies.
Surveys conducted by independent organizations
show that citizens are not sufficiently aware
about the possibility for using public spaces
at the Community Centres, and therefore their
utilization is very low in those communities
(ACT, customer survey, 2013). This shows the
importance of ensuring genuine engagement of
citizens in the reform process.

Another challenge is the constant monitoring of
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services to meet the high standards of customer
friendliness and timeliness. The agencies must
develop robust and yet humanistic monitoring
mechanisms to balance between high standards
of public service delivery and simultaneously,
minimize the pressure on personnel in this highly
intensive public service delivery system.

Even though the government considerably
rationalized the administrative  structure,
there must be more thoughtful inter-agency
coordination to improve horizontal interaction
between administrative units. Robust and
genuine horizontal inter-agency communication
will further strengthen cooperation within the
administrative structure and improve knowledge
and information flow. That, eventually, will allow
state agencies to design follow up monitoring
to determine whether administrative activities
actually achieve the intended outcomes and
strategic goals.

There are more specific and important lessons to
be learnt while reforming a public administration
system in any country. In the case of Georgia, it is
salient to highlight the following lessons learnt:
Predictable strategic horizon and vision of the
leadership on how to reform public adminis-
tration played a crucial role in the transforma-
tion of the sector;
Reducing the size of the traditional bureau-
cracy by establishing more flexible and ad-
justable state structures/agencies and by sim-
plifying administrative procedures helped the
government advance reform faster;
Creating smaller agencies that are responsible
for their own actions allowed the administra-
tion to better coordinate the reform between
political appointees and administrators;
Reducing bureaucracy and simplifying admin-
istrative procedures helped the government
to better tackle corruption in the system;
Continuous training, salary increases and ed-
ucation of employees brought the necessary
confidence in personnel;



Introduction of the One-Stop-Shop ecosys-
tem, including software and hardware infra-
structure, renovation of the old physical in-
frastructure, elaboration of a legal framework,
modernization of HR structure, improvement
of organisational capacity to rapidly respond
to financial and administrative transforma-
tion, digitization of archive materials such as
civil acts to strengthen citizens database and
a well-planned public awareness campaign to
deliver information to citizens all played vital
role in the development of OSS in Georgia;
Support from the donor community has had a
deep positive impact on the reform. Namely,
the direct or indirect assistance provided by
USAID helped GoG stay focused on the reform
and continuously monitor progress. It helped
to upgrade the ICT infrastructure in order to
establish massive primary and secondary da-
tacenters capable of processing huge data
faster and more efficiently;

Recruitment of IT personnel to develop qual-
ity software packages to deliver passport, ID,
civil acts etc. in online uninterrupted regime
as well as the creation of a Virtual Private Net-
work was possible thanks to donor assistance;
Even though donor support is important, it is
not enough to reform a system. Governments
must make a financial commitment to sustain
the reforms;

Reliable citizens database helped state agen-
cies generate more income by establishing
partnerships with private actors, especially in
the banking sector;
The most important lesson to be learnt by any
government is to begin the development of a
One-Stop-Shop public service delivery mod-
el by strengthening back office agencies and
only afterwards focusing on the front office
architecture. A clear separation of functions
and responsibilities between back and front
office agencies is the main ingredient for the
success of the existing One-Stop-Shop model
in Georgia.
In spite of the challenges, today, the Ministry
of Justice with its subordinated agencies is
undoubtedly in a leading position in terms of
knowledge and experience. It has acquired strong
expertise while designing and making the Public
Service Halls and Community Centres public
service delivery structures a reality. Generally,
customers seem to be satisfied with the quality
and effectiveness of the services delivered.
However, it will require more time, research and
resources to observe the long term impact of this
model on the trust between administration and
citizens.
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Annex | -illustrative pricelist of public services also known
as public service menu in “Just Cafe” at Public Service Hall

in Tbilisi (PSH, MoJ, 2014).

ID card
(electronic identity card)

Birth Certificate (first registration of birth)

10 days 30 Lari

5 days 40 Lari

3 days 50 Lari

1 day 60 Lari

On the same da 65 Lari

Free of charg

Recurrent Certificates
(birth, marriage, divorce, establishing of paternity, child adoption, change
name/surname, death recurrent certificates)

Multi-Entry Visa (issuance of multi-entry visa)

Information Card
(issuance of information card to applicant/issuance of information card
through power of attorney)

5 days 2 Lari
3 days 7 Lari
1 day 17 Lari

27 Lari

360 Lari

10 days Free of charge
5 days 2 Lari
2 days 5 Lari

On the same da 10 Lari

Change of Temporary Residence Certificate (change of lost temporary
permanent resident certificate/change of temporary permanent residence

certificate because of rei;istration on new address)

Registration of Flat
(registration of right of property on flat/unit)

10 days

Free of charge

4 days 50 Lari
1 day 150 Lari
On the same day 200 Lari




Extract
(extract on real estate)

Raise/Change of Lease
(registration of raise/change lease on real estate)

50 Lari

4 days 50 Lari
1 day 150 Lari
On the same da 200 Lari

Technical Office
(inventory plan, certificate-description)

On the same dai 20 Lari

Extract

Establishment of a company

4 days

5 Lari

1 day

15 Lari

1 day

15 Lari

1 day

(extract on a subject of business) On the same dai 50 Lari

100 Lari

(registration of entrepreneurial and non-entrepreneurial legal entity) On the same dai 200 Lari

Composition of Household
(recognition of composition of household)

10 days 9 Lari

5 days 12 Lari

3 days 14 Lari

1 day 16 Lari

On the same da 18 Lari

Property of Household
(certificate on accrued property of household)

3 days 67 Lari
1 day 75 Lari
On the same day 84 Lari
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Civil registry services: e-ID, passport, birth
registration, secondary education attestation,
residence permit, repeatedissuance of any civil
acts, divorce registration, death registration,
travel document for refugees or for a person
with  humanitarian  status, fatherhood
determination, permanent residence
document, neutral ID and neutral travel
document,adocument proving information of
identity, abandoning citizenship, termination
or loss of citizenship, granting citizenship,
de-registration of a person from a residence
address or registration at a residence address,
registration of changes in name or surname, a
letter confirming the number of person living
at an address, marriage registration;

Public registry services: property right
registration, extract on real-estate, registration
of a right to build an estate on a land parcel,
debtor pledge registration, registration of
a commitment for a property, lending right
registration, a document confirming rights on
a real-estate, a document confirming a real-
estate seizure, mortgage registration, rent
registration, heritage registration, registering
a change in land status, amendment in
already registered data, rural land ownership
(acquired via land reform in 90s) registration,
demand of a document copy from an archive,
cadaster plan, registration of servitudes right,
demand of a letter confirming legal status
of ownership right from technical inventory
bureau, usufruct registration, registering
separation of a real-estate, registering
property sub-rent, rent registration, extract
confirming a legal status of a commercial
entity, identification of discrepancies in the
registration ofacommercial entity, termination
of insolvency proceedings of a commercial
entity, registering start and termination of
liquidation procedures of a commercial entity,

granting access to a commercial entity to
use public registry portal independently,
correcting of technical discrepancies in the
data of an already registered commercial
entity, registering amendments in the data
of already registered commercial entity,
registering initiation of reorganization
procedures of a commercial entity, registering
commercial or non-commercial entities
involved in food production as operators,
registering or terminating a status of
individual-entrepreneur, demanding an
information on the legal status of acommercial
entity, demanding certificate of origin for
commercial or non-commercial entities,
requesting a document copy from archive,
request to register changes in foreign non-
commercial or commercial entity’s certificate
of origin;

National archive services: a letter from
archive about divorce, death, birth, award,
evacuation, information on registration of
physical and judicial entities, a letter on
composition of commune, archive letter
on registration and de-registration on a
specific address, archive letter confirming
membership in a cooperative, archive
letter confirming land parcel borders/red
lines, archive letter related to professional
experience or education status, archive letter
related to street or rayon name change, letter
confirming the rehabilitation of citizens after
the soviet repression in 1937, archive letter
confirming status of a repressed citizen by
the soviet government in the period of 1922
— 33, archive letter confirming the extraction
of properties by the soviet administration in
rural areas in the period of 1924-35, archive
letter related to work experience, extract
from archive containing information related
to history of a property (property passport),



archive letter proving secondary education,
archive letter related to name, surname or
nationality status changes, a letter confirming
that the archive does not process a requested
document, a letter related to various types of
requests, a letter proving rights for a property,
a letter proving marriage status and a letter
proving the entrance of a building into
exploitation;

Social services: a letter confirming that a
family is registered in a social assistance
database, accepting citizens request for the
need of an auxiliary technical assistance,
providing information on the availability of
auxiliary technical assistance (for citizens
who require wheelchair, hearing equipment
etc.), accepting requests from employers or
enterprises to pay compensation in case of
maternity, pregnancy, childcare or a new-
born adoption, accepting requests to make
amendments about registered family status
in the social protection assistance database,
providing information on the availability of

household subsidy/allowance, accepting
demands to approve or make amendments
in state pension, allowance or in social
package assistance, providing information
on state compensation and state pension
packages, accepting requests to perform
family registration or de-registration in the
state social assistance database, providing
information about social assistance package
and providing a letter confirming that a
citizen receives compensation/payment due
to maternity, pregnancy, childcare or a new-
born adoption;

Agriculture services: paving and cleaning
of water canals, land mulching, excavation
work, vineyard care and protection, mowing,
pressing of hay, support during harvest,
tractor services, processing crops by
herbicides, soil treatment, soil watering, soil
plowing, pit excavation, sowing in the period
of autumn and spring, waste cleaning services
and processing of furrows.
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