Annex 6 - Revision of the New Service Model (NSM)
(21.05.2020)
Following is the review of some of the major challenges regarding the NSM application in SESA offices analyzed based on the desk review and interview with SESA representative. The review includes respective recommendations/suggestions, which are subject to further discussion and follow-up with SESA management.  

1. Obligatory registration of Targeted Social Assistance (TSA) recipients in Worknet 

In 2017 all TSA recipients were obliged to register in Worknet. Respectively, there was a sudden influx of huge number of clients to the system, which has wreaked havoc on NSM operation. As defined by NSM manual Employment Counselor is the first entry point to the system. S/he is the one who makes the first interview, the profiling and then refers the cases to other colleagues (career counselors or job coaches) depending on which group the client falls in. In addition to this, Employment Counselors are in charge of mediation services, which is not automated – meaning that Employment counselors have to take up to 100 telephone calls per day. In other words, these specialists had a rather high workload even before the entry of TSA beneficiaries in the system. As a result, employment counsellors have:

· cut short the counselling sessions. According to NSM they have to provide 45-minute counseling sessions to their clients. In reality they can spend maximum of 10 minutes per client.
· created “shortcuts” – the specialists are not following the full assessment procedure anymore, but are often make the profiling decision based on just 2 to 3 questions instead (for instance, if the person is TSA recipient they are almost automatically channeled into group 3, while theoretically the person could fall in any group).

Obviously, the influx of TSA recipients has been largest in the initial phase of the reform. It has more or less stabilized over the time, however, there are several months during the year when the flow of TSA recipients skyrockets again, because at these points TSA system reviews the declarations and new beneficiaries are added. Thus, the challenge persists. What makes the situation even more complicated is that the inflow of TSA recipients is unpredictable and SESA has no control over this.

SSA tried to tackle this situation by involving career counselors and job coaches in the registration and profiling. As a result, “everyone is doing everything” – all job positions are involved in performing all functions. In addition to this, presence of TSA recipients has threatened NSM implementation in other ways, namely it is jeopardizing the already weak relationship with the employers: TSA recipients often propose deals to the employers – they want be paid in cash and refuse formal employment contracts. 
Introducing mandatory registration of TSA recipients in the Worknet has undermined the effective operation of NSM. It is of critical importance that SESA provides services only to those who are willingly registering in the system, rather than wasting time with citizens who are not inclined to go back to the labor market.






In most cases however, TSA recipients are not interested in NSM services at all!  
This has led the SSA to develop a “refusals form” – a paper, which indicates that the job seeker is not willing to receive any services from the agency. Thus, obligation of registration in Worknet runs counter to the logic of NSM – which is implicitly designed for working with job seekers who are willingly cooperating with employment agency.

Recommendation: obligatory registration of TSA recipients in Worknet has to be revoked. Especially, during the initial period of SESA’s operation when it has rather limited regional presence and limited human resources. The issue of activating employable TSA recipients requires more elaborate approach, which should not hinder provision of effective employment services.  

2. Increased importance of reach-out activities in remote areas 

As “Employment services” are very new to Georgia job seekers are not inclined to contact SESA offices when they start looking for a job. The absence of unemployment insurance or unemployment allowance systems further contributes to the lack of institutionalized forms of job search. Given this background NSM introduced “Information Sessions” which served as an outreach activity from the side of the agency trying to collect beneficiaries. Announcements were left on the walls of VET colleges, schools etc. Employment counselors were tasked to mobilize people in the municipalities without any elaborate mechanism of doing so. In most cases they ended up calling their friends and relatives. Not surprisingly number of participants in the “sessions” was very small. Thus “information sessions” have become obsolete and Employment counselors have decreased the frequency of this activity.  

Recommendation: Given the new reality of SESA operating only in 15 regional centers “information sessions” become even more critical to reach out to the population residing in remote areas.  However, there is a need for more elaborate reach out mechanisms so as SESA staff knows where to find their potential beneficiaries. It is of critical importance to establish linkages with regional structures of other governmental as well as non-state agencies in this regard. For instance:
- there are several women “self-help” groups operating in the regions (including at the level of villages) organized by Taso foundation (NGO). 
- There are number of NGOs specializing exclusively on Employment service provision to vulnerable groups of population scattered in different locations (i.e. Education Development and Employment Centre, Kakheti Development Centre etc). 
- The Agricultural & Rural Development Agency (ARDA), as well as Enterprise Georgia plans to establish regional centers for their potential beneficiaries, who by definition are job seekers. 

Cooperation with other state and non-state agencies is already envisaged by the Roadmap on inclusion of “Remote Areas” prepared by SESA. However, the content of this cooperation has to be well defined. These “regional partners” can be used for following purposes: 
· (whenever needed) registering the job seekers and forwarding information to the regional SESA centers;
· Informing and channeling interested job seekers to SESA offices;
· Providing physical venue for SESA staff to carry out field visits/outreach activities.
Cooperation with external (state/non-state) actors is essential for reaching out to remote areas. However, these actors cannot substitute SESA staff in providing actual employment services (notably, profiling, counselling, mediation). Their role should be focused on support in registration and mobilization of potential job seekers, enabling more effective reach out by SESA.  







It is critical to note that these “partners” cannot carry out the actual work of the SESA specialists (providing employment or career counseling) because they are 
not qualified to do so. The added value of including these partners is in a) helping out in registration (purely administrative process), b) helping SESA to reach out to job seekers in organized way and c) providing physical venue for SESA staff carrying out field visits to meet face-to-face with the clients.

If SESA wants to fill the gap of limited human resources by involving “other partners in the region” the latter need to be trained in NSM. However, such “outsourcing” assumes that the partners should also be paid by SESA. If the financial resources are available however, it would be better to increase number of SESA staff rather than involving external actors.


3. Division of labor within SESA offices

Given the fact that each SESA office will have different composition of staff it is advisable to elaborate a tailor-made “division of tasks” for these offices. The major principles of New Service Model should, however, serve as an overall standard. Below are some preliminary thoughts about such tailor-made approach:

a) Since the current staffing of SESA offices does not envisage the position of “Jobs Agent” (a person in charge of working with the employers according to the NSM) the head of the office should assume this responsibility. In case of the regional centers without a head (Samtskhe-Javakheti, Mtskheta Mtianeti and Racha-Lechkhumi) were only 2 staff members are envisaged (supportive employment consultant and Career Guidance Specialist) the functions of the head should be assumed by one of the staffs. 
b) Situation in Samtskhe-Javakheti, Mtskheta Mtianeti and Racha-Lechkhumi offices will be particularly difficult since only 2 staff members will have to implement the entire model. Possible allocation of functions could look like this:

	Position
	Functions

	Staff 1
	Head (management + cooperation with employers)
Mediation services

	Staff 2
	Registration (this will be supported by local partners)
Employment Counselling
Career Counselling
Job Coaching


c) Situation is somewhat similar in Tbilisi district offices (Vake-Saburtalo, Didube-Chugureti, Gldani-Nadzaladevi, Isani-Samgori and Old Tbilisi) as they are also presented with just 2 staff members (supportive employment counselor and career guidance specialist). The difference here however is that the HQ is also located in Tbilisi and there are the head and 3 employment counsellors present. In other words, there are all job positions present as defined by NSM, however, not all of them are physically sitting in one office. Since the Employment Counsellor is the first entry point to the system it means that h/she will have to refer the client to other office in Tbilisi if the person seeks career guidance or job coaching. Sending job seekers from office A to office B has proven to be counterproductive, as many of them usually do not bother to make additional visits to these specialists. Thus, it is advisable to disperse the employment counsellors available in the head office to the district offices in Tbilisi. 
d) In case of other regional offices (Imereti, Kakheti, Samegrelo, Shida Kartli, Kvemo Kartli, Adjara and Guria) there are at least one of each job positions present (e.g. Employment counselor, career counselor, job coach). Thus, in principle it should be possible to operate NSM as designed initially. But again, not all of these staff are present in one office (for instance, there is just one Employment Specialist in Poti who will have to refer cases to Zugdidi if the job seeker needs career counselling). Thus, the problem described in point C above remains. 

Given extremely scarce human resources it is important to narrow down the pool of potential job seekers, at least in the initial phase of SESA operation. As outlined in this paper this can be primarily achieved by revoking the services to TSA recipients and Group 1 job seekers. This will help even out the caseload among the specialists in SESA offices.







This review indicates that SESA will have significant difficulties in carrying out the NSM due to limited human resources. Considering this background, the main recommendation would be to cut down the potential pool of clients. This can be achieved by (temporarily?) suspending the service to Group 1. This can be justified by the fact that job seekers in this group already have a job. Thus, it will be much more efficient to target the resources to those who are truly “unemployed” – not have a job at all. 

 
4. Increased automation of back-end processes

In principle it is desirable to automate as much processes as possible, especially given the human resources constraint. Automation of mediation/matching processes should be of primary importance which is crucial to decrease the unnecessary workload of SESA staff. 

At the moment Worknet sends out vacancies to all registered job seekers irrespective of the group they belong to. This is counterproductive – those in groups 3 and 4 should not be receiving vacancies at all until they have completed their action plans and can be treated as group 2. However, the problem is that Worknet can not technically see which group does the job seeker belong to. It has the opportunity to apply certain filtering though: e.g. according to ISCO codes, region, age and gender – however, this is done only when the agency wants to narrow down the pool of potential applicants.  

Another challenge is that upon receiving the vacancy notification interested job seekers have to call the employment counsellor to inquire about details and get access to the employer. This results in employment counsellors receiving up to 100 calls per day! Employment counselors should not be wasting their time on phone calls, this system has to be automated at least to the level that initial matching is done by the algorithm and the counselors intervene at a later stage only.


Further Technical Assistance
Once the general issues described above are solved TA team will continue working with SESA staff on revising and refining the methodological tools and material. For instance, one of the pressing issues is to revise the questionnaire used for defining the employability of the job seekers. The questionnaires prepared by twinning project served as a guide – employment counselors were told that this is the document to support them in making decisions as to which group does the job seeker fall, however, the final decision had to be made by the counselor. 

Issues similar to these should be identified in much more intensive discussion with SESA practitioners and tackled on a later stage. 
