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0	Preliminary Remark
The following considerations are of a tentative nature and need to be discussed thoroughly both regarding their description and assessment of the current situation as well as regarding the envisaged goal and their feasibility with respect to the available human, material, and financial resources. We think it will prove useful to draft a comprehensive institutional development plan for the State Employment Support Agency (SESA) where more detailed recommendations on specific topics fit in.
Based on this discussion an institutional development plan for the establishment of an Employment Agency evenly covering the entire country should be drafted that encompasses in a systematic and consistent way all relevant topics.
Contents of the Institutional Development Plan
The institutional development plan should cover the organisational aspects, the delivery of services as well as the need for human, technical and financial resources. Accordingly, this draft paper focuses on
1. Organisational structure
2. Delivery of services
3. Staffing, division of tasks and capacity building
4. Technology, especially ICT requirements
5. Finance
The plan should be derived from the perspective of its envisaged goal: the establishment of a fully functional institution reaching independently and sustainably the entire country. It should outline the transition process regarding staffing, ICT, material, and financial resources starting from an assessment of the current situation. We, therefore, suggest structuring the plan in 3 sections:
· Vision of the goal
· Description of the starting point
· Elaboration of a transition plan with an emphasis on organisational aspects, as presented in the Road Map of SESA (Annex 1)
The development plan should also estimate the resource utilisation of various possible alternative approaches like
· Workload of different alternatives (own staff vs. auxiliary staff)
· Training needs of the alternative solutions
· Use of facilities for providing services
· Cost of the different solutions
The Development Plan needs to take the current and upcoming legislation into account and should be accompanied by a scheduled Action Plan as part of the Road Map in line with the Ministry’s Strategy 2019-2023, its Logframe and the related Action Plan for 2019-2021. It needs to be complemented by a financial plan assessing alternative costs of different approaches.
Besides its importance for the development of employment services for the Georgian population the Development Plan is relevant for the redefinition of Indicator 2.3 Share of territorial employment offices nationwide applying the new employment service model of the EU Sector Reform Performance Contract (SRPC) which in its initial formulation is now obsolete and needs adjustment. Output 4.1 of the TA Project SESA supported in its implementation of the Revised NSM also aims at this goal: Indicator 4.1.2 is determined as Status of proposals for SESA institutional development: Outline staffing plan, allocation of functions, draft institutional development plan by 2020. 
We propose to elaborate a consolidated Activities Schedule for the tasks determined by the following documents:
· Ministry Strategy 2019 – 2023 and Logframe, Action Plan 2019-2021
· EU SRPC (Budget Support Indicators)
· TA project workplan (Logframe)
The Annexes contain supporting documents including some previously drafted comments by the TA Team addressing various issues in an unsystematic and preliminary way. The purpose of this document is to put them into context and to overcome the ad-hoc character of advice provided to the Ministry and SESA hitherto.
The shaded boxes in the following text list, somewhat unsystematically, additional tasks or issues for further consideration. 
[image: ]
Would you tell me, please, which way I ought to go from here?
That depends a good deal on where you want to get to, said the Cat.
I don't much care where-- said Alice.
Then it doesn't matter which way you go, said the Cat.
--so long as I get somewhere, Alice added as an explanation.
Oh, you're sure to do that, said the Cat, if you only walk long enough.


[bookmark: _Hlk43364620]1	Define the goal: fully functional independent institution
The strategic goal for the Legal Entity of Public Law (LEPL) State Employment Support Agency (SESA) is to become a fully developed, independent and financially self-supporting Public Employment Service (PES) providing its target groups (job-seekers and employers) with the entire range of employment services and guarantees equal access to its services for all citizens of Georgia. The services of SESA will primarily be delivered by its own professional staff through its own network of regional and municipal/district offices or mobile services.
The definition of the goal is necessary to decide on the path to be taken. The establishment of an independent Employment Agency is a long-term goal that can be achieved only after a couple of years going beyond the current planning horizon 2023. This long-term view is required since the current material and financial restrictions cannot be overcome in a few years. The same applies to the adoption of the necessary legislation and regulations.
[bookmark: _Hlk43651995]The pending Law on Employment needs to be guided by a vision of the future employment policy. Instead of codifying the current practice it should open the way for implementing the NSM and comprehensive ALMP measures, enable the institutional development of SESA as an independent body administering its own budget, and pave the way for the introduction of a system of unemployment insurance.
The Law should further stipulate cooperation in the field of information systems and support the integration of an employment statistics resource as a data warehouse connecting all data sets relevant for projections of both supply and demand side of the labour market.
1.1	Organisational aspects
In accordance with the ILO Convention 88 a Public Employment Service (PES) should consist of a national system of employment offices under the direction of a national authority[footnoteRef:1]; it further should comprise a network of local and, where appropriate, regional offices, sufficient in number to serve each geographical area of the country and conveniently located for employers and workers[footnoteRef:2]. [1:  ILO Convention 88, Article 2]  [2:  ILO Convention 88, Article 3, para 1] 

The development plan for SESA should therefore indicate the target number and location of offices, and it should decide for each region about the lowest tier of administration, e.g. the municipal or district level, that should have its own employment office. For this purpose, some benchmarks should be decided upon: it could be the ratio of offices in relation to population, labour force or unemployed, or some other measure most suitable for the region considered.
To ensure complete coverage of the country some subordinate – mainly administrative - tasks can be outsourced to other governmental and non-governmental institutions. The responsibility and authority, however, remains with SESA. This requires a clear delimitation of tasks and distinct reporting lines, allowing SESA to control the quality of all services delivered and to guarantee their sustainability.
This approach is in line with Article 1, para 2 of the ILO Convention 88 which states that the essential duty of the employment service shall be to ensure, in co-operation where necessary with other public and private bodies concerned, the best possible organisation of the employment market as an integral part of the national programme for the achievement and maintenance of full employment and the development and use of productive resources.
The layout of the employment offices needs also to comply with the standards regarding workspace as well as the requirements for effectively providing mediation services to the clients, and by offering barrier-free access for persons with disabilities to the buildings.
To the extent that SESA does not own the necessary infrastructure regarding premises or does not rent them on its own account, the provision of services can be secured through cooperation agreements with other state bodies.
Topics for further consideration/clarification
· Becoming a fully self-supporting independent agency is a long-term goal to be achieved by 2023 or beyond.
· The description of the goal should describe the envisaged final organisational structure, the number of offices and staff, facilities (and ownership), IT equipment, vehicles, and other capital assets 
[bookmark: _Hlk43364716]1.2	Functions and delivery of services
A fully functional Public Employment Service covers 3 types of interventions: services, measures and supports. A description can be found in section 1.2 of the Eurostat publication Labour Market Policy Statistics. Methodology 2013, from which the following table is taken.[footnoteRef:3] [3:  Eurostat (2013), Labour market policy statistics. Methodology 2013, §§4-12, p. 7-8] 

[image: ]
Eurostat (2013), §34, p. 13
1. Services
In the field of services, the emphasis of labour market interventions is on mediation - promoting employment and matching vacancies with qualified jobseekers, as well as counselling and fostering vulnerable groups – instead of pure administration of unemployment. The NSM of developed in 2016 by the former ESS and the EU capacity building project follows this approach. Services refer to all activities undertaken by the PES together with services provided by other public agencies or any other bodies contracted under public finance, which facilitate the integration of unemployed and other jobseekers in the labour market or which assist employers in recruiting and selecting staff[footnoteRef:4]. This includes information services as well as individual case management services, profiling, career guidance and the administration of Active Labour Market Policy (ALMP) measures and financial support. [4:  Eurostat (2013), §§36, p. 13] 

2. Measures
The goal for a fully developed Employment Agency is to apply all types of ALMP measures. They primarily provide temporary support for groups that are disadvantaged in the labour market. Most measures are aimed at activating the unemployed, helping people move from involuntary inactivity into employment, or maintaining the jobs of persons threatened by unemployment.[footnoteRef:5] [5:  Eurostat (2013), §8, p. 7] 

3. Supports
Supports refer to the payment of financial assistance which compensates individuals for disadvantages caused by labour market circumstances.[footnoteRef:6] Payment of unemployment benefits separate from social assistance allowances is a long-term goal for SESA going beyond the current planning period 2019 – 2023, but it is seen as a necessary feature of a self-supporting and independent Agency. [6:  Eurostat (2013), §10, p. 8] 

Clients and target groups
The services provided aim at accommodating demand and supply in the labour market by serving both target groups: employers and job seekers. For the purpose of filling vacancies, the Employment Agency can also cooperate with private job agencies.
Labour market interventions are primarily targeted at unemployed persons, but they also include employed persons who are looking for a new job or whose employment is at risk as well as persons who are currently not part of the labour force in the statistical count, but who would like to work and are disadvantaged in some way.[footnoteRef:7] [7:  Eurostat (2013), §§13-19, p. 8] 

The following diagram gives a rough overview of the different groups of job seekers.
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Group 1: These are employed persons looking for a new job. The focus of serving this group is on placing suitably qualified job-seekers into vacant positions. (Re-)Training measures could be applied for those members of this group whose workplace is at risk, depending of available funding.
Groups 2 – 4: These are unemployed persons which qualify for ALMP measures, depending of available funding. The emphasis, however, should be on groups (3) and (4).
Group 2: Unemployed, who posess certain skills and experience and are easy to employ. They should primarily be offered mediation and placement in ordinary jobs, provided there are enough vacancies registered. ALMP measures for skills in short supply are applicable for this group, especially training and retraining for specific workplaces.
Group 3: Unemployed, who need additional support to find employment. These are people who need to improve their skills, as well as some long-term unemployed (LTU) persons. Various ALMP measures might be suitable, but the emphasis would be on training and wage subsidised jobs, especially for young people who lack work experience.
Group 4: Vulnerable groups. Among them, but not exclusively, are persons with disabilities. Most long-term unemployed as well as discouraged or inactive persons fall into this group. They belong to the pool of “hard to employ” individuals, that require significant support and active involvement from the SESA. All types of ALMP measures might be suitable, with sheltered workplaces especially for Persons with Disabilities[footnoteRef:8]. [8:  Eurostat 2013, §77, §§ 90 – 102] 

Vulnerable groups also comprise persons who are not able to work. They are clients of the Social Services Agency (SSA) but not a target group of SESA.
1.3	Staffing and capacity building
The final number of staff must guarantee the full delivery of revised NSM interventions and allow for the supervision of outsourced activities to ensure the sustainability of services provided to jobseekers and employers. It is necessary to determine the types of positions required to execute the entire range of functions of the Agency, their job descriptions, as well as the division and distribution of tasks.
As already pointed out in section 1.1, to define the goal realistic and scheduled target numbers for the staffing of the Agency need to be calculated. Benchmarks could be staff per labour force or unemployed of the region or municipality, or per number of enterprises. The quantitative composition of staff needs to be balanced in accordance with the relative workload required for the different functions of the SESA and the number of clients from each group. The minimum of time needed per client according to different groups needs to be defined, and from that figure the minimum number of staff can be calculated. Conversely, with a given number of staff available it can be calculated how much of a specialist’s time is available per jobseeker from the different categories. These benchmarks need to be adjusted on a regular, say yearly, basis.
A possible (ideal) composition of staff in the front offices could be:
· Head of office, secretariat
· Employment Specialist (working with jobseekers: registration, profiling, categorizing, mediation, Individual Action Plan, ALMP measures)
· Employment Agent (working with employers: identification of vacancies, employer relations, ALMP measures)
· Supportive Employment Consultant (working with vulnerable groups, ALMP measures)
· Career Guidance Specialist (working with groups 3 and 4, IAP, ALMP measures cooperating with schools, Youth Agency)
For a fully-fledged Employment Agency, the composition of the back office needs to be reinforced by a Human Resource Division and an IT Division.
The HR Division will be in charge of staffing related to the benchmarks, adjusting the job descriptions, monitoring of the performance of the SESA through regular staff appraisal, conducting training needs assessments, developing and updating a regular training programme delivered by its own trainers. Individual counselling and mediation require a systematic training of staff on techniques of how to work with clients, on profiling as well as the design and targeting of Active Labour Market Measures (ALMMs) and working with stakeholders at the local level. The IT Division is required for maintaining hard- and software and updating the Labour Market Information Management System (LMIMS) and the Worknet as its core.
Finally, the administration of financial assistance to unemployed persons needs sufficient staffing, especially in the case that a system of unemployment insurance financing the SESA is introduced.
Topics for further consideration/clarification
· Calculation of benchmarks for staffing.
· Precise data are required on labour force, unemployed, TSA beneficiaries or recipients of unemployment allowances at the regional and municipal/district level.
· Precise job descriptions need to be drafted. 
1.4	Information systems
An independent IT system (LMIMS), embedded in comprehensive Employment Statistics Resource combining LMIS, LMIMS and EMIS supporting clients and staff of SESA is an important precondition for the efficient delivery of employment services.
A state-of-the-art IT-infrastructure facilitates the access to SESA functions for jobseekers and employers. It should also provide self-service zones in the local and regional offices and the supporting governmental institutions at different administrative levels and allow for other IT-based or smartphone access to SESA services.
The IT-infrastructure needs to support SESA staff with comprehensive information on all necessary data on supply and demand in the labour market required for making forecasts of regional and sectoral labour markets and for the implementation of evidence-based policies.
For an efficient use of human and material resources advanced IT supported solutions need always to be taken into consideration. This is all the more important as the scarcity of financial resources will not be easily overcome in the foreseeable future. ICT can replace a good deal of human resources provided it is kept simple and user friendly. Moreover, ICT must be maintained and updated regularly.
1.5	Finance
For a fully functioning and self-supporting PES secure funding is crucial. This goal can be achieved in different ways, and different systems are in use in different countries.
There are various approaches possible to finance a PES and the sharing of costs depending on the specifics of the related country.
· It would be possible that all expenditures of the PES are financed from the state budget through the taxation system, but this would imply that in times when financial support for unemployed persons is required the income basis to finance these expenditures is shrinking.
· The most suitable way would be through a system of mandatory unemployment insurance which would also serve as a macroeconomic stabiliser during recessions. Financial assistance would be based on the contributions paid into the system by the clients. The entire PES can be financed this way, with the state budget only involved to cover occasional deficits, e.g. caused by phases of high unemployment. Many countries follow this or a similar approach.
These approaches are not mutually exclusive. They can be combined with each other in accordance with the specific conditions of a country, but it is important to financially separate passive measures (support through unemployment benefit) from the operation of the PES and active employment measures.
One solution for Georgia could be that unemployment benefits are paid on an insurance basis, while the state budget covers capital investment, fixed costs, and salaries of staff. This would allow for macroeconomic stabilisation through the insurance system, while the state guarantees the delivery of services. Only those clients whose entitlements have expired (e.g. long-term unemployed) would then be directed to the SSA an become eligible for Targeted Social Assistance (TSA). There should, however, be an incentive for long-term unemployed clients who actively participate in measures to bring them back into employment to keep them motivated in searching employment.
Currently a system of unemployment does not exist in Georgia and establishing such a system requires a long period of regulatory changes and adjustments beyond 2023. However, it should be seen as a long-term goal also for macroeconomic reasons. In this case the Financial and Administrative Services Division must be sufficiently staffed, in particular when the Agency administers the disbursement of financial assistance.


2	Define starting point: detachment from SSA
The most suitable starting point for the Development Plan would be the date when all 102 staff has been hired. The Institutional Development Plan should outline the current situation and the steps still required to take over those functions (if any) from the SSA that are relevant for employment and not yet separated from SSA. The separation has to be done in a way that improves the performance of both institutions.
There are 3 main interrelated aspects to be considered in this context: the information system, the registration of jobseekers and vacancies, and the payment of TSA to unemployed persons. Besides this, the current availability of resources like shared use of facilities or office space need to be described and assessed.
2.1	Organisational structure
The current organisational setup of SESA consists of 11 Regional Offices, which includes the City Office in Tbilisi with 5 District Offices and the SESA Branch of Adjara in Batumi. The work of these front offices is supported by the back office in Tbilisi. (For details see Annex 2 – SESA Organisational Chart.)
With the current small number of front offices SESA cannot cover not all municipalities / districts countrywide as the SSA does with its 69 offices. This means that the SESA cannot immediately provide equal access to all citizens of Georgia.
The description of the current situation should describe the current organisational structure, the number of offices, facilities (and ownership), IT equipment, vehicles, and other capital assets. It should also inform on the availability and use of facilities, whether they are owned, rented or, shared.
Topics for further consideration/clarification
· The most suitable starting point for the development plan would be the time when all 102 planned staff have been hired.
· The description of the current situation should give a precise description of the current organisational structure, the number of offices, their staffing and positions, the used facilities, available IT equipment (hardware and software), vehicles, and other capital assets.
· Availability of facilities: owned, rented, shared
2.2	Current functions and delivery of services
The Institutional Development Plan needs to list the exact services delivered by SESA at the starting date, specified according to the Regional Offices and the District Offices in Tbilisi. This should cover all fields of functions executed – registration, information, mediation, individual action planning, counselling as well as participation in the currently implemented and ongoing ALMP measures.
The description of the situation should refer to the NSM as elaborated in 2016 by the ESS in cooperation with the EU Twinning Project ESS Capacity Building.
[image: ]
EU Twinning Project Capacity Building of ESS in Georgia (2016)
Methodological Guidelines on ESS Provision of Services to Jobseekers, p. 9
In addition, it should also describe the current practice of working with employers, in particular regarding the identification of vacancies or holding events like organising job fairs.
Topics for further consideration/clarification
· Which services are currently delivered by SESA?
· What is the current state of separation of tasks and activities between SSA and SESA? Which overlapping activities or responsibilities do still exist?
· Where do jobseekers currently register?
· Are there any benefits for unemployed persons besides TSA?
· How manage the transition from current practice of registering recipients of TSA which are not able to work in the WorkNet?
· How to exclude persons not willing to work from registration as unemployed.
· What relationship with SSA is planned for the future?
· Where are jobseekers in remote areas currently registering?
2.3	Staffing and capacity building
For the start of SESA a total number of 102 staff is planned, thereof 58 in the front offices and 44 in the back office. (A detailed description of current staffing of the front and back offices can be found in Annex 2 - SESA Organisational Chart.) These figures form the baseline for the future build-up of personnel and can be used to calculate the start values for the benchmarks relating the number of offices and staff to the relevant regional demographic and economic figures as well as the worktime currently available per client (job-seekers and employers).
To define the starting point, it should be known which previous ESS staff have been taken over by SESA, since they are experienced in dealing with clients. The 30% of previous ESS offices which applied the NSM and their organisational relation to the new Regional Offices should also be listed.
Regarding capacity building it needs to be known which staff participated recently in training and which fields were covered. (An overview of training performed in 2019 can be found in Annex 3). Further, a depository of all manuals, guidelines training materials which are currently valid should be established and revisions required need to be identified.
Topics for further consideration/clarification
· Calculate current staffing in relation to benchmarks. Need for exact data on different categories of job-seekers at municipal/district level.
· Who of the SSA staff are still available and acquainted with registration and mediation?
· Who of the staff from the 30% of ESS offices applying the NSM is taken over by SESA?
· Who of the staff trained previously in NSM is still available?
· What are the job descriptions of the positions in the offices?
2.4	Information systems
The LMIMS is primarily based on the administrative WorkNet portal maintained by the SESA. The currently applied 2 modules of the Worknet are functioning properly and provide processed statistical data, but improvements are required to ensure that the WorkNet variables can be integrated into the envisaged Employment Statistics Resource as defined under Output 5.1 Improved integrity and compatibility of data and information systems for evidence-based policy making and implementation of the TA project.
The WorkNet portal for job seekers does not register all unemployed jobseekers and furthermore registers job seekers who are not unemployed as well as job seekers, who are in reality not looking for a job, but had to register because they are social assistance recipients or want to obtain a voucher for short-term training courses. This leads to distorted statistics about the actual supply in the labour market, since there is no way to identify how many of the registered jobseekers are actually looking for work and count as unemployed, even more so as this rule applies also to those recipients of TSA who are not capable to work at all, e.g. due to health reasons. This is an obstacle to the development of a well targeted employment policy and ALMP measures. WorkNet should be exclusively for registering jobseekers, both employed and unemployed. However, there might be an overlap of persons entitled to TSA with other unemployed persons, but the entitlement to TSA must not force them to be register as fake jobseekers.
Traditionally, the LMIMS has been designed to manage jobseekers. With the new SESA there is an urgent need to strengthen the facilities for registering enterprises, vacancies, and tracking mediations.
Topics for further consideration/clarification
· What is the current IT structure and equipment of SESA at the Regional Offices: types of servers, desktops and other hardware as well as used software?
· Who is currently in charge of the WorkNet, SSA or SESA or both?
· Which data are currently collected and by whom?
· Need for data at the municipal/district level according to categories of job-seekers
· How to clearly separate the data of SSA and SESA?
· Further development of the LMIMS (including WorkNet) as a pillar of the Employment Statistics Resource
2.5	Finance
The Development Plan should provide information on the financial stocks and flows of the SESA, with an opening balance informing on its material resources, facilities, capital investment etc., its sources of income (presumably mainly from the state budget) and expenditures for staff, administrative costs, rent, capital investment etc.
The current yearly budget of SESA is 4 m GEL. The plan should in particular explain whether there are different budget lines for the SSA and the SESA for the payment of allowances for unemployed persons even if the calculation of the allowances for the beginning might be based on the same criteria as applied to TSA. Currently there is an overlap of recipients of TSA who are not able to with those who can and are willing to work.
True unemployment allowances could be financed from a budget line of SESA. Financing the passive unemployment benefits might be done in the same way as the Accumulated Pension Fund (APF). Employers, employees, and the state contribute to the unemployment insurance fund. The unemployment benefit fund could be separated from the State Budget and managed by a tripartite council.
Even with a system of unemployment insurance, some unemployed might need additional complementary support through SSA, especially in the case of long-term unemployment.
Topics for further consideration/clarification
· What are the costs of separating WorkNet from the TSA system?
· How to separate the budgets of SSA and SESA for employable and not employable TSA recipients?


3	Road Map for transition to an independent institution
The Road Map forms the core part of the Institutional Development Plan. It must connect the starting point with its goal and contain a sequenced plan taking into consideration the milestones from the Ministry’s strategic planning for 2021 and 2023, as well as the long-term goals (like autonomous financing) of the Agency.
The Road Map should especially demonstrate how the transition process is linked with the development of SESA as laid down in the Action Plan 2019 – 2021 of the Ministry. In accordance with Activity 2.1.1 Reorganization and strengthening of the Employment Promotion Service; Formation of a state body implementing employment promotion programmes and the related Indicators 2.1.1.2 and 2.1.1.3, the following regions have been selected for the establishment of SESA:
· In the first instance full employment support services will be provided by the Tbilisi City Centre, its five District Centres, and the 6 Regional Offices located in Imereti, Samegrelo-Zemo Svaneti, Kakheti, Shida Kartli, Kvemo Kartli, and Adjara. This implies full implementation of all NSM interventions with sufficient staff in the mentioned offices.
· By 2021 full employment support services are to be provided by the Regional Offices of the remaining 4 regions (Guria, Samtskhe-Javakheti, Mtskheta, Racha-Lechkhumi). These offices are currently understaffed.
With the formal establishment of the Agency’s Regional Offices in 2020 the delivery of full employment support services based on the New Service Model (NSM) is within reach. It still requires capacity building of its staff, but this goal could be achieved in accordance with the mentioned 2 indicators by the end of 2021. As the SRPC Indicator 2.3 Share of territorial employment offices nationwide applying the new employment service model refers to the previous organisation of employment services under the SSA it needs to be redefined in accordance with the sequencing of the Action Plan 2019 – 2021.
As the implementation of the New Service Model (NSM) can be realised only by the Regional Offices but not yet countrywide, as a temporary solution, intermediate steps are required to extend the delivery of basic employment services to the remote areas. This task has to be tackled from the beginning of SESA’s work in order to avoid a split in accessibility of employment services for the citizens depending on their place of residence. In accordance with the proposed Road Map this solution should be implemented by the end of 2021.[footnoteRef:9] [9:  See Annex 1 - Road Map.] 

The Road Map should cover several aspects:
· Roll out of services to remote regions and guarantee of equal access for all citizens. (Annex 4)
· Establish working relationships with employers and other stakeholders in the regions (Annex 5)
· Describe the modalities of the cooperation with other supporting institutions, which ones are supposed to be permanent and which ones transitory. The efficiency of alternatives needs to be considered.
· Complete the system of data collection for the establishment of an Employment Statistics Resource combining the LMIMS with EMIS and LMIS, as a tool for evidence based labour market policy making (TA project Output 5.1).
· The methodology for phasing out and taking over temporarily outsourced tasks by an organisationally independent SESA.
To elaborate the Road Map comprehensive research is required on the situation in the regions: desk studies, field visits, interviews. Moreover, the Road Map needs to be kept up-to-date and regularly revised.
Topics for further consideration/clarification
· Redefinition of Indicator 2.3 Share of territorial employment offices nationwide applying the new employment service model of the Skills for Jobs Programme
3.1	Organisational aspects
Independent of the solution to be finally chosen, the number of employment offices to be established in the initial phase until 2021 is too low for providing the entire country with SESA services, but due to the lack of resources this number cannot be increased at short notice. Therefore, the transition to a self-sufficient agency needs support from other institutions, preferably those whose tasks are most closely related to the delivery of employment related services to citizens. This support could be complemented by mobile services delivered by SESA staff to municipalities or remote areas. It should be considered to what extent mobile offices – i.e. an equipped bus or staff travelling on a regular schedule to remote municipal town halls – could be an option.
As a side issue in this context, the relationship with the Employment Service of the AR Adjara needs to be clarified too. It can be assumed that this task will be less complicated since this Employment Service has been covering its area for several years and the SESA will only need to set up a cooperation agreement defining how SESA and the EA can support and complement each other.
The draft Road Map proposed by SESA mentions as envisaged supporting partners
· Public Services Development Agency and the related 76 Community Centres
· Other governmental institutions (LEPL Youth Agency; LEPL IDP, Eco-Immigrants and Livelihood Agency)
· Non-governmental organisations (NGOs)
Support from other governmental institutions at central or local level should be more of a technical or administrative nature - like providing opportunities for registration or facilities for individual and group consultations through SESA staff. However, it is doubtful whether regular tasks of a PES can be handed over reliably to NGOs since they very often depend on irregular income sources like donor funded projects. 
[bookmark: _Hlk43026857]It will also be necessary that the Road Map shows how temporarily executed auxiliary functions are phased out to ensure that short-term makeshift solutions do not become permanent due to a lack of an exit strategy. The Road Map should indicate how SESA will take over full responsibility by setting up additional offices and establishing sustainable relations with other institutions, based on government regulations and contracts.
Oversight of staff from various institutions can be challenging. In order to avoid unclear responsibilities, competencies and lines of reporting, the number of additional supporting agencies and institutions should therefore be kept at a minimum. The more institutions are involved the lower the sense of ownership might become and the more difficult it will be for SESA to coordinate and execute its oversight and deliver on its duties. As the ultimate responsibility for the delivery of the services is with SESA and cannot be delegated, it must have the authority to guarantee this. Otherwise control might get lost and financing its interventions might become more costly than it would be if SESA carried them out with its own staff.
[bookmark: _Hlk42522692]Cooperation with other institutions has two main aspects:
· Conclude the transition of responsibilities from SSA to SESA (in particular registration of jobseekers in the WorkNet),
· Cooperation with governmental and non-governmental institutions in developing and expanding SESA services – like receiving support from their staff or using their facilities for mobile and other services provided by SESA staff.
The proposed Road Map leaves open the question of how SESA will assert quality standards, control quality of work, execute oversight over auxiliary staff are subordinate to another institution. These issues need to be clarified in the negotiations to prevent future conflicts of interest.
It should further be considered whether it is possible to set up one or 2 model offices (e.g. one District Office in Tbilisi, one Regional Office) compliant with the standards regarding workspace for their staff as well as the requirements for effectively providing mediation services to the clients, e.g. by physically separating administrative work form individual or group counselling, and by offering barrier-free access for persons with disabilities to the buildings.
Topics for further consideration/clarification
· Precise sequencing of expanding SESA services is required with 2023 as important deadline.
· Describe the modalities of the cooperation with other supporting institutions, which ones are supposed to be permanent and which ones transitory. The efficiency of alternatives needs to be considered.
3.1.1	Cooperation with SSA
Labour market policy bridges economic policy and social policy. Its close linkage to social policy is also reflected in the fact that they are usually under the same Ministry. Therefore, we would recommend considering the SSA as the first choice for cooperation with external institutions. As the SSA works in a closely related field and its target group overlaps with the target group of SESA it could be a useful partner institution.
Since SESA was created by spinning off the ESS Department from the SSA it should be assessed how still existing functional and technical links and available skills could be used. Both institutions cover complementary fields; close cooperation between employment policy and social policy is required and both institutions target persons which are formally not in the labour force, or persons entitled to TSA but willing and capable of working. It should also be considered whether in some locations SSA facilities could enable technical support for mobile services provided by staff from the SESA.
Besides these technical considerations it should be taken into account that some of the SSA staff in the 69 local offices might still be familiar with the tasks of dealing with jobseekers and unemployed. Therefore, it should be discussed to what extent SSA staff could support the SESA in those locations which cannot be served directly by the Regional Offices. Since before the establishment of the Agency SSA staff had been involved in registering jobseekers in the WorkNet its staff is more experienced in working with this clientele than other institutions.
Topics for further consideration/clarification
· Who is in charge of persons entitled to TSA but also capable of and willing to work?
· Current registration of jobseekers in the WorkNet done by whom?
· What are the capacities of SSA to support SESA with administrative tasks?
· What are the facilities of SSA?
3.1.2	Other governmental institutions
Only to the extent it is not possible to cooperate with the SSA other government agencies should be taken into consideration as supporting partners. Since staff from other institutions cannot be easily converted into mediation specialists, in particular not in the short-run, mainly administrative tasks like registration should be performed by them. However, it is not clear why this is an advantage over the situation up to now where registration is done by current SSA staff.
The difficulty with this approach is that it is purely administrative. Instead of filling vacancies and mitigation of unemployment it provides just administration of unemployment. It does not allow for professional advice to jobseekers and thus contradict the basic idea of the NSM. It would also require additional activities of SESA staff to get in contact with the registered persons and provide their services by
· making appointments for consultation at the supporting institution,
· offering free public transport to the Regional Office,
· visiting the location, e.g. through mobile service
While the time for administrative work is reduced to some extent by this approach, in the end none of these solutions disburden SESA staff from dealing with the total number of jobseekers in the country. It might therefore be easier to increase staff of other institutions on a temporary basis and train them in the additional skills so that they can be taken over by the SESA at a later point in time when activities get expanded to additional locations. If, otherwise, these persons are trained and later not taken over, training, and other expenditures would be wasted.
Another reason why mediation has to be done by trained staff is the importance of good cooperation with employers. This is currently a weak point and it must be avoided that confidence gets seriously impaired by auxiliary staff unskilled in identifying the needs of employers or sending unsuitable persons to apply for vacancies.
As proposed in the Road Map by SESA the first step should be to discuss with local governments and heads of Regional Offices to analyse the landscape. At the same time, a harmonised approach should be developed countrywide to avoid a confusing patchwork of responsibilities and approaches.
Topics for further consideration/clarification
· What is the time balance of this approach (net effect on workload of SESA)?
· Will the additional workload on auxiliary staff be compensated and by whom? 
· Research required as proposed in Road Map, because wrong decision might be costly and disastrous for SESA reputation
[bookmark: _Hlk43033943]Public Service Development Agency and Community Centres
Next to the SSA the Public Service Development Agency (SDA) can be considered as a partner of the SESA supporting it with administrative tasks through its Community Centres as outlined in the proposed Road Map. The SDA provides already administrative support to the citizens, and as there are 76 Centres it achieves a similar coverage of the country as the SSA with its 69 offices. It should be considered whether they can complement the SSA offices in remote locations where the SSA cannot support the SESA or in areas which are beyond the reach of their offices.
Technically the registration of jobseekers at the SDA or Community Centres would require connecting the WorkNet with the corresponding IT system. Detailed solutions to questions - like how to handle persons entitled to TSA and willing to work or to whom auxiliary staff in the SDA offices report - should be clarified based on a discussion involving the Heads of the Regional Offices.
LEPL Youth Agency, LEPL IDP, Eco-Immigrants and Livelihood Agency
Both agencies target specific groups and not the general public. Therefore, they can only be involved in a limited number of tasks.
Currently the Youth Agency is being set up and plays no significant role in the municipalities. Therefore, they should not be involved in the registration of jobseekers and unemployed. However, an important aspect of their work will certainly be to encourage young people to search employment and advise them in the overarching task of career guidance. Policies in this field need also be harmonised with other stakeholders, especially the MoESCS and TPDC. To the extent the Youth Agency is able to work at the local level it can provide career guidance in cooperation with educational institutions. Outputs 2.2, 3.2 and 4.3 of the TA project can contribute to this.
3.1.3	NGOs
There is a valuable experience gained from NGOs working with persons from the target groups of the SSA and SESA, especially with vulnerable groups. Of particular interest is the experience gained by the pilot project in Nadzaladevi District funded by the Friedrich-Ebert Foundation. It will prove useful to consider how the experience of NGOs can be transferred to others.
However, as already mentioned, regular tasks of a PES cannot be carried out sustainably by NGOs. Since many NGOs are funded by donors their funding is irregular. If, on the other hand, the survival of a supporting NGO depends primarily on SESA their staff might as well be hired. In this case the alternative costs and potential pay gap have to be analysed in advance.
A field where NGOs can be involved usefully is in the implementation of ALMP measures, since they are temporarily limited, and their funding is secured through the corresponding budget (SESA or state budget). Especially at the regional level, in the context of Local Partnerships for Employment involving employers and employees’ organisations, NGOs could play a pivotal role in the management of the active employment measures by identifying local priority areas.
Topics for further consideration/clarification
· Which NGOs are eligible for supporting SESA?
· Replication and sustainability of NGO support activities
3.2	Functions and delivery of services - transition
At the beginning of the transition to a fully developed Employment Agency the emphasis is on the delivery of professional services in the Regional Offices, which means complete implementation of the revised NSM by trained staff. (For an outline of the most urgent revisions see Annex 6 - Revision of the New Service Model)
In this context the SRPC Indicator 2.3 Share of territorial employment offices nationwide applying the new employment service model needs to be redefined consistent with the new organisational setup and in line with the sequencing of the Ministry’s Action Plan for 2019 – 2021. In its now overcome formulation, the Indicator stipulates that 30% of ESS offices apply the NSM by 2019, a condition for budget support that was reported as achieved to the Review Mission in December 2019.
However, as the NSM will be the working principle in all SESA offices from the very beginning, the task is now to develop criteria for the assessment of the completeness and quality of implementation of the NSM:
· Completeness of services: full employment support services as determined by the NSM should be provided in all Regional Offices by 2021 (Action Plan, Indicators 2.1.1.2 and 2.1.1.3).
· A complete set of ALMP measures should be available and in use by 2023.
· Degree of roll-out of SESA services in the regions: the number of additional municipalities included until 2021 and 2023 either through increased staffing, new offices or outsourced tasks needs to be defined.
· Scope of staff training courses and number of staff trained.
· NSM guidelines and manuals.
From the very start of the transition phase working with employers needs to be enhanced to increase the placement of jobseekers (see Annex 7 - Cooperation with Employers). For this purpose, Activity 2.1.4 Providing and developing intermediary services of the Action Plan 2019 -2021 defines the Indicator 2.1.4.1:
· The Labour Market Management Information System (www.worknet.gov.ge) has at least 500 employers registered per year;
· Employers provide at least 7,000 jobs per year;
· Employers are offered at least 3,000 job-seekers a year;
· At least 1,500 job-seekers are employed a year.
In a similar vein, Indicator 2.2 Number of job intermediations provided by employment offices nationwide refers to the number of jobseeker beneficiaries who received support from SESA to find a job. The target for full achievement by April 2021 was determined as “at least 10% increase in the total number of job intermediations provided by SESA offices nationwide compared to the baseline of 2017”, while partial achievement was at least 7% increase in the total number of job intermediations provided by SESA.
The targets defined in these indicators are more difficult to be achieved due to the disruption of work caused by the Covid19 crisis. Therefore, they need to be updated and adjusted in a mutually consistent way. To support the achievement of the intermediations target it could also be considered to make it obligatory for all public or state vacancies to be registered in the WorkNet.
Responsibilities and functions
[bookmark: _Hlk42613699]The crucial aspect of the NSM is to overcome the mere administration of unemployment by an approach emphasising mediation and reduction of unemployment. As the final responsibility for implementing this approach rests with SESA the character of cooperation with other institutions needs to be clarified regarding the responsibilities they take over.
Important issues to be discussed are what type of services are expected from other institutions, as well as the status and reporting duties of the auxiliary staff. The responsibilities of SESA with respect to employment and labour market policy cannot be delegated and its functions need to be executed in a professional way.
It seems likely that support will mainly be in the field of administrative tasks. While registration can be handled in a purely administrative way without much training, profiling and categorising of clients, gathering of vacancies and placement, drafting of Individual Action Plans, career counselling, assigning clients to suitable ALMP measures and tracking of clients cannot be done by auxiliary staff after some short-term crash courses. 
The same applies to mediation of jobseekers into vacancies. In particular at the start of SESA’s work it will be important to establish good relationships with the employers in the region and to gain their trust. They must make the experience that SESA will send them suitable applicants for the positions to be filled. Since working with employers requires an active approach by professional staff it should be done at the beginning by the Heads of the Regional Offices. Once a confidential cooperation has been established dealing with vacancies can be taken over by an Employment Specialist or, if seen as useful, an Employment Agent dealing exclusively with the employers. It is important that the Employment Agents send the best qualified job-seekers to the vacancies and not the ones in most need of a job.
If the more genuine mediation responsibilities should be taken over in a professional way by staff of another institution, they have to undergo the same training as SESA staff and their work presumably has to be financed. In that case, however, it might make more sense that SESA hires them directly. 
1. Registration
This is the clearest line for division of tasks in the process of mediation which is then followed by profiling and the allocation to the different groups of clients. While these tasks are logically connected, registration is the first step for a jobseeker in the sequence of tasks that can be clearly separated from mediation and counselling as it is a purely administrative procedure.
The ideal solution for the transition period would be to continue the registration in SSA offices as before. However, registration of jobseekers in SDA Community Centres in a purely administrative way would be possible too. This could be done by routine procedure through connecting the Worknet with IT-based registration installed in self-service zones, but also here assistance must be offered to clients not familiar with its use.
Outsourcing administrative tasks would free some working time of SESA staff for intermediation. However, but this would require that, after registration, an Employment Specialist from the regional or local office contacts these clients for profiling or counselling either by inviting them to the Regional Office or by offering specific dates where an Employment Specialist from the RO is available e.g. in the municipal building, SDA or other public facilities. This might be demotivating for the jobseeker; however, we can assume that someone who is seriously looking for employment will be ready to dedicate the time necessary for profiling, consultation, and mediation.
2. Profiling, Individual Action Plans, ALMP measures
Simple registration as a jobseeker can be done in a routine fashion as an administrative procedure by filling in a questionnaire or online. This, however, is not possible for profiling. Professional profiling is the precondition for classifying applicants to different groups of clients needing different kinds of support. It is a responsibility of SESA and it should only be entrusted to staff who have some previous experience or participated in previous NSM trainings.
The same applies to the elaboration of an Individual Action Plan. This is clearly a responsibility of SESA staff. Depending on the division of tasks this could be done by the Employment Specialist or, most likely, the Career Counsellor, since it is less relevant for employed or easy to place unemployed jobseekers. Outsource this task would require considerable training and it is not clear why it would not be more effective and less costly if the person is employed directly by the SESA.
Likewise, the decision on the suitability of ALMP measures for a client requires skills that cannot be outsourced to poorly trained and experienced auxiliary staff. However, the implementation of measures through NGOs is a widespread and useful practice that should be expanded.
3. Vulnerable groups
Assistance to vulnerable groups requires specific skills which needs to be delivered by the Supportive Employment Consultants of SESA. Even more than in the above mentioned cases, outsourcing would require thorough training of the entrusted person which might make it more efficient to employ them directly by SESA.
4. Career counselling
Career counselling in general is an extensive service which is not only provided by the employment agency, but also involves institutions of the educational system or the Youth Agency. It goes without saying that the SESA will cooperate closely with them, e.g. through joint events. Nevertheless, with respect to unemployed persons specific knowledge is required. Advising unemployed persons on their career possibilities or defining possible pathways through training measures requires skills that cannot easily be delivered by auxiliary staff form other institutions.
Topics for further consideration/clarification
· It needs to be clarified precisely what kind of services staff from other institutions can deliver beyond administrative support.
3.3	Staffing and capacity building
For the transition period a scheduled and systematic plan for the build-up of staff is needed which links the benchmarks from starting point with the related target numbers for the fully developed and functional SESA. This plan will indicate how many additional auxiliary persons from other institutions are required in which locations and for what time frame, where they should be located and what financial compensation would be required.
The increase of SESA staff in connection with opening of additional offices at district or municipal level will be accompanied by a simultaneous decrease in auxiliary staff from other institutions. It should also be considered whether it is more advantageous to offer them the opportunity to be taken over by SESA. In that case they could be further trained for the position of employment counsellor and could be integrated into SESA in lockstep with its expansion to the municipal level.
Professional implementation of the NSM requires regular training of SESA staff (basic for newcomers, advanced for all staff after basic training). This is also required for compliance with the SRPC 2.3 Share of territorial employment offices nationwide applying the new employment service model.
In accordance with previous planning capacity building will be held under Project Output 4.3 for all staff of SESA through an initial basic training and based on a TNA, through specialised courses at advanced levels. Further capacity building will be delivered by the TA project according to specific requirements still to be identified. However, for a sustainable solution an HRD system needs to be set up in the Agency with regular staff appraisal and a training programme run by its own trainers.
The training requirements of auxiliary staff need to be identified, in particular if they do not come from the SSA, and training should be held by SESA trainers. Training of trainers, therefore, will be a priority for the development of the Agency, since not all necessary training can be provided by the TA project.
Topics for further consideration/clarification
· What are the tasks of the 7 Senior specialists allocated to the ROs?
· Who trains the additional staff from other institutions?
· What type of training is required?
· Who does the training? SESA trainers or project?
· Who of the trainees participating in the training performed in 2019 (Annex 3) has been taken over by SESA or is otherwise available?
· 30% of ESS offices applied the NSM by the end of 2019. Which offices were these? Who of their staff is now employed by SESA?
3.4	Information systems
The basis for establishing an up-to-date IT system for SESA will be the upgrading of the WorkNet as a core component of the LMIMS into a portal that better serves both SESA’s clients and its staff. The necessary improvements need to be developed in a direction that allows the LMIMS to become a supporting pillar of the envisaged Employment Statistics Resource. The relevance of this task is emphasised by the leadership of the Ministry and SESA and endeavours are underway to develop modules for the WorkNet in addition to the already existing ones for employers and jobseekers. These modules refer to case management, digital services for clients, statistical analyses etc. According to the Ministry’s Action Plan, Activity 2.1.3 Development of Labour Market Management Information System the additional modules will be available and functioning by 2021. The TA project Output 5.2: Technical revision and upgrading of the LMIMS supported is closely related to Activity 2.1.3 of the Action Plan.
It needs to be emphasised that the establishment of an efficient IT infrastructure (both hardware and software) requires a careful preceding planning to avoid an unbalanced development that leads to inconsistencies which might be difficult and costly to reverse.
The first step in the improvement of the information system will be the development of an enterprise portal with upgraded vacancy and job-seeker sub-portals including differentiation of categories of jobseekers as unemployed, employed, and those who are entitled to TSA or not. The differentiation between employed and unemployed job-seekers could be done in the WorkNet registration by adding a variable (unemployed / employed) above the current categories of job-seekers. This is largely a technical issue and should also improve the SSA system of registering people applying for and entitled to TSA. As job-seekers under Group 1 are employed, this would apply to Groups 2, 3 and 4. Regarding Group 4 it has to be decided to what extent they are unemployed or clients, who need assistance from the SSA to overcome social / health problems, before mediation or participation in ALMP measures of the SESA become relevant.
Registration of jobseekers and a software-based differentiation between employed and unemployed could be done by routine procedure through connecting the Worknet with IT-based registration installed in self-service zones of SESA offices or, e.g., in SDA Community Centres, but here assistance must be offered to clients not familiar with its use.
Currently the vacancies registered in the WorkNet portal only constitute a small percentage of all vacancies. Therefore, the vacancies module should be further developed into a portal providing easy access for the enterprises allowing for the registration of all vacancies, registration of the most relevant ISCO code[footnoteRef:10] and possibilities of registering employment data for the enterprises. [10:  ISCO 08 is already implemented.] 

A key issue will be ensuring that international standard classifications are used as far as possible (NACE, ISCED, EU classificatory of Active Employment Measures etc). This will facilitate linking the LMIMS to other public and private digital registers and facilitate international comparisons.
[bookmark: _Hlk29461157]Finally, there is a need to examine the feasibility of linking the LMIMS with other recruitment portals – like the www.jobs.ge, www.hr.ge and privately operating recruitment agencies. The current market share of www.worknet.gov.ge is limited, when it comes to vacancies – especially in the higher end of the job hierarchy.
In relation to the SRPC programme, the LMIMS will be the main responsible for delivering documentation statistics for the following variable indicators:
· Indicator 1.3: Availability of information and evidence on job vacancies at local level (2021)
· Indicator 1.4: Employment rate of retrained jobseekers (2022)
· Indicator 2.2: Number of job intermediations provided by SESA (2021)
· Indicator 2.4: Number of Job placements booked by SESA (2021)
Under Output 5.1 Improved integrity and compatibility of data and information systems for evidence-based policy making and implementation the TA project submitted a concept note for such a resource for discussion with the beneficiaries.[footnoteRef:11] The objective of establishing such an integrated system is to include employment statistics from different sources within a single database shared by all stakeholders in the labour market. [11:  C. N. Møller, Feasibility Study on Data Warehouse, February 2020] 

Topics for further consideration/clarification
· Separation of SESA data from SSA system
· Abolish registration of applicants for TSA not able to work as jobseekers in the WorkNet
· Differentiate between employed and unemployed job-seekers in the WorkNet
3.5	Finance
[bookmark: _Hlk42855738]It was mentioned above that there are different possibilities to achieve self-supporting funding of a PES and make it more independent from the economic cycle. Therefore, at the beginning of the transition process complementary ways of financing labour market interventions should be researched. As mentioned in section 1.5 above, the most widespread approach of financing Public Employment Services is through a system of unemployment insurance which does not exist in Georgia. Establishing such a system requires a long period of regulatory changes and adjustments beyond 2023. However, it could be seen as a long-term goal to introduce this also for reasons of macroeconomic stabilisation. In addition, certain expenditures of the PES could come from budgetary sources to guarantee the funding of certain responsibilities (e.g. PES salaries, measures for specific target groups or capital investment).
[bookmark: _Hlk43235378]The current yearly budget of SESA is 4 m GEL. For the foreseeable planning period 2019 – 2023 an exact allocation of budget lines is required. The Action Plan 2019 – 2021 is not clear about the use of funding and its allocation to different tasks. It mentions the same amount of 21 m GEL from the State budget for the years 2019 - 2021 in the context of several Activities:
· Activity 1.1.2: Providing professional consulting and career planning services at the regional level
· Activity 2.1.1: Reorganization and strengthening of the Employment Promotion Service; Reorganization and strengthening of the Employment Promotion Service; Formation of a state body implementing employment promotion programmes
Budget 2019: 21 m GEL for Tbilisi and 6 regions (Indicator 2.1.1.2)
Budget 2021: 21 m GEL for additional 4 regions (Indicator 2.1.1.3)
· Activity 2.1.3: Development of Labour Market Management Information System
· Activity 2.1.4: Providing and developing intermediary services
· Activity 2.2.1: Vocational training-retraining of jobseekers based on the pre-assessment (profiling) in the professions demanded by the labour market
· Activity 3.1.1: Promoting the employment of persons receiving subsistence allowance
The Action Plan further allocates 6 278 080 GEL for Activity 1.1.3	: Increasing the competitiveness of job seekers by their further internship in their workplaces and thereby promoting job the employment of job seekers and 500 000 GEL yearly for Activities 2.3.1: Conducting research on labour market issues and Activity 2.3.2: Development of the Labour Market Information System (LMIS) under the MoESD.
As all relevant income of SESA for the 2019 – 2023 period comes from the State budget only expenditures have to be projected. For the institutional development plan a disbursement schedule for the different budget lines should be compiled allocating yearly amounts for items like[footnoteRef:12] [12:  This list is not exhaustive.] 

· Management cost of the SESA (staff expenditure and other administrative expenses for running the Service)
· All other activities, including ALMMs as well as investments in infrastructure or ICT
· Finance of capital investments (ICT-infrastructure, premises,) if required
· Passive labour market measures (financial assistance for unemployed persons)
· Additional cost for external support (cost for auxiliary staff)
The expenditure budget needs to be complemented by yearly balances, recording of assets and ownership.
Finally, the financial plan for the transition needs to calculate the alternative costs of financing auxiliary staff and the cost of their training versus direct employment by SESA.
Topics for further consideration/clarification
· What are the alternative costs of financing outsourced services vs. hiring own staff?
3.6	Phasing out of transitory measures
[bookmark: _Hlk42510709]In addition to the explanation of whom to involve in supporting SESA the Road Map should also describe an exit strategy regarding office facilities and auxiliary staff from other institutions. It needs to be decided whether auxiliary staff should continue to be financed or to be taken over, whether to employ and train additional staff. For this purpose, it needs to be decided in advance which tasks can permanently be taken over by other institutions, which ones have to be phased out and taken over by SESA, and how to finance this transition. The main steps would be
· Scheduled establishment of new offices in the regions. This requires a previous analysis on how to reach a maximum of clients based on benchmarks
· Staffing of these offices by taking over staff from the cooperating agencies or hire new ones
· Setting up mobile services for remote areas
The concrete steps need to be adjusted to the concrete situation in each region with the Heads of the Regional Offices guiding the process.
Topics for further consideration/clarification
· A detailed schedule is required here.


4	Proposal: workshop for elaborating an institutional development plan
We propose to hold a 2-day workshop on the development plan with the purpose of creating acceptance and ownership within the Agency. The plan should be linked to the Ministry’s Strategy for 2019 – 2023 and the Action Plan 2019-2021 and also consider the Indicators of the Skills4Jobs Programme to ensure Budget Support. Participants should be the leadership of SESA, the heads of the departments in the central office and the heads of the regional offices.
To ensure optimum results of the workshop a preparatory meeting should be held to agree on the proposal to be discussed at the workshop. The available information should be distributed beforehand to participants, which clearly identifies the topics to be decided upon and asks questions for preparation in advance.
Agenda
· Day 1: Goal, Baseline
· Day 2: Road Map
Participants
· SESA leadership
· Heads of Departments
· Heads of Regional Offices
5	Documents
General Background
ETF (2016), Using Labour Market Information
Eurostat (2013), Labour market policy statistics. Methodology 2013
ILO Convention 88
New Service Model and LMIMS/WorkNet
The following chronological list is unsystematic and needs to be completed and adjusted. For the moment it is unclear which of the documents received from previous projects are regarded as the basis for authoritative guidelines for the work of SESA. All of them, except for the feasibility study on a data warehouse, are more than 4 years old and must be updated and revised in accordance with the new requirements of the Agency.
1. Review report of the Current WorkNet Information System, EU Twinning Project Capacity Building of the Employment Support Services in Georgia, 18.12.2015
2. Handbook for Career Guidance, EUVEGE project, November 2015
3. Handbook on Active Labour Market Policies, EUVEGE project, December 2015
4. Methodological Guidelines on the ESS Provision of Services to Jobseekers, EU Twinning Project Capacity Building of the Employment Support Services in Georgia, 18.05.2016
5. Employment Counselling Handbook, EU Twinning Project Capacity Building of the Employment Support Services in Georgia, 18.05.2016
6. Feasibility Study on Data Warehouse, C. N. Møller, TA Project, February 2020
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