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I. SITUATION ANALYSIS

Georgia has embarked on a rapid decentralisation reform process. Fundamental changes to the
system of local government and a raft of new legislation are creating challenges for local
governments for which they are not yet prepared. The local governments are at the forefront in
delivering public services and engaging the different communities. Therefore, local civil servants
are experiencing great pressure to pursue reforms, and provide quality services with limited
resources. While there are good examples of Georgian municipalities providing quality services to
their citizens, the challenges for local governments are immense. People expect higher and reliable
standards of services, and greater social inclusion is demanded. At the same time, local
governments need to engage more proactively in cooperation and partnership with various actors,
in particular civil society organizations and the private sector.

The successful implementation of local governance and decentralization reform calls for
cooperative efforts among many institutions at central and local level. There is also a need to
establish a sound policy framework, which would provide a roadmap and would guide the reform
process. A capable central government institution mandated to lead policy formulation and the
implementation process is also essential. Similarly, at local level, there is a need for professional
and competent civil servants capable of exercising the competencies assigned in the process of
reform, who also have the ability to provide quality services to local communities. In order to
nurture and sustain competent civil servants, effective human resource management policies need
to be embedded into the civil service legislation and a systematic approach to training and
development of local civil servants requires to be ensured.

Some progress has already been achieved in the process of implementation of local governance
reform in Georgia and there are some positive indications of the Georgian Government assuming
more responsibility for local governance and decentralization. However, significant problems
remain, which need to be effectively addressed.

A package of essential laws defining a new system of local self-government was developed and
approved since 2006. Specifically, the amendments to the Organic Law of Georgia on Local Self-
Government and the Law on Local Self-Government Budget, which established a formula-based
equalization system for expenditure allocation, were approved. The Law on the State Supervision
over Activities of Local Self-government Bodies and the Law on Property were also developed and
passed by the Parliament. However, some important pieces of primary and secondary legislation are
in the pipeline or still require developing. There is also a need to clarify the competences being
given to local governments and the division of responsibilities between central and local
government, as well as harmonizing existing secondary legislation with the Organic law. It is
imperative to ensure that a consultative process of drafting legislation is in place so that all
important stakeholders are on board and actively participate in the process.

The Office of the State Minister for Regional [ssues has recently been created. It consists of 38 staff
members and has four structural units: (1) on Military Conscription matters; (2) on Economics; (3)
on Local self-governance; and (4) on Social issues. The unit holding responsibility for local
governance issues has nine staff as coordinators looking after regions of Georgia. It is expected that
the Office of the State Minister will lead the process of policy formulation, coordination and
implementation in the area of local governance. However. the mandate and the role of the office
still needs to be clarified and the relevant capacities need to be developed. Therefore, the Office of
the State Minister is planning to undergo the process of reorganization, which would be based on a
comprehensive functional assessment. In a similar vein, the role and the mandate of the Centre on
Effective Government System and the Territorial Arrangement Reform (the Centre), which has an
extensive experience and expertise in law drafting issues and has accumulated the team of highly

qualified legal experts, also needs to be specified and effectively utilized in the process of local
governance reform.

Furthermore, the Decentralization Strategy is in the process of development and it is expected to be
finalized by the end of 2008. The Decentralization Strategy should provide the vision of, and a



holistic and well sequenced approach to. the reform process. It should also provide a clear
framework for law drafting process. and give a clear direction to the traming and development of
local civil servants. In order to ensure successful implementation of the Strategy there is a need to
raise awareness and strengthen commitment among government institutions, especially line
ministries, to the process of local governance reform. Part of the problem is that line ministries fail
to see a role for themselves in a decentralized system, since they are still working as input
controlling and micromanagement centres as opposed to regulating, enabling and evaluating
institutions. Additionally, a low level of information sharing and consultation between the
Parliament, Government, local governments, and other institutions involved in local governance
reform significantly influences the effectiveness of the reform process.

Moreover, despite the importance of a highly competent and professional local civil service to
implement the objectives of the reform and provide quality services to local communities, training
and development of civil servants is not a top priority on the national agenda. The level of expertise
at the local government level remains relatively low and several important reasons can be
highlighted:

The civil service system in Georgia is still in the process of development/reorganization and there is
a lack of consensus on the new civil service model. including the employment system at local level.
The Public Service Council (PSC) and the Public Service Bureay (PSB) were established in 2004 to
lead and coordinate the implementation of the civil service and HR management policies. The PSC
is a consultative body, entrusted to guide the Government's policy toward civil service reform. In
practice, the PSC experienced difficulties from falling membership and attendance levels and
laterally has been unable to provide the direction and managerial control'. The PSB was established
to be an operational arm of the PSC. It is the legal entity of public law under the overall
management of Presidential Administration, reporting directly to the Head of Administration. The
PSB currently has twelve staff members, who are not civil servants. PSB is mandated to support the
development of a uniform policy for the civil service at both levels — central and local, and to
coordinate the human resource management function. The PSB is also tasked with responsibility
for the coordination of training activities and the HR policy framework for central and local
governments. However, its capacities for HR policy development, coordination and implementation
require significant attention and strengthening®. There are no agreed HRM policies in place and
significant support is also required for the PSB to be able to provide guidance and quality advice to
central and local governments on HRM issues.

The personnel management function in local government is generally either not developed at all or
very weak and tends to focus on the administrative dimension of managing staff and record
keeping”. The current civil service system does not serve to motivate staff properly to perform
better or to increase their capacities. Little value is placed on the management and development of
staff competencies, and not enough is done to link this with personal career plans as well as with
the strategic plans and objectives of the local government. There is a lack of capacity to articulate
training needs and there are no procedures and guidelines on how to develop training plans. The
budget provisions and financial resources allocated specifically to training and education of |ocal
civil servants are practically non-existent.

The National Association of Local Authorities (NALA) as a representative of the interests of local
governments and should provide an independent mechanism for local governments to effectively
communicate and defend their interests vis-a-vis central institutions and other actors. NALA has
nine permanent staff members and aims to become a self sustainable organization providing quality
and on demand consultation, training and information services to local governments. Currently, the
budget of NALA consist of the membership fee paid by local governments in Georgia (approx. 35

An assessment of the achievements of the Public service Bureau. together with recommendations for the future structure,
organization and role of the Bureau. and an outline plan of action for the period following its re-launch, UNDP. June 2007,
> .

Ibid.
* Capacity assessment and Practical Application Gardabani Municipality and Kvemo kartl; Regional Government, UNNDP Mission
report, December 2006,



percents of the total budget) and the financial support coming from different donor organizations,
namely USAID, GTZ, the Council of Europe and VNG International (International Co-operation
Agency of the Association of Netherlands Municipalities). One of the core functions of NALA is to
strengthen the capacities of local governments to deliver better services to local communities.
Recently, NALA has developed a training programme for councillors; however, it is still
underutilized in the context of capacity development of local governments. The main reason is that
NALA lacks appropriate structures, staff, practices and resources to play the above-mentioned roles
effectively and to provide high quality services to local governments.

There is a lack of a svstematic approach to training and capacity development. A wide range of
training courses has been delivered to local government employees by a variety of international and
local training providers. However. coordination of training programmes among donors, as well as
between donors and the reponsible public institutions, has been far from adequate. Approaches to
training of local government administrations are usually based on ad-hoc needs assessments, are
characterized by frequent duplication, and do not provide for the sustainability of results. Training
costs are regularly covered by donors and other providers, and it is not common practice for local

governments to tender out and pay for training.

The quality of training provided across the government institutions varies significantly and very
little attention is paid to the assessment of the impact of training on the performance of local c¢ivil
servants. Quality assurance mechanisms are not in place and there are no commonly agreed
standards for training. Thus, in the absence of a proper institutional set-up and a coherent national
capacity development framework for the local civil service, the sustainability of capacity
development inputs is difficult to secure. There is a well-founded and growing concern that a
proportion of the technical and other resources might be lost over time once capacity building
projects have closed down and courses completed.

The local training market is not verv well developed in Georgia and potential training providers
have limited capacities to develop and implement high quality training programmes on their own.
The results of the assessment carried out in the process of development of the National Training
Strategy for Local Self Government in Georgia have revealed that “out of the current nine training
providers, only five use a consistent training methodology, have the necessary materials and have
developed evaluation mechanisms. Only three of them regularly analyze training
needs”.*Therefore, there is a need to enhance the capacities of local training providers to enable
them to provide quality training and development services for local governments.

Against this background, and due to the pressing demands of local governance reform, support for
the development of policy formulation and implementation capacities at central level, as wel as for
the development of a professional training environment for local governments is a high priority in
parallel with efforts to reform the legal and regulatory frameworks, if local government in Georgia
is to provide quality services to all members in local communities.

Current and planned donor activities in the area:

Several international and donor organizations are actively involved in the area of local governance
and decentralization reform:

* UNDP/SIDA has been implementing the project in Kvemo Kartli region, which aims to
strengthen the local and regional governance structures in the region. Through a combination
of capacity development tools the project supports seven m unicipalities and region to become
both better governed and deliver services to the full spectrum of local citizens, thus
counteracting poverty and disadvantage in the region.

* UNDP/SIDA provides support to the Centre on Effective Governance System and Territorial
Arrangement Reform, which plays an important role in facilitating local governance reform
process. Its primary task is to provide technical expertise in drafting/amending the

4 . e . . e . . o - e .
“‘?Na“m"" Training Strategy for local Self Government in Georgia. the Working CGroup on the National Training Strategy. the
CoF /Thilisi. April 2004, -



Decentralization Strategy and necessary legislation, raising awareness of the population on
the ongoing reform and providing organizational and expert support to the State Commission
on Effective Governance System and Territorial Arrangement Reform.

* GTZ supported the development of the Training Inventory, which provides information on
the main training providers in the country and their capacities to deliver quality training
services. This project was implemented in cooperation with Georgian Institute of Public
Administration (GIPA). In 2008, GTZ in cooperation with the Center planned to develop
training programme on supervision and public participation and to deliver it to the local
governments;

* USAID may continue supporting NALA and GIPA. Support to NALA may encompass
strengthening capacities of NALA to be able to represent the interests of local governments
and covering the operational costs of NALA. USAID is also planning to continue its support
to 14 regional training coordinators located in the different regions of Georgia. NALA is also
benefiting by the Norwegian funds.

II. STRATEGY

The proposed project will last for 24 months and will be implemented as part of the broader UNDP
programme in support of the decentralization reform in Georgia. It will build on the ongoing UNDP
assistance provided to the Centre on Effective Government System and Territorial Reform (the
Centre), and will complement the ongoing UNDP project in the Kvemo Kartli Region aiming to
strengthen the local and regional governance structures in the Kvemo Kartli region of Georgia. It
will also incorporate the cross-cutting issue of gender equality mainstreaming it across the project
activities. Currently, there are approximately 8,000 appointed and 1.600 elected local government
officials. Out of the elected officials, about only 9% are female. The particular care will be taken of
this segment while working out the policies or in a training design. The project interventions should
be in line with the State Concept of Gender Equality adopted by the parliament as well as the
National Action Plan on Gender Equality worked out in cooperation with the government. The
project will also use the network of women councillors established by UNDP under its different
project framework.

Overall, the project aims to strengthen institutional, organizational and individual capacities of
central and local government institutions to effectively lead and implement local governance
reform.

This is going to be achieved through the following two closely inter-related outputs:

Firstly, significant support to the Office of the State Minister on the Regional Issues will be
provided 1o effectively lead and coordinate the local governance reform process. This will
encompass institutional development support to the Office of the State Minister, as well as the
development of policy formulation and implementation capacities within the Office. Wherever
possible, it will be ensured that policies are gender-considerate. Effective coordination and
monitoring/oversight mechanisms will be also supported within the framework of this output. In
addition, targeted, on demand support and expert advice will be offered to facilitate the
implementation of the Decentralization Strategy. Considerable efforts under this component will
also be devoted to strengthen commitment and to create a supportive environment for the reform
process by increasing the knowledge and awareness of different stakeholder groups.

Secondly, the project will support the process of development of a professional, accountable and
efficient local civil service, capable of exercising the new competencies assigned in the process of
local governance reform. The elaboration of a concept for sustainable/professional local
government training and development system and facilitation of priority training provision will
contribute to the outcome. The training will address the most urgent needs of local governments,
including the priority needs for recovery/rehabilitation in the conflict-affected regions in Georgia.
Such a system should ensure that training and development services provided by various local and



international organizations correspond to the real needs of local governments, and meet established
quality standards that are common to all training and development programmes and providers
throughout the country. The system will ensure that basic and priority competencies of local civil
servants are being built, and that a systematic approach to continued learning of the local civil
service is being pursued. Moreover, the concept of such system will seek to ensure that the know-
how created through the project remains in the country, contributes to the further development of
the overall system of local governance, and is available to all stakeholders,

This will be achieved by development of the concept for National Training and Development
Framework (hereinafier - the TDF concept) for local government in Georgia in a participatory
manner and preparation and delivery of the priority pilot trainings.

The development of the TDF concept will be led and managed by local stakeholders. The Office of
the State Minister, NALA, PSB, CEGSTAR and several municipal authorities will be in the leading
position to elaborate the framework. Technical advice and support from international experts and
institutions will be provided as necessary. This will ensure a full ownership of the developed
framework from the national partners and facilitate its implementation at a later stage.

It is understood by all parties that the Office of the State Minister will ensure an effective
coordination and regulatory role as opposed to the control function over the activities of NALA and
other stakeholders of local self-governance reform.

During the first year of project implementation (2009) the activities will focus on strengthening of
institutional and policy making capacities of the Office of the State Minister and the establishment
of effective coordination and consultation mechanisms to support the implementation of local

government in Georgia will be developed in a participatory manner. The priority training curricula
and materials will be prepared and selected trainings will be delivered on a pilot basis.

The second year of the project activities (2010) will build on the products developed and results
achieved in 2009 and will mainly focus on the implementation. Based on the TDF concept the
support to the implementation of the TDF will be provided. Delivery of the priority training
programmes will continue at a larger scale. F urthermore, the support to HR management function
in local governments will be provided through the provision of guidance and expert advice. Sample
procedures and guidelines for recruitment, performance appraisal and development of municipal
training plans will be prepared in 2010.

The project will also build on the results of the UNDP/SIDA project in support to the Centre, which
will end on 31" December 2008. The local governance expertise accumulated in the framework of
UNDP/SIDA project will be utilized within this project to support the implementation process of
local governance reform. The limited team of experts will be providing on demand technical
support and advice in the area of local governance reform to the Office of the State Minister on
Regional Issues.

Furthermore, the project will be closely interlinked with the UNDP/SIDA project in the Kvemo
Kartli Region. It is envisaged that the products developed in the framework of the Kvemo Kartli
project, for instance in the area of HR management. will be utilized within the framework of this
project.

The ultimate beneficiaries of the project will be the Office of the State Minister and local civil
servants. The line ministries, NALA, the PSB and the Centre will also significantly benefit from the
activities of the project. Members of local communities will benefit from the project as well, as
project results will have a direct impact on the quality of services provided to them.

Sustainability of the project efforts and results will be achieved through ensuring an active
participation of the central and local authorities into all of the activities in the project. In particular,
achievement of the first output will be impossible without a regular and day-to-day involvement of
the SM’s office into the implementation. At the end, it is the SM and staff of the office who



requests support and utilizes the products. The approved new structure of the SM’s office, along
with job descriptions and staff qualifications will serve as a sustainable product of the reform
initiative. While the project aims to support the office of the SM in coordination and awareness
raising efforts at an initial stage, it is assumed that the tailor-made capacity development
programme for the SM’s staff will enable the office to take over this responsibility and continue the
coordination and consultation process after the project closure. The capacity building programme
will also specifically address the recently recognized gap with regards to coordinating recovery
activities at the regional level.

Development and implementation of the National Training and Development Framework will,
similarly, take place in a participatory and consultative environment. Leading role of the
representatives from the SM’s office, NALA, PSB and selected municipalities will ensure the
ownership of this product by these parties that serves a precondition of the sustainability of this
initiative. The official and effective implementation of the framework will be contingent upon
approval of the document by the respective institutions and the ownership of the product from the
local stakeholders may warrant a coherent and unified position of the key stakeholders in lobbying
the document and facilitating its approval. In the process of the development of the TDF concept,
efforts will be made to utilize existing institutions. structures and capacities, enhancing their
abilities to become active players of the training and development system. For instance, significant
attention will be paid to strengthening local training providers to ensure that they are able to deliver
quality training to local governments and to ensure that a competitive training market is enhanced.
Technical assistance to PSB or other responsible stakeholders will be provided to strengthen their
capacities to develop HR policies and provide guidance and support in the area of HRM to local
governments.

It is expected that the training and development system to be proposed by the project will become a
platform for coordination of ongoing and planned donor and local initiatives in the area of local
capacity development, and will serve to anchor and sustain various capacity development
programmes and products produced by different projects. This project will seek to establish an
infrastructure that will support different initiatives and will ensure that the results of these existing
and planned initiatives (in the form of training programs, capacity development materials,
innovative methodologies and tools) stay within Georgia and are available to al] local stakeholders.
For instance, training programmes developed with support of SIDA. USAID and GTZ can be
utilized and sustained with the support of this project.

expected to gradually increase their financial participation towards attaining a full financial
sustainability in the training provision approximately by 2012. This will nurture an increasing
demand on quality trainings and a necessity of meeting the expectations with adequate capacities of
training providers.

In general the project sustainability strategy rests on the concept of development of a training
culture through ensuring a full ownership and broad participation of key stakeholders throughout
the entire project. The project will facilitate broad consultation and consensus building process and
will encourage cooperation among key stakeholders — the Prime Minister’s Office, the Office of
State Minister, the Parliamentary Committee on Regional Policy, Self-Government and
Mountainous Regions, the Ministries of Finance, Justice, Economy, the NALA, the PSB, the
Centre and local governments. Although the project implementation will be closely coordinated
with and implemented in cooperation with the Office of the State Minister, the involvement of
other stakeholders, especially NALA. will be equally important for the project success. Strong
leadership of the Office of the State Minister, well-built partnerships and ownership of the project
results by national stakeholders will play a crucial role in achievement and maintenance of the
project results.



The project will start with the two months of the Inception phase, to amend and revise the project
as per the results of such inception phase. This will encompass detailed assessment of the situation
at the start of the project and anticipate how it might influence the activities and intended outputs of
the project. It will also entail the full-fledged establishment of the necessary project management
structures, equipment of project facilities, selection and recruitment of staff members, and the
development of the detailed work plan for the project.

IIL. PROJECT OUTPUTS AND ACTIVITIES

Output 1. Policy making and implementation capacities of the Office of the State Minister
strengthened to effectively lead and coordinate the local governance reform process.

Activity 1.1 Provide targeted institutional development support 1o the office of the State Minister
and develop its policy formulation and implementation capacities;

In the framework of this activity the institutional development support to the Office of the State
Minister will be provided. It will encompass support in defining/clarifying the mandate and the
core functions of the Office of the State Minister and the development of the TORs for the different
units. The functional analysis will be carried out to ensure that the Office of the State Minister is
capable of performing all mandated functions in the most efficient and effective manner. Based on
the results of the functional analysis, recommendations will be developed regarding the required
organizational structure, the need for streamlining of the functions and eliminating redundancies,
and also the human capacities to support the effective implementation of its mandate and of the
functional responsibilities of the different units. Expert advice will be provided to implement the
recommendations of the functional analysis. The methods and accumulated knowledge during the
similar exercise within the Kvemo Kartli project framework will also be utilized.

In the framework of functional analysis the individual competency profiles of the staff members
will be developed and existing competency gaps identified. Based on the results of the assessment
tailored training and coaching package will be created and delivered. The individual coaching
sessions will be made available for the key staff of the Office of the State Minister to address the
most urgent capacity needs. Significant attention within the training and coaching package will be
devoted to develop policy formulation and implementation capacities of the staff of the Office of
the State Minister, including developing the capacity to ensure coordination of recovery initiatives
at the local level. It will also be thought to develop the policy for municipalities on how to ensure
gender mainstreaming in local administration.

Activity 1.2 Provide targeted - on demand technical support and expert advice to the Office of the
State Minister,

This is a demand driven component of the project. The main areas of support will be discussed,
agreed and specified with the State Minister during the project Inception phase. Based on the
results of the discussion the preliminary half-year action plan for demand driven support and expert

encompass an expert advice related to the mandate or one of the functional areas covered by the
Office. It might involve necessary research support and support Jor the development of analytical
papers/reports related to the local governance reform. An expert advice might be necessary to
maintain the process of implementation of the Decentralization Strategy. This might encompass the
provision of ‘targeted policy advice or law drafiing support in different areas, such as local



economic development, fiscal decentralization, sectoral reforms (health, education, social). It also
might include the support to the development of regional profiles and integrated planning
methodology. This project component wil] be implemented in close cooperation with the Center
utilizing the accumulated expertise in the area of local governance and decentralization,

Activity 1.3 Support the Office of the State Minister in Jacilitating an effective coordination and
consullation process:

functioning effectively. Several issues will be covered in the framework of this activity. Firstly, an
on line information sharing mechanism will be established to ensure an effective information
cxchange between the line ministries and with the Office of the State Minister (content of
information, frequency of exchange, focal points).Secondly. the website of the Office of the State
Minister will be created to facilitate electronic communication and information exchange between
the Office of the State Minister and various national, regional and local stakeholders. Thirdly, the
development of the GIS cartographic database, producing a detailed inventory and mapping of the
information at regional and local levels, will be explored. If feasible, this would support effective
government policy-making process for sustainable regional and local development; e.g. the
information would be maintained regarding various needs of the communities such as gas

provided 10 organize coordination/consuliation meetings of the State Commission or other
consultative body and establish regular monitoring procedures based on the provisions of the
Decentralization Strategy. F inally, rechnical support will be offered to help the State Minister to
lead the process of donor coordination. This, among others, might encompass organizational
Support to relevant meetings and development of information sharing tools and procedures,

Activity 1.4 Facilitate awareness raising to support the process of local governance reform.

The Office of the State M inister will be supported in designing and implementation of special
awareness raising programme to raise knowledge and strengthen the commitment to the process of
local governance and decentralization reform. The Decentralization Strategy will be introduced to
different stakeholders, clarifying the overal] vision, key objectives, expected results and expected
impact on the improvement of the dajly lives of the communities. The primary target group will be
parliamentarians and senior civil servants in the State Chancellery and in the line ministries. It wil]
also reach out to the broader audience through the policy papers, special articles and reports. In the
framework of this activity high leve/ stakeholder meeting will be organized to- discuss the
Decentralization Strategy and to accumulate high level support to champion the process of reform.
Two round table discussions will be organized with the participation of the line ministries, regional
Governors and local council members. Special attention will be devoted to clarify the changing role
and responsibilities of the line ministries in the process: of local governance reform. Several
analytical reports focusing on one of the selected areas of local government reform, such as loca]
finance, civil service reform, etc. will be produced in the framework of this activity.

Output 2: The concept of sustainable training and development system developed in support of the
local governance reform.

Activity 2.7 Support 4 participatory development of the National T, raining and Development
Framework concept for local government in Georgia (hereinafier - the TDF concept);



The preparation of the TDF concept will be facilitated in close cooperation with key stakeholders —
the Office of the State Minister, NALA, PSB, the Center, the Parliamentary Committee,
representatives of local governments. The Working group on training of local civil servants and
human resources (hereinafter - the WG), which has been established under the State Commission
will be utilized and activated to ensure cooperation and consultations among the key stakeholders,
The WG will be chaired by the representative of the Office of the State Minister. Organizational
support and technical advice will be provided to the WG in the process of formulation of the TDF
concept.

I'he National Training Strategy for Local Self Government in Georgia, which has been developed
in 2004 with support of the Council of Europe, as well as the Decentralization Strategy document,
will be taken as a basis for the formulation of the current TDF concept with the lessons learned
being carefully analyzed. The TDF concept will define:

(1) the principles of training and development of local civil servants;

(2) priority training programs;

(3) priority target groups;

(4) the institutional structure of the local government training system (roles, responsibilities,
linkages, legal framework);

(5) a quality assurance mechanism;
(6) the financing framework; and
(7) the reporting and monitoring mechanism.

While working on a concept for the training system. a comprehensive review of the current legal
and institutional framework related to training and development will be carried out. Experience of
other international organizations active in the area of training will also be analyzed and utilized in
the process of formulation of the TDF concept. The decision on the priority training and
development areas, as well as priority target groups will be influenced by and strongly linked with
the goals and objectives of the Decentralization Strategy. The results of the capacity assessment
carried out in the framework of UNDP/SIDA project in Kvemo Kartlj region will also be taken into
account.

Round table with senior decision-makers will be organized to present the TDF concept to key
stakeholders and facilitate kick-off its implementation. The experiences of other countries in the
area of training of local civil servants will be shared during the meeting.

Activity 2.2 Support the development and delivery of the first cycle of priority Iraining programmes
and strengthen HR management function in the local government units 1o be able to articulate
training and development needs -

The induction training programme, HR management training programme and one additional
priority training area based on the TDF concept will be selected and support to develop and deliver
the first cycle of pilot Iraining seminars will be provided. While delivery of the training packages, a
special emphasize will the put on cross-cutting issues such as the gender mainstreaming aspects of
local administrations along with the issues of accountability, voice and representation of the
citizens, to support fundamentals for a responsible local civil service. Preparation and delivery of
the training programmes will include specification of the training needs, development of the
training curricula and materials, organizing training of trainers, selection of participants and actual
delivery of training and development programmes. The training materials will serve as guidance for
training providers. In the process of development of training curricula ke quality requirements for
the training programmes and lraining providers will be developed and submitted to the WG for
approval. Significant attention will be paid to strengthening the capacities of local training
providers. Local providers (institutions and individuals) will be invited to participate in Training of
Trainers programmes and in the delivery of training seminars to local civil servants. NALA is
expected to play one of the key roles in providing the training at this stage with an understanding



that in future such function should be outsourced from NALA; i.e. the training agency currently
operating under the umbrella of NALA, should become independent institution once its capacities
are adequate.

Specific training needs for each priority training area will be defined through the focus group
discussions and individual interviews with beneficiaries. This will help to indicate key topics to be
addressed in the training curricula. A number of local governments will be selected (representative
sample of Georgian municipalities - urban, rural, ethnically mixed) to conduct focus group
discussions and interviews to identify capacity gaps as they relate to the implementation of
decentralization reform. In the framework of the assessment of training needs, special attention will
be paid to analyze the institutional and individual capacities of HR function in the local
governments. Based on the assessment results a lraining and development package on HR
management will be developed. In general, wherever feasible, the method of synthesising both the
reflective and prescriptive needs identification will be used, i.e. the training programmes will be
developed based on the analysis from both, the beneficiaries and training providers.

Training will be open to all local governments and selection criteria will be defined during the
course of the project but it is envisaged that criteria will entail a basic co-financing contribution by
participating local governments (of approximately 15% of participant fees) in order to support the
emergence of a training culture and to establish a basis for financial mechanism aiming at the long
term sustainability of the project once donor funding will cease. It is expected that not less than 90

civil servants is going to be trained in the framework of this project.

Special training and development programme focusing on HR management and development will
be prepared and delivered to the chief executives and personne] management specialists of the local
governments. The training and development program will not be limited to training but will also
entail targeted consultations/coaching in the course of the training and will endow participants with
tangible results to develop concrete action plans for the strengthening of HR management function
in their respective local governments. Special attention will be devoted to the process of articulation
of training needs and development of the training plans. Four groups of trainees will be trained (25
trainees per group, 100 trainees in total).

Expert support will be provided to develop model by-laws for personnel units and sample job
descriptions for personnel management specialists. The sample procedures and guidelines for
recruitment, performance appraisal and development of municipal training plans will be prepared
and technical support to personnel management units and specialists will be provided to apply
necessary procedures. In implementing this activity, the project will coordinate its efforts with
related projects and institutions such as the Public Sector Financial Management Reforms Support
Project or the PSB.

Activity 2.3 Support 1o the establishment of relevant training infrastructure

Care will be taken for the development of the concept for the establishment of relevant lraining
infrastructure and most importantly for the anchoring of the Training Coordination and Support
Facility (the Training Facility). This might include (depending on the need identified within the
concept for the TDF) strengthening HR capacities of the institution assigned to carry out training
facilitation and coordination function. Specifically, this would encompass the provision of advice
and mentoring regarding the staff structure and functions such as training and development
coordination, priority curriculum design. commissioning of training, training of trainers, evaluation
of training effectiveness. etc. A hwining arrangement with similar training institution in one of the
best practice countries in order to gain knowledge and experience and develop partnership
relationships will be established. Within the framework of this twinning arrangement the study visit
will be organized.

An effective on line system Jor the information exchange among Iraining providers, local
governments and other stakeholders, as well as Jor the collection and dissemination of training
materials and best practices will be established and training information will be made available for



all interested stakeholders. The database will be managed in future by the Training Facility.
Following information will become available for the different stakeholders: training needs
assessment, database of the local training providers (area of specialization, staff, facilities available,
experience, activities/projects): database of trainers (area of expertise, relevant experience. other
relevant information): database of the projects implemented/ongoing by donor organizations or
local institutions (institution, duration, description of activities, etc.).
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V1. MANAGEMENT ARRANGEMENTS

The project will be implemented in accordance with the National Execution (NEX) modality under
which the Government of Georgia through the Office of the State Minister on Regional Issues will
be responsible for project implementation, while UNDP will provide support for the execution of
project activities and provision of inputs. The Office of the State Minister will be an implementing
partner®.

The Project manager will be recruited to manage the project on a day-to-day basis. Hir primary
responsibility will be, jointly with the core team, to ensure that the project achieves results that are
capable of delivering the outputs described in this document. The Project Manager will be in charge
of requesting funds to cover project-related expenses. and for keeping an adequate control system
for all financial and accounting records. The Project Manager will be reporting periodically to
UNDP on the implementation of the project.

The Project Management Unit (PMU) will be created and located within the office of the State
Minister to coordinate and manage project implementation. The following incumbencies will be
established within the PMU: (TORs attached per position)

* Project Manager (holding strong expertise in institutional development and responsible for
overall daily supervision of the project implementation and delivery of quality products).
Besides involvement into the substantial project activities and providing the overall
direction and the guidance to the project staff in achievement of the project outputs, the PM
will be responsible to the financial. HR and administrative management of the project,
establishing and maintaining the partnerships with national and international stakeholders,
and hold accountable for the project activities towards the Project Board.

* Two Experts directly responsible for producing each of the Project Outputs. Under the
overall guidance of the project manager, each expert will lead implementation of the
specified output and provide extensive technical support during the implementation. Since
the activities scheduled under the both outputs are to continue throughout the entire duration
of the project, it is proposed to recruit the eXperts on a permanent basis, rather then on a
short-term contract to carry out each action. This will ensure a close cooperation and
coordination between the experts, maintenance of the institutional memory and established
relations with all the partners throughout the implementation. The estimated heavy
workload under each of the outputs within the limited time (as detailed in the AWP)
justifies recruitment of separate experts per output.

* Administrative Assistant dealing with finances. procurement, HR, etc.

* A number of international and local experts to support project activities will be recruited on
temporary contracts.

UNDP will provide operational support to the project in the following areas: human resources
management services, financial services, procurement and contracting services, as well as with
logistics and administration. UNDP will be responsible for the provision of all project inputs upon a
formal request from the Project Manager. The Project Manager will provide UNDP with the

*The Implemsenting Pariner i b Project outpiis,
and for the elfective use of LINDP resources. A single U 14 lead the manugement of
each UNDP-supported project. The Implementing Partner may enler inlo agreements with other organizations or
entities to assist in successtully delivering project outputs. Sowrce: The UNDP Programming for Resulis Managemens
Cinide

achieving

the entity responsibile and accou Fmanaging o p

ect witing Partner §s designaied 1o



necessary documents authorizing payments to be made in connection with project activities. During
the absence of the Project Manager, the functions will be delegated to one of the experts. Official
summary records of all transactions will be provided by UNDP to the Project Manager who will in
turn keep appropriate and complete records for future project auditing.

Project Board: The Project Board will consist of the following permanent members: the Office of
the State Minister on Regional Issues. SIDA. UNDP and a representative of the local authorities,
most likely to be represented by NALA. The other reform stakeholders such as the Parliamentary
Committee, Public Service Bureay (PSB), representatives of selected municipalities etc. will be
invited as needed based on the subject of the meeting. The Board wil] meet on a quarterly basis. For
additional information regarding the project management and the functions of the Project Board,
please refer to the attached Annex 2 (Annex # 2 1o the Project Document: Support to the local
governance reform in Georgia).

[ Project Organisation Structure J
. Project Board
Senior Beneficiary Executive Senior Supplier
The Office of the State | The Office of the State SIDA, UNDP, GoG,
Minister, Municipalities, - Minister other donors
NALA ‘ :
; el

|

Project Assurance

L

(UNDP)
P, Project Manager Project Support
| Administrative
Assistant
f { ]
Expert for Output 1 | Expert for Output 2

VII. MONITORING AND EVALIATION

» On a quarterly basis, a quality assessment shall record progress towards the completion
of key results, based on quality criteria and methods captured in the Quality Management

table below.

» An Issue Log shall be activated in Atlas and updated by the Project Manager to facilitate
tracking and resolution of potential problems or requests for change.

» Based on the initial risk analysis submitted (see annex 3), a risk log shall be activated in

Atlas and regularly updated by reviewing the external environment that may affect the
project implementation.
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» Based on the above information recorded in Atlas, a Project Progress Reports (PPR) shall
be submitted by the Project Manager to the Project Board through Project Assurance, using
the standard report format available in the Executive Snapshot.

a project Lesson-learned log shall be activated and regularly updated to ensure on-going
learning and adaptation within the organization, and to facilitate the preparation of the
Lessons-learned Report at the end of the project

v

» aMonitoring Schedule Plan shall be activated in Atlas and updated to track key
management actions/events

Annually

Semi-Annual Review Reports. Two Semi-Annual Review Reports shall be prepared by the
Project Manager and shared with the Project Board after completion of respective 2 quarters of the
project implementation. As a minimum requirement. the Semi-Annual Review Report shall consist
of the Atlas standard format for the Quarterly Progress Report (QPR) covering the 2 quarters with
updated information for each above element of the QPR as well as a summary of results achieved

against pre-defined annual targets at the output level.

Annual Project Review. Based on the above reports, an annual project review shall be conducted
during by the end of 2009 to assess the performance of the project. This review is driven by the
Project Board and may involve other stakeholders as required. It shall focus on the extent to which
progress is being made towards outputs, and that these remain aligned to appropriate outcomes.

VHI. LEGAL CONTEXT

This project document shall falls within the legal context outlined in all general agreements
between the Government of Georgia and UNDP.



V. ANNUAL WORK PLAN: 2009

Please see Annex 1.



