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Introduction
The purpose of this Feasibility Study was to define the most optimal model of civil acts registration service delivery taking into consideration the status quo, challenges faced by the CAR system in the Republic of Tajikistan and the country’s future aspirations. The study analysed the existing resources, possible development path of the CAR system, strategic documents and provided two different models of service delivery, which is discussed in the document in details. It shall be noted from the very beginning that the models are not equally good for the CAR system – but as one moves down the list of the models, more compromises are needed.
The Innovations and Reforms Centre was commissioned by the UNDP office in the Republic of Tajikistan to carry out this Feasibility Study. Taking into consideration that the UN Women was carrying out a concurrent study with deliverables interlinked with the deliverables of this Feasibility Study, the decision was made to incorporate outcomes of the study implemented by the UN Women Gender Consultant Ms. Dilbar Turakhanova into this report.
The current study builds upon the results of the Feasibility Study 1.1, which assessed capacity of the CAR system in the Republic of Tajikistan in terms of introducing electronic system of civil acts registration, and concentrates on the possible service delivery model, which can better serve the needs and purposes of the CAR system. The report is based on the findings as of August 2016 (inclusive) and thus, developments since the August 2016 may not reflected in the document.

The civil acts registration system in the Republic of Tajikistan has been identified as one of the areas in need of reforming. All key stakeholders agree that a functional civil acts registration system is a precondition for providing efficient essential services, maintaining secure documents, implementing a population identification system, compiling a voters’ list and having accurate vital statistics. 

In 2014, understanding the challenges, the civil acts registration system faced in the Republic of Tajikistan, the Government approved and adopted the 2014-2019 Civil Registry System Development Programme. The program reflects upon the challenges of the existing CAR system in the Republic of Tajikistan and offering measures to address them. 

In the summer 2015 the Swiss Agency for Development and Cooperation (SDC) and the United Nations Development Programme (UNDP) commissioned an inception survey, which acted as a first step in a wider-scale project to support the civil registration system in the Republic of Tajikistan. The survey identified that the system faces system-specific (infrastructure, human resources, legislation and procedures, etc.), as well as country inherent (public transport, internet, uninterrupted electricity, etc.) challenges. 

In December 2015 an agreement was signed between the Ministry of Justice of the Republic of Tajikistan and the United Nations Development Programme (UNDP) on the implementation of the project "Support to Civil Registration Reform in Tajikistan". The project intends to support the Government of the Republic of Tajikistan in implementing the civil registry system reform. The project implementation period covers years 2015-2023.

To better understand the situation and design ways forward for the system, the Feasibility Study 1.1. was carried out, which applied various methods and instruments to understand the current state of play in the CAR system and to define, whether it was feasible to implement electronic system of civil acts registration in the Republic of Tajikistan. This current Feasibility Study 1.2. is a continuation of a Feasibility Study 1.1. and proposes two models of service delivery.
All key stakeholders were involved in the course of the study and provided information on practice, as well as insight on their attitudes towards the current system and possible electronification. In total four field missions were held prior to drafting this document and the research team had an opportunity to talk to representatives of the system at different levels, as well as directly observing the process and view physical infrastructure.
The details of the Feasibility Study are provided in the following chapters. It begins with the methodology and fieldwork report summary, which addresses the instruments, utilised in the course of the Study, including discussion on why these instruments were considered reasonable for the implementation of the Study. Then the document moves to definining core values created by the CAR system and challenges faced the system, which helped to identify priorities to be addressed by the proposed models. Then the Feasibility Study moves to a detailed description and discussion on the two proposed models, followed by recommendations. 
Methodology and fieldwork summary

Methodology
The Study applied qualitative research methods and instruments in order to obtain descriptive information about the status quo of the system, as well as the general environment, and challenges currently faced by the system. One of the key reasons why qualitative research methods were applied was the need for in-depth analysis of the challenges faced by the system, as well as the root causes of the challenges, which could better be identified through qualitative means; key data was collected in the course of the Feasibility Study 1.1, however the same data was relevant for the purposes of the Feasibility Study 1.2. Some additional data, related to specific service delivery models was additionally obtained in the course of the this study. 
A set of instruments was developed to use for the study: questionnaires to obtain information available in the system, interviews to verify data and get deeper into topics of particular importance, direct observation on the process – to obtain the first-hand experience of how things work in practice, on-site visits to see the working environment and physical infrastructure, secondary data analysis, which enabled the researchers to understand different perspectives from already available reports.

The project team elaborated questionnaires to obtain necessary data from various areas of the civil acts registration system the CAR division of the MoJ, the Human Resource Department of the MoJ and the ICT unit/team of the CAR division and the MoJ, as well as the EPOS project team. The questionnaires carried two main purposes – to obtain information from the primary sources of information, as well as to obtain feedback on how persons responsible for filing the questionnaires understood questions – providing insight about seriousness of intentions towards reforms within the system, as well as competences. 

A detailed questionnaire was elaborated and translated in the Tajik and Russian languages. Taking into consideration that it was expected that many questionnaires would be returned in the Tajik language and considering that the final report is expected to be drawn-up in English, in order to reduce the margin of error caused by the translation, data analysis was planned to be carried out in Russian and findings reported in English. 

Besides questionnaires, the study used face-to-face interviews with different participants of the process, as well as key stakeholders either directly participating, affecting or being affected by the CAR system. The interviews allowed to get deeper into discussion, understand concerns the system participants had and to specify questionnaires and verify data obtained through disseminated questionnaires. Such interviews took place during three missions of the project team, as well as via Skype (with EPOS team – two Skype conversations).

To further get a sense ofthe situation in the civil acts registration system, the project team carried out on-site visits for selected sites and conducted process observation. On-site visits could enable understanding of physical infrastructure, as well as what can be points of interest in terms of the electronic system – queues, division of tasks, speediness of services rendered. At the same time it could provide opportunity to observe technical skills of the employees of the CAR system, purely in terms of typing, knowing that have been using the software developed by the EPOS project team. In addition, the project experts intended to see how the software developed by the EPOS project team works, which could help understanding its functionality, user friendliness and capabilities. 

In addition to collecting primary data, the analysis of secondary data was carried out to understand the current legislative constraints, strategic documents towards the development of e-governance, civil acts registration system and in general, on the country development. 

For gender analysis, UN Women hired a consultant responsible for this analysis that was aimed at mainstreaming gender in institutional assessment of CAR bodies and proposing recommendations to ensure that provision of services is responsive to the needs of population, specifically to women and girls. Another objective was to review the existing practices and identify simplified mechanism and standartisation of business-processes of civil registration system from gender perspective. Methodology for holding gender analysis comprised of desk review of secondary data and holding semi-structured interviews with key partners involved in the study of civil registration system and practicing models of provision of civil registration services.
Once data was collected and analysed, the IRC team would face an important task of defining the most optimal service delivery process in the CAR system in the Republic of Tajikistan. The IRC project team had expectations that the CAR system participants would lack clear understanding of their business processes, vision of the CAR system development direction as well as common practice.
 For this reason and for the purpose of service design, thus the IRC team applied a double diamond model.
Diagram 1. Double Diamond stages applied in this study:
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Fieldwork report

Pre-designed questionnaires were sent to the respondents through the UNDP Office in the Republic of Tajikistan during July-August 2016. The initial questionnaire targeted the Civil Acts Registration Division of the MoJ of the Republic of Tajikistan and questions, which targeted the CAR sectors specifically, were singled out (in total 11 questions). The CAR division was provided with an instruction, how to fill in the questionnaires and asked to send only singled out questions to the CAR offices. At the end, the CAR division sent the entire questionnaire to the CAR offices, resulting in delays and 73 separate questionnaires were in need of aggregation from the project team prior to its analysis. The main part of the questionnaires had to be been filled in manually in the Tajik language. Information was missing in many cases, parts of the information were provided incorrectly – numbers not adding up, wrong answers to questions, thus leaving room for error where particularly statistics was the case. Where data was missing, which was the case in the majority of questionnaires, the IRC project team had to fill it out during the third mission to the Republic of Tajikistan. 

Interviews were held with mid and high level managers, officials and staff during the three missions, which were carried out in the first few months of the study. The meetings ranged from general discussion on the issues related to civil acts registration system to more in-depth discussions about practical cases of problematic issues identified in the course of working in or with the system. Visits to five CAR sectors took place during the first visit, allowing the team to observe how applicants received services, listening to the employees of the CAR sectors to hear directly from them the challenges and difficulties they face in the course of carrying out their functions, seeing infrastructure and their work with the software developed in the course of the EPOS project. These visits also served as an opportunity to understand the competence of the employees of the CAR sectors in the civil acts registration sphere. These meetings provided an opportunity to go in depth about questions, which the project team had on the civil acts registration practice vs. normative functions. Moreover, it provided for an opportunity to engage stakeholders in the process, create grounds for their involvement from early on, to hear about their fears towards the reform and about their understanding of the system from various angles. Meetings with the high-level officials, like the Deputy Minister of Justice of the Republic of Tajikistan was important to understand government’s objectives, as well as obtain the vision political decision-makers have towards the project and the system as such. 

During the second mission’s direct observation of the software that was developed in the course of the EPOS project was carried out in order to understand how the system works, what functionalities the system currently has and how user friendly it is. Besides software capabilities, the team also had opportunity to obtain first-hand information on the technical parameters of the system and its development potential. The project ICT experts also had opportunity to have discussion with the EPOS project team on the software, ICT infrastructure and human resource capability of bringing the civil acts registration system to life in the Republic of Tajikistan.

The third and fourth missions were an opportunity to discuss preliminary findings with different stakeholders, clear all possible misunderstanding that might have been caused by misinterpreting questionnaires, feedbacks from different stakeholders, as well as receive a feedback from all relevant stakeholders, what they considered as deficiencies of the report to expand on those issues more. During the third mission, a workshop was organized by the team of the project "Support to Civil Registration Reform in Tajikistan" in order to present the first draft of the Feasibility Study report to the project's partner organizations. 

The project team also carried out a desk research of secondary materials; laws, strategy documents, reform plans, as well as reports compiled on issues related to the civil acts registration system or the enabling environment were analysed. To bring gender perspective into the focus, the Gender Consultant carried out a desk research of additional documents covering gender equality issues were studied and held semi-structured interviews with the following relevant stakeholders:

· UN Women partner NGO “Khurshedi Zindagi” who used an approach of “one-stop shop” in provision of vulnerable women and girls with assistance to obtain civil registration documents;
· NGO “Rights and Prosperity” – partner of the UNHCR who provides assistance to persons at risk of statelessness;
· CSR “Zerkalo” – UNDP contractor to conduct baseline assessment of the Project “Reform of the Civil Registration System” to reveal gender specific problems of registration revealed during interviews and response of the civil registration system to problems revealed.
In order to derive to the proposed models, as noted in the methodology, the project team applied a double diamong model to go through all important stages of the service design process.
In the discovery stage of the double diamond model, the IRC project team carried out two types of mapping – user journey and customer journey mappings. User journey mapping allowed to understand what path do users follow to render services to customers, while customer journey mapping allowed to visualise what customers go through in order to receive the desired end result. This exercise enabled the project team to identify: key steps in the service provision/receipt process, linkages between different components of the service delivery process, challenges in these components individually and in terms of interaction with each other.
It has already been mentioned, that the project team carried out on-site visits and observations on the processes, which acted as a type of service safari and user shadowing, and allowed for the project team to experience service process – rendering/receipt, as well as general issues related to service – queues, comfort level in the service rendering process first hand. 
In the definition stage of the double-diamond model, the IRC project team applied brainstorming in the project team, as well as with persons, who had experience with similar systems. Brainstorming mainly concentrated on the identifying challenges around pre-identified topic, as well as root causes of the challenges. Once the brainstorming exercise was completed a design-brief was developed – which defined a list of challenges, the proposed service solution shall address. Along with the design brief, the project team defined the steps to be taken for the development stage.
Development stage of the double-diamond model involved development of the service blueprint. Taking into consideration that the project team worked on two alternatives – thus an individual service blueprint was developed for each model separately. During the fourth mission, the IRC project team had opportunity to test service blueprints with potential end-recipients on both side CAR system employee as well as customer side, thus allowing for validation, as well as for experience prototyping.
Delivery stage for the purposes of this study was unconventional, as it did not entail development of an actual product, however a descriptive part of each model was provide separately. The same time, taking into consideration, that the system would require to evolve over time and provide means for sustainability, design scenarios were developed to create a common understanding what a potential future service as well as a situation in the CAR system shall be, which direction the system can develop to.
As a result of these activities this report was prepared, which provides information reflecting the state of play as of August 2016 (inclusive) and may not cover period beyond the date.
Core values for applicants in the CAR system
CAR system in general has two types of customers – persons (citizens, aliens and stateless persons) and organisations (public and private organisations). Types of services rendered to these two types of customers differ substantially in their essence, as well as the means and frequency of delivery.

Why understanding customer value is essential in the CAR system?

The CAR system has a monopoly over services it renders to its customers, which is not an anomaly and a widespread practice to ensure quality of work and coordination. If the CAR system does not have to compete with others to gain customers, why does it have to optimize its services to deliver better customer value? 

There are certain aspects of the CAR system, where customers have interest in addressing the system for services, however there are certain services, where customers either do not have need until certain period has passed, while for the state it is of vital importance to have timely and verified information. At the same time, building trust between citizen/organisation and the State requires efforts; improved service quality and particularly transparency, creates environment of trust. Thirdly, even though CAR services are not the most revenue-generating services, it is the type of service, which affects every single citizen of the Republic of Tajikistan, as well as aliens and non-citizens who come across the Republic of Tajikistan. Taking into consideration that the CAR system forms the foundation for – identity management, vital statistics and voters’ list, thus improving service quality is of vital importance to ensure appropriate planning, trust in identity documents and democratic processes. Therefore, even though the CAR system service improvement shall affect citizens positively, thus supporting partially in motivating them to perform their duties (of registering the respective acts in a timely manner), it has greater meaning for the CAR system, as it will ensure the system to carry its functions more effectively, than it is currently performed.

For this reason, offering customer value and eliminating non-value adding activities from the system is essential in re-defining the service delivery process in the CAR system in the Republic of Tajikistan. Activities performed by the CAR system, for the purposes of value-chain analysis will be split between core and supporting activities. Core activities reflect all those activities, which define what the Car system performs, while supporting activities are those activities that bring opportunity to work better and are important for carrying out even the core functions.
From gender perspective it is important that operations of the civil registration system comply with principle of equality and non-discrimination that should be a core value important to the customer. The purpose of compliance with this principle is to ensure that all population that reside in the territory of the state including nationals, foreign nationals residing on temporary and permanent basis, refugees should have access to registration of vital events regardless of ethnicity, race, sex, language, religious beliefs, political convictions, education level, social and property status and other grounds. Another important value from gender perspective would be that operations of the civil registration system promote gender equality and women’s empowerment and helps to overcome existing gender biases in legislation and policies, administrative practices. For the civil registration system to be gender responsive it is also important that there will be a process of assessment of impact of the rules and procedures to different groups of women and men.
Core activities of the CAR system are as follows:

· customer service – implies receiving and delivering orders to customers – private as well as business customers; even though different sets of people might be delivering these services, they are still considered as a customer service team, which shall follow pre-defined standardised procedures for the service-delivery process. This predominantly implies front-office functions - receiving orders and delivering final products; i.e. the only spot through which the customer shall interact with the CAR system.

· operational decision-making – implies back-office functions essential to provide customer service, i.e. front-office functions. At the operational decision-making stage the system rarely has to interact with its customers, however it plays an essential role in the customer satisfaction process, as front office is merely a channel from and to operational decision-making function; therefore, without operational decision-making function, there would be no customer service delivery process.

· methodological guidance – implies providing instructions to the CAR system internal actors – whoever performs CAR activities in the system, so that everyone applies same practice, is informed about changes/updates in the system and human resources are trained in how the CAR system works.
· Internal control – implies monitoring of the service delivery process to understand challenges, as well as success reached in the course of work by all actors involved in the CAR system.
Supporting activities:
· Outreach and marketing – does not imply marketing in its pure sense, but reaching to customers, informing them about services and terms offered, so that where motivation is needed, in terms of persons, motivation is created by assuring simplicity of service-delivery, while where gaining paid customers – it is a different type of activity, where communication is needed to deliver information about available services to the customers. 

· HR management – essential in sourcing and maintaining human resources, which will work for the system and support its core functions.

· Financial management – essential in ensuring, that all system participants have resources in place, which will enable their functioning – in terms of procurement, in terms of proper financial planning and management. 

· Infrastructure management – essential in ensuring, that customers, as well as service provider employees feel comfortable in the physical environment, which is fit for its purpose.  
· ICT management – essential in ensuring business operations, particularly if the system is electronic – this support activity is one of the key support functions.
Diagram 2. Separation of CAR system activities into core and supporting activities
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Core service to be delivered to the customer from the MoJ point of view – objective of the civil acts registration system 

Core services delivered to customers depend on the type of customers. Above two sets of customers have already been differentiated: persons (natural persons) and organisations (legal persons), which have different types of requests, and therefore differing service delivery needs.

Core services to be delivered to persons (natural persons)

· Registration of 7 types of civil acts

· Changes/amendment/corrections to civil acts records, recover and annulment of civil acts records 
· Issuance/re-issuance of certificates and reference letters
All these services are more or less standardised, the only difference, which may be caused by the extraordinary circumstances, a person has been subjected to. In any other case, all the proposed services are standard and therefore can be enlisted in a pre-defined list of services the system can offer.

Core services delivered to organisations (legal persons) 

Services delivered to organisations is less standardised and can be more diversified, and/or specifically catered by each customer. However, despite all diversities in details, two sets of core activities can still be identified:
· provision of statistics – standardised or non-standardised reliable and timely statistics based on all parameters the system collects information on. One of the key types of services offered to organisations (State – one of the biggest users of this service) is sex-disaggregated vital statistics, including information on live births by sex, age at first marriage by sex, marriage by sex and rank of marriage, divorce by age of spouses, length of marriage, number of dependent children, number of births among women aged 15 to 19, number of births by age of the mother, number of women of reproductive age by age, deaths among children under the age of 1 by sex, deaths among children under the age of 5 by sex, deaths by sex and age, maternal deaths among all deaths of women of reproductive age. Mentioned data will contribute to wide range of policy decisions such as prevention of prenatal sex selection and early marriages, respect of legislation on minimum legal age of marriage, regulation of family relations in the country and how it affect women (i.e. prevalence of informal unions, frequency of re-marriages, divorce rates etc.), analysis of trends in adolescents fertility, early pregnancies and possible impact on health of girls, how it impacts access of girls to education, identification of groups of population with the lowest and highest fertility rates. Civil registration system is also important source of information on maternal mortality rates.

· provision of identity/data verification service – standardised/non-standardised identity verification level, based on the needs and taking into consideration personal data protection issues.

Why is gender aspect important in the civil acts registration process
Vital statistics gathered through civil registration systems helps to assess efforts of the government to reduce maternal mortality rates and assess rate of maternal mortality as a reason of death among women. Usually, most of the reforms of civil registration system focus on births. However, registration of deaths is also important and civil registration system is an important source of vital statistics on deaths. It helps to identify women’s and men life expectancy and assess whether women have the same mortality risks as men. Besides, it also helps to provide information on reasons of death and assess whether women more or less likely than men to die of communicable diseases or other causes of deaths, whether women and men die for the same causes or difference, which cancer is more prevalent among women and men and causes deaths etc. To sum-up well-functioning and effective system of civil registration services, full coverage of women and men, boys and girls with civil registration services provides an important and reliable source of gendered vital statistics that should guide the government in policy decisions on a number of national development plans and achievement of the Sustainable Development Goals (SDGs). 

In Tajikistan, gender disparities among women and men still prevail. Despite developed gender equality legal and policy framework, Tajik society still maintains strong stereotypes on roles of women and men in family, society and the state that impede enjoyment of rights and opportunities established by the law by women on equal basis with men. This also has a strong affect on women’s access to civil registration services. Women in the families, especially of younger age and in less powerful positions (daughters, daughters-in-law) have limited opportunities to make decisions on civil registration matters and allocation of family budgets. Decision on obtaining birth certificates, passports, registration of marriage is decided by senior relatives, usually, by men. Woman (unless she is a single mother) is not allowed to register her child without permission of a man or other senior relative (for instance, mother- or father-in-law). 

In Tatjikistan, most of the marriages are arranged by families and young girls are not able to make decision to register her marriage in civil registration bodies. Thus, in case of divorce or in family relations and decisions on family issues (like purchase of property) women remain vulnerable due to restricted access to legal remedies established by family law as their marriage is not officially registered. All other legal entitlements established by the family law are also not provided to women by default. They needs to go through cumbersome legal procedures to establish paternity of a child, register a child, receive alimony in case of dissolution of such unions and so on. In this respect, civil registration system should include an objective of promoting gender equality and women’s empowerment and ensure equal access of women and men to civil registration services. Registration of birth of a child, marriage and other civil status should not depend on decision of household head. Registration of vital events should be mandatory and both women and men should have a right to apply for registration regardless of decision of head of household or senior relatives. It should be built to ensure that civil registration is gender-responsive and has a capacity to transform through improved service-delivery process existing gender inequalities in relation of registration of vital events.
As it was mentioned above, women do not have a power to make decision of family budgets. Thus, expenditures related to covering costs associated with registration of birth or other vital events are not considered as a priority family expenditures and usually, heads of households or senior relatives in charge of family budget do not want to allocate family budget to cover costs of registration. In this respect, registration of vital events, especially, births is not prioritised by families as important. At the same time, costs for delayed registration of births are much higher compared to timely registration and untimely registration of birth is time-consuming process as there is a need to submit more documents confirming, for instance, absence of birth registration, place of residence etc. As the current challenge to for government is to have full coverage of children with registration one of the objectives of the civil registration system should be, respectively, to ensure full coverage of boys and girls born in marriages, unregistered unions or any other family settings regardless of place of birth (in the medical facility or at home), nationality, ethnicity, religious beliefs of the families with free timely registration of births by civil registration services. Timely registration of births should be completely free, i.e. any fees for additional services or any other fees should be fully lifted. 
Design Brief
Based on points core values, as well as core services, the following design brief was developed for the CAR system:

i. Increase rate of civil acts registration – currently registration of only birth acts shows at least 40 000 unit difference with the data provided by medical statistics. This indicates a clear discrepancy between the actual facts taking place and legal facts being registered. Taking into consideration that timely registration of civil acts is important for maintaining vital statistics in the country, therefore, increasing rate of civil acts registration is an essential task in front of the CAR system; 

ii. Formation of identification system – CAR system acts as a source of identity information provider to other systems – primarily to passport and ID card issuing bodies. Therefore, one of the key priorities of the CAR system shall be the formation of reliable unified, constantly updated and secure database;

iii. Improved quality of data in the system – this priority directly addresses priority ii. Provided above, as without a quality data it will be impossible to feed identity management system with required reliable data. Currently representatives of the CAR system agree, that there are a rather large number of mistakes in the civil acts records, particularly in the acts registered by Jamoats. Understanding that Jamoats register 78-80% of primary birth registrations and 90% of death registrations, therefore it shall be expected that the data quality existing in the system is rather poor and leaves substantial room for improvement;

iv. Timely and precise statistics – one of the key functions of the CAR system is to provide vital statistics to the Republic of Tajikistan. Besides vital statistics, other types of statistical data, dissected from different angles can be an important input for policy level, as well as operational decision-making. Therefore, one of the priorities of the CAR system shall be the provision of timely and precise statistics – timely – as data is relevant for certain time and if delayed loses its importance; precise – as with high margin of error data loses its validity;
v. Customer orientation and access to services – every single citizen of the Republic of Tajikistan, as well as part of aliens and stateless persons, interact with the CAR system at some point in their life. In many instances customers have low motivation on addressing the CAR system and many important facts for the country go unrecorded in the official register. Part of the reason for low motivation is the cost associated with registration, no imminent need observed and poor customer service. Therefore, becoming customer oriented, i.e. directing attention on helping customers to resolve their CAR related problems, rather than turning them back with only legislative clarification, and increasing service accessibility shall support meeting priorities i-iv;

vi. Increase trust in documents issued by the CAR system – the purpose of issuing a certificate based on the civil acts records is to provide a proof of data registered in the system concerning a person. Taking into consideration low level of trust to data maintained in the system, as well as documents currently issued by the system – certificates as well as reference letters, level of verification requests for these documents is rather high, burdening the system with an additional task. Meeting priorities i-v and introducing appropriate systems and procedures shall enable meeting the priority vi, which, besides easing life for customers and document recipients will also remove extra burden from the CAR system.

Diagram 3. Core elements of the design brief
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Proposed service delivery models

The modern world has consented on universal principles of good governance and public service delivery, which have evolved based on practice from different countries and/or attempts made by academia. High consensus from governments, international organisations and experts has been achieved. These concepts include components such as reliability, predictability, accountability, transparency and citizen-orientation, as well as technical and managerial competence, organisational capacity, financial sustainability, etc.
The above-listed principles, as well as other requirements towards public service delivery, are in general relevant for the civil acts registration and related services in the Republic of Tajikistan and shall be taken into consideration when designing the Service Delivery Best Model.
The same time, as overviewed in the design brief, the Republic of Tajikistan faces certain challenges and needs in the field of civil acts registration, which shall form a foundation of the Service delivery Best Models. At the same time there are certain limitations, which derive from social-economic development of the country and which shall also be regarded.
Based on the abovementioned the following two models are proposed:
Model 1 – The  most optimal model – The entire Civil Acts’ Registration System works as one and is powered with an electronic CAR system – The best proposed model;
Model 2 – Optimisation of the existing model – where every participant performs its functions separately, however better coordination allows for comparatively better outcomes for the system.
Alternative models are discussed individually and the discussion follows similar path: descriptive analysis of how the proposed model works, what will be changed form the existing status quo and in relation to the priorities and needs identified, resource identification and a full scale cost-benefit analysis for each alternative.  

Model 1 - the Best proposed model - The entire Civil Acts’ Registration System works as one and is powered with an electronic CAR system

Introduction
The proposed model is based on the belief that e-governance and modern ICT do not represent a luxury resered only for rich and developed countries. Today it is rather the best means to bring a rapid transformation to countries willing to develop their public as well as private sectors and increase access to services for particularly remote and mountainous areas.
Table 1. The proposed best model is based on the following general principles
	Administrative simplification 
	Reduction in administrative procedures to allow for efficiency

	Citizen-oriented service design 
	Services, which are oriented on solving problems citizens have

	A coherent and complete legal framework 
	Legal framework, which is up to date and encompasses all issues to the level of detailing required

	High access to public services
	Equal access and network of front offices, which ensures high availability of services at different levels 

	Service quality assurance 
	Quality of services shall be standard and uniform across all centers

	Continuous development
	CAR services like a living organism shall undergo continuous development to align with the 

	Applicants are informed in writing about decisions 
	All decisions issued by the public servant is done in writing, explaining reasons for the decision in an understandable to an applicant manner 

	Service provision takes into account the needs of special groups of customers
	The system shall take into consideration outlier cases, requiring made-to-measure solutions

	Key principles of good administrative behaviour 
	The legislation on administrative procedures shall be built on the principles: legality, equity, equal treatment, proportionality, lawful exercise of discretion, openness and transparency, impartiality, objectivity and due diligence.  

	Information Integrity and Availability of civil acts records on appropriate level
	Precision in civil acts records is an essential tool for vital planning process performed by the state, identification system and realisation of rights. Thus, the model is based on the principle that civil acts records are available at the level to serve the above-mentioned needs.

	Ensure Data Security of the personal Information
	CAR system affects every single citizen of the Republic of Tajikistan, as well as some stateless persons and aliens, who have temporary/permanent residency in Tajikistan. Therefore, the CAR system is a keeper of critical data in large volumes and ensuring data protection is essential


The proposed main instrument for the Model 1 is an electronic CAR system. More details on the electronic CAR system are provided in the Feasibility Study 1.1, however for the purposes of this study the main elements of the proposed electronic system are enlisted below:

Table 2. Key features for the electronic system of civil acts’ registration 

	Documents in the system shall be born electronically and the system shall have the possibility to attach scanned documents to the electronic records.

	At the moment of creating a record on demand, in any future moment, the system shall allow data comparison/validation with other records in the registry. Data comparison/validation shall be possible with all records in the registry, as well as part of it – regardless of its location.

	The system shall have a capacity to generate notifications and send these to the repository and/or the population registry information system; e.g. notification on assigning personal ID numbers, change of the family name, death of a person and other similar information can be sent to the external system, like passport office.

	The system shall have capability to generate unique identification numbers and/or request such identification from another system, which it will link its activities to.

	The system shall compile an electronic database formed on the basis of electronically born acts and acts digitized in the course of workflow.

	In the process of work, an authorized employee shall have capability to electronically request information from any other unit. Also, it shall be possible to attach information obtained through such a request to the initial request. In the future, such requested information can be used by any authorized person in the system – data inserted and scanned documents shall be searchable in the system.

	The system shall allow for the business process related to the case, to be split between back and front offices; i.e. the system shall allow splitting processes in the manner, where it is clear, where contact with the citizen ends and the work of the decision-making begins. This will allow for citizens to be discharged when all necessary information/documents is collected and decision-making functions of the civil acts registration system is exercised, without making the citizen wait.

	Allocation of cases within back offices shall be possible regardless of organisational subordination of front offices i.e. applications received by front offices can be sent to any back office, regardless of their location and organisational subordination. For example, the system shall allow for the application received by the city of Dushanbe CAR sector front office to be reviewed and decided upon by any other district office in another part of the country.

	The system shall generate a certificate based on an electronic record of a civil act (data import shall be possible) and at the same time, the system shall not allow generating certificate with data which differs from the civil acts record.

	Any activity in the system shall be logged according to users and at any time a user and activity time shall be accessible.

	The system shall allow for the processing of analytical data i.e. performance of employees, data analysis from different angles, including the number of cases and workload.

	The system shall have an interface to electronically requested information from other organisations including from those working on the paper based system – for example: a special portal shall be set up, where information will be uploaded either in a pre-identified electronic form, or through a scanned document.

	The system shall be enabled to electronically receive information (documents) from other organisations (external users), which is also used by the registering office for the civil acts registration. This implies an interface where the source of information directly inputs information – for instance date of birth and/or death and can be shared for medical certificate with the respective body, if the latter has such an electronic system.


Description of the proposed service delivery

The model addresses all challenges currently faced by the CAR system in the Republic of Tajikistan and the same time takes into account future development needs of the system. The model is based on the use of an electronic CAR system as a main tool for its operations. 

Key features of the proposed best model:

i. Work is split between front and back offices – functions performed by front offices are in essence different from functions performed by back office (which requires thorough understanding of the civil acts registration process and thus ensures quality of data inputted in the system). Front offices carry out all activities related to communication with an applicant – receiving applications and supporting documents, handing over ready documents back to applicants; communicating with applicants on issues raised in the case of the workflow. Back offices carry out case review and decision-making process. CAR sector employees are split in front and back office functions, while consular offices and Jamoats provide only front office work – this eliminates the need of skilled and experienced CAR professional in Jamoats and consular offices, currently one of the key challenges to the quality of civil acts registration.
Diagram 4: Fuctional division among participants of the CAR system is provided in the diagram below
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ii. All activities are performed in an electronic form – starting from submitting an application - case review – decision-making – issuance of a final document – where each step of activity can be traced; documents/data available in the system is not requested from an applicant as it can be accessed/requested electronically; 

iii. Territorial restriction is removed – meaning that an applicant can address any front office for any desired CAR service and any front office will be capable of accepting his/her application and issuing a final document; this addresses the issue of access to services;

iv. Birth and death registration take place proactively – medical establishments/personnel are responsible for sending birth and death registration data to the CAR system through electronic exchange;

v. Procedures are optimized, services standardised and terms clarified, meaning that an applicant as well as an system’s employee know exactly what they need to render a service, what is a required fee and when the document will be issues (i.e. terms shall be provided in the following manner: a certificate will be issued on the 10th day from the day of application – not in the manner: a certificate will be issued within 10 days from the day of application);
vi. Electronic CAR database is gradually formed and completed with electronically born records as well as digitized records.

Description of service delivery copmonents
The model implies the existence and the use of an electronic CAR system, which can be accessed by all particpants on the CAR system – CAR offices (including CAR division and CAR sectors), consular offices, and Jamoats, based on different levels of authorisation.
One of the key challenges currently faced by the CAR system is low civil acts’ registration rate as well as poor quality of registered civil acts. Particular areas of difficulty have been identified to be Jamoats and consular services; civil acts registered in Jamoats experience: incompletely or incorrectly filled civil acts records, while information on registrations performed by consular offices is not available due to poor accountability. These challenges undermine the core function the CAR system in the country–maintenance of important records, identity management and provision of vital statistics. When proposing the best model these were the key considerations taken into account. Therefore, ensuring high access to services within the country (at town, region and village level) and outside the country, while the same time ensuring quality of the registered acts and created records was some of the key considerations when designing the service model. 
The proposed model offers a setting, where both – high access to services and quality is ensured. Functions shall be divided between universal front office
 and back office activities. Front office shall be responsible solely for accepting applications and supporting documents and releasing ready decisions and documents to applicants on all services the CAR system offers. At the same time front offices shall be the only contact point, through which the CAR system communications with a citizen (some exceptions may apply). Back office on the other hand is responsible solely for case review and decision-making process – thus separating an applicant and a decision-maker from each other, thus reducing room for “personal arrangements”. This model, therefore proposes separation of functions within the CAR offices – in human resources responsible for front office and back office activities, while the same time proposes removal of all decision-making function from consular offices and Jamoats and tasking them with only front-office functions. 

Diagram 5: Separation of activities into front and back office functions
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What does this solution enable? This solution increases access to services by allowing three types of front offices (CAR sectors, Jamoats and consular offices) to render all services the CAR system can offer (currently different service providers have either by legislation or in practice differing functions and restrictions what services they can render). At the same time as the back-office work (i.e. case review and a decision-making process) is performed by the CAR sector back-office employees – with clear guidelines and knowledge how each type of case shall be dealt with, quality of registration is expected to improve substantially. 

All exchange between a) an applicant and the front office and b) the front and the back office is performed in an electronic form, including submission of scanned supporting documents, which is attached to the case in the system. This allows for tracing all activities performed in the system, thus elilminating grounds for wrong doing. 
One of the key principles proposed by the model is to avoid requesting an application present documents issued by the CAR system. This avoids excessive costs imposed on an applicant, especially for obtaining documents, which might be subject to annulation once an application is successful.
Unified informational system and elimination of territorial subordination

The model proposes universalisation of CAR system offices; i.e. all offices across the country can render similar services to citizens on all issues. Location of the office, place of residence and location of civil acts records has no influence. Addressing one specific office with an application means addressing the entire system, which is obliged to answer a citizen and render services there, where a citizen wishes to receive it. To enable this, electronic CAR system along with a unified electronic CAR database is a core instrument. 
In order to achieve the removal of territorial restrictions, currently in place and thus limiting access to services, it is essential that all CAR territorial bodies are incorporated in a unified information system and exchange information in real time with the central database, i.e. with other units of the system. According to this model all activities are carried out through electronic system and a unified database is formed, which can be used by all units depending on their functions, subject to authorisation based on functions. More specifcally, according to this model, civil acts registration bodies receive applications and render services for any citizen regardless of the place or residence/registration. 
Any citizen of the Republic of Tajikistan will have opportunity to address any territorial office in relation to issues under the CAR competence regardless of where applicant lives. Territorial office will be obliged to receive application and issue a registration certificate even if a respective civil act is registered in another territorial office, regardless of the fact, whether the respective record is kept in the electronic database or no. In case when civil acts record does not exist in electronic form, office which has received an application requests information (civil act record) through electronic program and prints the respective certuifcate.
Universalisation of civil acts registration bodies and issues of territorial subordination can be resolved in the same manner for Jamoats and consular services, as they are incorporated in the same electronic system.
Workflow process in CAR system based on the Model 1
· Receipt of an application
Application on any type of CAR system service is done in writing, specifically application is filled in electronically by a front office operator, which then is printed and signed by an applicant.
 Applicant, or a front office employee will no longer fill in an application manually, thus eliminating mistakes made during handwriting, as well as difficulties in the fututre due to hard to read caligraphy. An operator, through the use of electronic program, will print an informational note indicating an applicant’s identity, date of application and issue/service on which a applicant addresses it for, i.e. a applicant receives a written confirmation (proof) that his/her application has been received.
It is unreasonable to start work on a case only based on an oral application and let customer be on the standby, without giving him/her an opportunity to apply in a written form and receive a respective proof. A customer shall have an opportunity to provide application in a written form and receive a confirmation from the registering body in a written form - a signed information note indicating issue which the applicant has applied for and when he/she is expected to receive answer - that his/her application has been received.
An operator, receiving an application scans documents presented to obtain services and attaches to an application in the electronic program. An operator is responsible to ensure that the copy of a document is a true copy of the original document presented in the course of application registration. Documents presented to obtain services shall be returned to an applicant without a delay, as soon as an application has been submitted.
Received application with attached copies of relevant documents (a case) is automatically transferred from front office to the back office. Electronic system places a case in a queue of ongoing cases and assigns to a user based on workload. 

· Verification of registration data inputted in the electronic system with the records in the database 

A caseworker, prior to making a decision (registration of an act, preparation/printing of a certificate, etc.), checks data on a person avaialble in the electronic system. Data verification implies comparison of presented documents and identification data provided in an application against all existing records in the entire electronic database.
 This action has the following purpose: a) this will streamline prevention of duplications in records related to one persons; b) it will eliminate registration of an act containing different identification data as compared to the already registered data related to a person in an electronic database; c) will streamline revealing inaccuracies and mistakes made in the past.

· Communication with other CAR offices for the purpose of document request, data verification and/or for other similar purposes

Any document, civil acts record or information, which a territorial office needs to carry out its functions and the same time it is stored in the CAR system (in the archive or district unit) shall be requested and received through the electronic program. Caseworker of a CAR office, who requires any type of information/document from another CAR office or an archive, shall open a respective window in the electronic program, where a request is formulated (provides known requisites of a requested document) and in a respective field indicates an addresee office from where he/she needs to receive documents. As a result of such action an electronic request is generated and transferred to an addressee office.

Authorised employee of an office that has received a request on documents/information searches for a relevant document and digitizes the document (civil acts record) – creates a new record in an electronic program, uploads a copy of a document and then, by pressing a respective button confirms to a requestee the fulfillment of a request. If a document cannot be found, he/she makes a remark in an electronic program. 

A record/document requested and digitized through such means becomes a part of an electronic archive and it can be used not only for a specific case, for which the document was digitized, but for any other case if needed.

· Formation of data for civil acts registration, issuance of a certificate and/or for other activities

If a record on a person, towards whom activities (issuance of a document) shall be performed already exists in a unified electronic database, already registered identification data in the electronic database shall be used. This means, that data import form the existing records to a new record shall take place, unless the opposite is defined by a law or a case circumstances clearly indicate, that the existing record is invalid for new actions/documents. When a respective record exists in an electronic database, it is unacceptable to create/issue a document to a person with data, differing from the existing record. 

Once an electronic system is implemented, when a customer addresses CAR offices for a document/certificate and records concerning a person do not exist in an electronic database, CAR offices shall be obliged to digitize records that exist in material/paper form and to issue a certificate only after doing this; i.e. after implementing the electronic system, all old records which will be used in the course of any case shall be digitized and become a part of an electronic archive. 
· Identification of an inconsistency in a pesron’s data/documents during the case work

If in the course of work on a case (civil acts registration, issuance of a certificate, change of a family name and any other action) an inconsistency is discovered in the records related to an applicant, which excludes (makes it suspicious) creation of a document and/or issuance with correct data, a caseworker takes additional measures to clarify the issue; among them begins a communication with an applicant if needed.
If it is defined that issuance of a document/fulfillment of an action requested by an applicant is impossible and requires other actions (for example making a correction in a civil act), office working on a case makes a decision to suspend a case work until the relevant documents are brought to shape.
If correction of data/records is possible without a participation and/or expression of a will by an applicant, the office carries out the respective action, which an applicant is notified on. After corrections have been made, the office resumes the initial application.
If during the case work it is identified that rendering a requested service (issuance of documents) is possible with correct data, but there are certain problems/inconsistencies in other records related to a person, this cannot become a grounds for denying a service provision. CAR body carries out actions requested by an applicant and at the same time initiates actions in order to correct other inconsistencies, on which it notifies an applicant. For example, this is a case, when an adult person addressed a CAR office for a copy of a birth certificate and a CAR employee, after searching in the electronic database discovers a digitized record of a marriage act of an applicant, where data (for example: date of birth) does not coincide with a record in a respective record in a birth act. There is no problem with rendering the requested service (issuance of a birth certificate), however a caseworker learns that other records related to a person are problematic. In such  situations, as already noted, office working on a case issues a requested certificate and at the same time initiates a case to correct all other identified inconsistencies. In a case, where a CAR office discovers an inconsistency and initiates a case, it is recommended that an applicant is not charged a service fee. 

· Communication with an applicant in the course of a case review and upon the case completion (to notify/transfer the outcomes)

Communication with an applicant on issues raised in the course of a case as well as upon the completion of a case, usually is carried out by front office operator. If an employee in charge of a case review (back office) raises issues in the course of a case review and requires comnuication with an application, he/she notifies a front-office employee through an electronic program, who then comunicates with the applicant and reverts outcomes to a case-worker in the back office. Special cases/needs can be defined, when a case worker is allowed to directly contact an applicant and carry out oral or written communication to clarify an issue. 

In any case, regardless of who carries out communication with an applicant, information concerning communication shall be attached to the respective case in an electronic program. With regards to the means of communication with an applicant, it is preferrable to carry out communication in writing. 

· Prohibition of requesting an applicant to provide documents available in the CAR system

Part of information and documents required for services which fall under the copetence of the CAR system is stored in different units of the same system. According to the existing practice, an applicant has to collect and present necessary documents to the CAR office, which requires a substantial effort from him/her (multuple visits to CAR offices, which are substantially distant from their place of residence and payment of a service fee). This reduces access to services, as such activities are hard to perform taking into account costs associated withobtaining documents and mountainous relieph of the Republic of Tajikistan.
According to the proposed model, it shall be prohibited to request from an applicant presentation of a documents stored in the CAR system. CAR office responsible for rendering a service shall be obliged to request documents and information necessary for a case work, which are stored in the CAR system regardess of a fact, how distant territorial offices are from archives, where information is stored. Achiving such an objective will be an easy task in the light of electronic civil acts registration system and requires far less effort/resources from CAR offices as compared to applicants. 

· Terms for services

Service terms shall be precisely defined for each type of service. Specifically, it is desirable that a normative act defines specific terms; for example copy of a birth certificate is issued on the day of application, on the 5th day of application, on the 10th day of application, etc. For services for which due to some reasons setting a specific date is impossible/not advisable, it is desirable to define lower and higher terms of service and not to have a big difference between these two. For example, it can state, that registering the change of a family name and issuance of a respective certificate takes place no earlier than the 20th day and no later than the 30th day from the date of an application. If it is determined that registration shall take place within 30 days, however does not indicate a lower limit, in such cases there is an ample room left for “bargaining” with an applicant, creating grounds for corruption. Defining specific terms and differentiation is also advisable in terms of setting fees for expedited services.

· Division of functions 

Division of functions among employees of district units shall carry the following purpose: a) increase permeability and minimise queus; b) reduction of corruption risks; c) in parallel to the abovementioned 2 purposes prevention of errors shall be achieved and purposeful illegal actions shall be eliminated. 

Taking into consideration the aboveentioned the functions of receiving an application/replying (i.e. front office) and case review or the decision making (i.e. back office) shall be separated; specifically:
Front office functions:

Front office is a unit responsible for communicating with an applicant, which is only responsible for receiving applications and returning answers/documents to applicants.Front office is oriented to receive as many applications as possible in a short period of time and enable elimination of queues; thus, it functions under pre-defined standards operating procedures (SOPs) and is oriented on fulfilling work quickly and without mistakes.
Front office employee receives application (fills in data, verbaly obtained from an applicant in electronic program, prints it and asks an applicant to sign it), scans documents presented by an applicant and attaches them to the application, gives an applicant “memory note” and transfers a case to the back office.
Front office employee is authorised to carry out printing of a reference letter/cetificate based on a decision made by a back office and its transfer to an applicant.

Back office functions:

Main function of back offices is to make a decision - register civil acts based on applications received by an applicant. Back office employees, as a rule, are not in direct communication with an applicant; they receive cases through an electronic program and carry out civil acts registration within the same program.
Back office employees in the course of their casework, have an opportunity to contact and to request any information and documents from other CAR offices through an electronic program.
Prioritisation of cases is based on the pre-defined terms (taking into consideration expedited services). In the queue management a back office employee is assistaed by the relevant function of the electronic system, which controls and manages service terms.
Two aspects of exteritoriality of back offices

Back office, i.e. group of employees who do not directly interact with an applicant, can function and carry out work on any case without any territorial subordination and regardless of organisational affiliation, specifically: a) back office employees review applications made by applicants who addressed a respective front office (where a back office is located); b) back office employees can review any application received by any front office across the country. This model works in the following manner: an applicant residing in any district/town of the Republic of Tajikistan addresses a civil acts registration body most convenient to him/her, based on his/her current location. Application is received by a front-office employee and transferred to back office through an electronic program; i.e. moves an application with the attached documents to the queue of pending cases for the back-office. Applications received through such manner can be allocated not only to a back-office employee from a specific office, but to any back-office employee across the country. Such approach has many positive sides, however the main benefit is a rational/efficient use of human resources. Specifically, it is frequent that one district unit receives a rather large number of applications, employees cannot handle it and terms are violated. At the same time, there are other district units, where there is  less pressure and employees have more free time. The proposed approach makes it possible for an application received by one office to be reviewed by the back-office of another office, take responsibility on registration/decision and upon completion to ensure that a document/answer is printed and communicated to an applicant through the same office, where the latter submitted an application.

In cases of applications received and reviewed in such manner, an applicant does not sign a registered act, at the minimum for the reason, that due to technical reasons a front-office employee who is communicating with an applicant does not have a printed/paper act. Instead of signed act, the electronic program will store a signed application, which is stored both in a material form as well as scanned version attached to the respective case. 

· Physical infrastructure and office space

Division of business proceses between back and front office functions implies the respective internal office planning. Specifically, in order to achieve the core objective of dividing front and back offices is to increase “permeability” and to achieve transparency, it is necessary to organise a respective workspace for employees receiving applications, where all front-office employees sit side-by-side and accept only applications, while back-office employees work in a different space/rooms, where an applicant cannot enter. Usually, a person directly in charge of registering a civil act or making any other decision has not direct contact with an applicant; this communication is ensured by a front-office employee on behalf of the CAR system.

Taking into consideration the existing economic situation it is probable that a substantial remodelling or reconstruction of physical infrastructure will be hard in the coming years. However, there is a possibility of using the existing infrastructure in a different manner; for example, one of the rooms in the currently occupied building by a CAR office can be used for front office (a relatively larger room), where 2-3 employees will be placed (depending on the size of the office and number of applications). 

· The role and cooperation with Jamoats 

Jamoats, like CAR sectors are incorporated in a unified electronic network and have an uninterrupted connection with a unified system. Jamoats carry the function of the CAR system front office, which implies receiving applications from applicants and issuing ready documents, however are not involved in civil acts registration and/or corrections to civil acts.
Principle of work carried out by Jamoats is as follows:

They receive applications on any issue in the copmetence of CAR system. All applications are registered in an electronic program and ransferred to CAR sectors under pre-defined subordination (which may not coincide with the territorial setting). Jamoats do not register any type of act on their own, do not carry out registration of changes and corrections.Only CAR offices carry out work on applications received by CAR offices (registration of an act, correction/change/amendment), after which Jamoats issue certificates and reference letters. Based on registered acts, Jamoats can issue certificates and references, among them copies of certificates.
In cases, when Jamoat receives an application on issuance of a certificate or a reference letter, however the respective record/document cannot be found in the eletcronic database, based on a request from Jamoats (which is also performed through electronic program), CAR sector digitizes the respective record, after which a Jamoat can print and issue a certificate/reference letter.
Such solution of an issue serves the following purposes: a) elimination of mistakes during civil acts registration, as big part of mistakes durin the registration process are made at the Jamoat level, and the CAR system does not have a direct influence on their qualification and responsibilty; b) ensure high permeability and opportunity to receive all CAR services locally, including the issuance of copies of certificates.
In order to carry out these functions, Jamoats need certain equipment and inventory, they shall be equipped with computer, all-in-one printer, internet and a power generator.   

· Communication with consular offices 

Consular offices have a capacity to be the CAR system front office and serve people, who fall under their jurisdiction, with all services the CAR system offers, including the issuance of reference letters and certificates on the basis of acts, which they have not registeed. According to the proposed model, consular offices no more represent civil acts registration bodies, but are rather front offices for the entire CAR system, which means that they can render any CAR related service.
In cases, when consular office receives an application on issuance of a certificate or a reference letter, however the relevant record/document cannot be found in an electronic system, based on the request from the consular office (which also takes place in an electronic form), CAR sectors carry out digitisation of a respective civil acts record, after which the consular office can carry out printing of a civil act and/or issuance of a reference letter.

Consular offices carry out any activity through electronic program and their work is added to the unified electronic database.
· Service fee

Individual services towards which on the one side the public interest is rather high and on the other hands makes applicants even more vulnerable if they do not receive is recommended to be free of charge. This primarily refers to the birth registration and issuance of the birth certificate (the original copy), as well death registration. Free of charge means a service, for which an applicant does not have to pay any fee to obtain a desired result, including for the letterheads or any other related cost.
All other services can still remain for fee (some may even go slightly up) and additional fees may be imposed on expedited services. i.e. fees will change depending on a service (not all, however birth registration will still happen on the same day). It is desirable, that substantial part of fees paid for services remains in the CAR system, which has a critical signifcant for the reforms sustainability.
Imposing a fee is advisable under the following circumstances: 
1) it serves as a means to regulate a queue - those persons will receive an expedited services, who actually need prompt services and are ready to pay a fee for it. Practice of fees for expedited services already exists in some distrcts, however this is done informally and illegally. Thus, this activity will be regulated by the Law, revenues will be directed to the CAR system budget and the system will become transparent;
2) taking into consideration economic situation in the Republic of Tajikistan it is probable that in the short and medium-term perspective the CAR system financing from the central budget will not increase substantially, which poses a certain challenge to the reform’s sustainability. Therefore, it is essential for the CAR system to have funding (increased revenues) from other sources. One of such sources can be a differentiated for services.
· Duty of notification - birth and death registration

One of the main weaknesses of the CAR system in the Republic of Tajikistan is a low level of civil acts registration, which is particularly prominent with  regards to birth and death registration. Statistics in the CAR system substantially differs from the statistics provided for medical reasons (so-called Medstat). This means, that even if a child is born or a person dies in a medical institution and a respective medical certificate is issued, the fact is not necessarily registered by the CAR office, as an authorised person rarely addressed the CAR system until the need to do so is experienced. Annually, the difference between children born in medical institutions and registered by CAR offices shows difference of approximately 40 000 units; registration lags behind the actual facts of birth.
The model proposes switching to "proactive" registration of death and birth facts as compared to the current "reactive" system – where the CAR system awaits for an applicant to address it for registration. This proposal is based on the fact, that the State’s interest in the birth and death registration exceeds a person’s immediate interest in obtaining respective certificates.
 Therefore, notifying the State (filing an application) about the facts with legal significant subject to mandatory registration (birth and death) shall not depend solely on a good will of an applicant. This is particularly so, when motivation/interest of an authorised applicant on filing such notification is not high.
Birth and death or a person is such a natural occurence, that usually medical institutions are key witnesses of this fact. Also in certain cases local government institutions (adinistrative bodies), which are not responsible for the civil acts registration, have information about facts of birth and death. Thus, it is desirable, that medical institutions are obliged by law to notify registration bodies on facts of birth and death. This implies notifications, which is sufficient to carry out a registration and no more requires involvement, i.e. application by a person’s (newborn and/or a deceased) family members.
The proposed model incorporates proactive registration of birth and death acts by medical institutions – which one way or another participate in the process. The model envisages, that the CAR system does not wait for an applicant to approach it for birth or death registrations, but rather to obtain data and consent necessary for the registration from an applicant by a medical institution and to oblige medical institutions to submit data electronically (through an electronic module pre-designed for this function and compatible with the electronic CAR system) on the daily basis to the CAR system back office, which then registers an act.

Diagram 6: How notification system works
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Such component allows for updated and complete statistics in the manner, where medical statistics and vital statistics provided by the CAR system, which is used for by the State Statistics Office show similar figures (with possible minor immaterial differences). 

· Steps in proactive notification system
After a birth of a child a medical institution creates a respective certificate and the same time ensures to obtain an application from a child’s parents on registration of a civil act – i.e. parents provide information on a child’s name/family name and sign an application. Then this document, through the use of a relevant software module
 is electronically sent to the CAR system, which is authorised to register an act without waiting for parents to address it. Parents can address CAR bodies even after several months, upon their will, and obtain a certificate.

This model allows for a medical certificate to be created in an electronic form from the very beginning, with the use of the respective software module and to indicate information, necessary for a civil acts registration in the relevant fields – a child’s name, family name and other information, which might not have been contained by medical certificate only. Medical certificate issued in an electronic form can be signed by an authorised person from a medical institution, as well as by parents through the use of signature pads, if such pads are procured and legislative base developed. Printing and signing a document created in an electronic form is also possible, which will later be scanned and attached in a software. In such cases, the original version of an application will be stored in medical institutions and periodically (at the end of a month, a year) will be transferred to CAR offices. 

The same principle applies to the registration of death, when a person dies in a medical instiution
 or when a medical personnel is called for at the place of death and a respective certificate created. Making this system work for the cases of death registration is easier, as signatures from a diceased person’s family members is not required.

· Formation of a continuously updated unified electronic database

The proposed model allows for a formation of a continuously updated unified electronic database, holding real-time data about civil acts’ registration. As CAR back offices perform registration – changes, corrections, all data is collected in a single database, which is disaggregated in data elements vital for the CAR system and for statistics. The biggest advantage of the electronic CAR database is the opportunity for quick, precise and reports disaggregated from different angles.
Why is this model particularly important in terms of electronic database what other models cannot offer? 

Taking into consideration that the proposed model allows registration almost immediately (or shortly) from the fact-taking place – particularly in terms of birth and death, it allows for a real-time information available and seen to all authorised persons, thus eliminating frauds, duplications and misuse of the system by different stakeholders – be it an applicant or an employee performing an action in the CAR system.

Diagram 7: A model of importance of continuously updated database
(See below)
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· Optimized procedures, standardised services and clarity in terms

What will the proposed model eliminate – in terms of process optimization?

The proposed model will eliminate all non-value adding activities burdening the CAR system employees; specifically:

· taking into consideration that all civil acts are registered in the electronic CAR system and certificates/reference letters/decisions also are issued through the same electronic system, the system will automatically register record and reference numbers, thus reducing the need of manually filling in multiple books; 

· Front office will not have to manually fill in the certificates and issue printed documents, enabled by the system. This removes manual work for the CAR system employees, as well as reduces the number of potential errors/misunderstanding/fraud in the course of handwritten documents;
· Front office employees will only be in charge to receive applications/supporting documents and disuse ready documents/decisions. Thus, an applicant will no more need to wait in the queue until the decision is made or a decision process begins. This eliminates queues and allows more customers to be served in a short period of time.
What the proposed model will change – in terms of service standardisation?

· All car services have a capacity to be standardised and clear procedural guidelines prepared; using an electronic medium further streamlines process standardisation as it limits front office, as well as back-office employee to go through standard steps prior to finalizing the case. Service standardisation is essential for applicants, as they know what to expect every time they approach the front office and thus, they will no more need to cherry-pick from front offices, they know serves better.

Clearly defined service terms

· The proposed model allows for service terms to be defined clearly and monitored in the electronic CAR program to avoid delays and deviations from it. Specifically, how the proposed defined terms differ from the currently existing terms in the system? Currently the Law defines a duration, during which a certain service shall be rendered, which allows for a discretion:
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This model proposes precision in terms and elimination or reduction in discretion to employees – to define terms not for example within 3 months but on the 90th day from the date of application. Such definition of terms allows for the removal of the room for discretion and electronic CAR system enables its clear monitoring – as date of application as the due date for the decision is clearly marked in the system. Such definition of terms also allows for the establishment of expedited services for which the CAR system can charge additional fee and thus channel revenues into the CAR system budget. However, the risk of the CAR system misusing expedited services does exist and shall be mitigated; the terms shall not be unreasonably lengthy so to force citizens apply for expedited services by default.  
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SWOT – for the Model 1
	Strengths 

· Addresses all core challenges the CAR system faces

· Improved access to services for people

· Improved quality of civil acts registration and records

· Increased registration rate for birth and death acts and thus, better statistics

· Speedy service delivery

· Forms readily accessible electronic database

· Tracing of all activities performed in the electronic system

· Reduction of errors/fraud/room for corruption to minimum


	Weaknesses

· Requires substantial initial investment and increases maintenance costs 

· Requires skills currently missing in the CAR system



	Opportunities

· Allows for additional revenue-generating services in the CAR system for financial independence 

· Allows for the development of related services


	Threats

· Requires cooperation and agreement from the side of consular offices and Jamoats on turning into front offices, which may be hard to achieve

· Requires radical changes in operations, which might lack acceptance from within

· Poaching of skilled personnel from private sector


Transition period
Shifting to the electronic system is a radical change for the civil acts registration system in the Republic of Tajikistan. Therefore, a transition period may be required, where participants gradually get incorporated in the system. The easiest to incorporate in the system will be CAR sectors and consular offices, as there is some basic infrastructure (network infrastructure) to support the system work. Jamoats will be hardest to incorporate taking into consideration the fact, that there is a limited internet infrastructure, one of the main enabling factors required for the work of the CAR electronic system – the main tool for the proposed model. Therefore, in the transition period, until the enternet access for all Jamoats is resolved, they can work in the electronic system in the off-line regime, periodically updating unified electronic database. This proposition envolves multiple levels of solutions – from procedures to policy documents (in particular regarding data security and personal data protection) to enable the appropriate work of the system. 
How the proposed model respond to the Design Brief:

	Design brief component
	The extent to which the Model 1 addresses it

	Increase rate of civil acts registration
	Proposed proactive notification of death and birth is expected to increase the rate of civil acts registration subsantially and reduce the gap between statistics provided by Medstat and CAR statistics

	Formation of identification system
	The proposed model allows for precise, valid and complete unified identification data, which is a foundation for the formation of identification system; Thus, the proposed model fully responds to this component

	Improved quality of data in the system
	Data quality will be to the maximum possible rate due to elimination of duplications, fraud and external intrusion in the system

	Timely and precise statistics
	Statistics can be generated in real time, as the system works in the online regime, allowing for the database to be updated immediately. With regards to the precision, it is dependent on the exection and case of appropriate execution the I Model offers the maximum precision possible in the system

	Customer orientation and access to services
	The proposed model takes into consideration customer needs from the outset and thus customer orientation is in its core. Access to services will be increased through removal of territorial restrictions, universalisation of front offices

	Increase trust in documents issued by the CAR system
	Precision of data in the system and lack of opportunity to print a document outside the system will ensure the increased trust in the documents issued by the CAR system.


Cost-Benefit Analysis - Model 1 
Cost-benefit analysis (CBA) for the I Model is closely linked to the CBA presented for the electronic system in the Feasibility Study 1.1. As the proposed I Model of the Feasibility Study 1.2 is based on an electronic CAR system as its main instrument, risks, costs and benefits associated with the electronic system remains the same. However taking into consideration that the I Model is a comprehensive approach towards service delivery, using the electronic CAR system as its main instrument, additional costs and benefits associated with the proposed solution are provided in this cost-benefit analysis along with costs and benefits associated with the electronic CAR system. 
Risk analysis of the I Model 

This part provides assessment of risks associated with the proposed alternative, means of mitigating them, so that benefits of the system can be evaluated against the risks and the cost of mitigating actions.

The table provides risk analysis through four means:

Risk Category – broad category, including risks in the category

Description – a brief outline of the risk category and the risk within the category

Consequence and likelihood – provides assessment of potential consequences if the adverse situation happens and likelihood of the adverse situation occurring

Mitigation strategy – lists actions undertaken in advance and during the adverse situation, to deal with the consequences.  

Table 7 Risk matrix for the proposed I Model 
	Risk Category
	Description
	Consequence and Likelihood
	Mitigation Strategy

	Operational risks – all risks which are associated with the effective daily operation of the I Model

	Interruption in electronic services 
	Interruption caused by the system failure, halting the service provision process in one unit or across the country
	Consequence: impossibility to register civil acts immediately, thus resulting in delayed registration or reduction of registration due to the loss of motivation (unless the registration is in the immediate interest of the person involved)


Likelihood: high, as any electronic system is prone to temporary shutdowns or failures
	1. Adequate capacity planning in the design process to allow simultaneous work of multiple users in the system to avoid system overload

2. Setting up a qualified monitoring and IT help-desk, to promptly respond to any temporary failure and operatively resolve the situation

3. Turning the civil acts registration system into a proactive registry of civil acts, thus allowing for proactive registration of delayed civil acts (due to any reason, among them due to system failure)

	CAR service providers employees fail to adhere their new front-office and back-office roles
	No adherence to the front-office and back-office roles increase risks of wrong advice been given to an applicant, thus resulting in customer discontent
	Consequence: moderate, as such an advice cannot affect the civil acts’ registration process

Likelihood: high – at the initial stage and reducing over time, as initially system employees will be more prone to continuously prove that they know the system well, however over time it is expected that they will get accustomed to their respective roles 
	Training and monitoring of employees and incorporating an applicant feedback mechanism to identify areas of intervention



	Lack of qualified human resources in the civil acts registration system
	Lack of qualified human resources directly involved in the civil acts registration process 
	Consequence: severe, as inappropriately registered civil acts, thus allowing for large numbers of errors in the electronic system

Likelihood: medium, as civil acts registration system requires experience, which is existent in the system and key personnel turnover in the registering offices is rather low
	1. Electronic system is designed in such a way to reduce the possibility of errors, to minimise required fields, automatically fill in certain information, thus reducing possibility of errors in certain aspects

2. Continuous training of employees is established in the system, to allow qualification of the employees to be at a reasonable level

	Lack of technical skills and integrity among medical personnel 
	Medical personnel and medical institutions are expected to play a crucial role in the increased rate and improved quality of birth and death registrations; however lack of qualification and integrity can adversely affect the process
	Consequence: severe, as one of the key features of the proposed model and the reform is proactive registration of birth and death facts and it is also one of the priorities of the system, to reduce the gap between registrations and data from medical statistics

Likelihood: high initially, reducing over time, as initially it will be hard to accustom medical personnel to engage in the registration process, as well as to remove the lure of issuing fraudulent documents, however expected to subside over time, as practice is developed and cases are created
	1. Training of medical personnel, to ensure they know their role, responsibility and the use of their respective application

2. Sufficient executive mechanisms in the legislation, to ensure that medical personnel have motivation to abide to the rules.

	CAR system employees fail to adhere their new front-office and back-office roles
	No adherence to the front-office and back-office roles increase risks of wrong advice been given to an applicant, thus resulting in customer discontent
	Consequence: moderate, as such an advice cannot affect the civil acts’ registration process

Likelihood: high – at the initial stage and reducing over time, as initially system employees will be more prone to continuously prove that they know the system well, however over time it is expected that they will get accustomed to their respective roles 
	1. Training and monitoring of employees and incorporating an applicant feedback mechanism to identify areas of intervention

2. Ensuring, that there are substantial software safeguards available, not to allow a front office incorrect verbal advice to an applicant is not translated into a respective action in the electronic system

	Maintenance/increase of frauds and duplications due to the removed territorial restriction
	Applicants misuse territorial restriction and double-register their data in the system and/or register wrong data
	Consequence: severe, as a main value proposition of this model is increased precision in databases and trust towards documents issued by the CAR system

Likelihood: low, as the system from the beginning implies constantly updated database with information registered/stored elsewhere is accessible rapidly from any spot, as well as high availability, meaning that time, when the system may be down, and data (updated) not accessible will be extremely low
	1. Appropriate safeguard mechanisms are in place with regards to software and hardware to ensure, that the system is continuously up to date 

2. High availability of the system is ensured, thus making system’s temporary failure rather short and rare, without a material effect on the system validity 

	The Ministry of Justice and the Ministry of Foreign Affairs fail to agree on the new roles
	Under the proposed model Consular offices are expected to play the role of front-office only, requiring agreement between the two ministries on this division of function; if they fail to agree and Consular offices continue their work as usual, it can damage the system by creating two independent systems of registration 
	Consequence: moderate, as a rather large number of persons from the Republic of Tajikistan reside outside the country and require help from Consular offices for their CAR related services; thus, if they are not engaged, there is a risk of a parallel system, risking the system’s legitimacy   

Likelihood: low, as a high level agreement among the government members is expected prior to the commencement of the reform 
	Discuss all potential risks with stakeholders from very early days and agree on the terms of reference



	The Ministry of Justice and the Ministry of Health fail to agree on the new roles
	According to the proposed model, the Medical institutions/personnel gain a substantial role and responsibility in the CAR process and if the agreement is not reached at the adequate level, operations and one of the key features of the proposed I Model – proactive registration of birth and death facts will be disrupted 
	Consequence: severe, as proactive registration is an essential tool to ensure high rate of registration of birth and death facts and precision in vital statistics

Likelihood: low, as a high level agreement among the government members is expected prior to the commencement of the reform 
	Discuss all potential risks with stakeholders from very early days and agree on the terms of reference



	Lack of qualified human resources in the field of IT maintenance
	Lack of qualified human resources dealing with the system maintenance, bug and failure fixing in the timely manner


	Consequence: severe, as it may result in lengthy systems interruption, thus reducing functionality and trust towards the electronic system of civil acts registration

Likelihood: medium, as the system is expected to be developed locally, equipping human resources with skills for its future maintenance. 
	1. Preparation of IT maintenance human resources early in the system design and development stage

2. Continuous training of human resources 



	Lack of supporting legislation causes problems in the system
	Even though the proposed II Model does not imply radical change, proposed optimisation will require legislative changes; if the changes in legislation do not follow, there is the risk of optimised model being halted  
	Consequence: moderate, as it will cause delays in reforms implementation and optimisation

Likelihood: moderate, as legislative changes are sometimes hard to push forward in the same pace, as operational activities  
	1. Start working on the draft amendments to legislation from the early days of the reform, so that by the time the reform is implemented, legislation is in place; engage key decision-makers in the process, to ensure that they are informed and support is in place

2. Include only key principles in legislation and leave details to the instructions, so that no major legislative changes are required during the fine-tuning stage.  

	The system does not envisage certain situations
	There are exceptional cases in the civil acts registration process, which cannot be registered
	Consequence: low, as such cases will be a rare occurrence with small and its impact on the work of the entire system and the well-being of the civil acts registry is expected to be low 

Likelihood: low, as experience of the civil acts registration system will be regarded in the system design process
	1. In the system design process to look at ordinary case flow, as well as outlier cases

2. Have operational IT team in place, which will intervene in the system to resolve situations related to outlier cases

	Inadequate hardware
	Lack of appropriate hardware distorts the registration process
	Consequence: medium, as almost every registration office is expected to have more than one computer in place, allowing for customers to be directed to another workstation if one of them fails.

Likelihood: low, in the initial stage, as equipment is expected to be new and increasing over time
	1. Carefully designing minimum technical requirements of the hardware involved in the system

2. Training for employees on handling the hardware, to avoid damage caused by inappropriate handling

3. Adequate warranty system on hardware and allowing prompt reaction to any damaged hardware

	Subordination related risks
	Double subordination and the lack of division in accountability causing the interruptions in operation
	Consequence: moderate, due to the low uptake of the system use, as part of system participants are not subordinated to the business owner 

Likelihood: moderate, as it shall be in the interest of regional offices to implement the project for the efficiency reasons
	1. Engaging all participants of the system in the process and in the trainings

2. Demonstrate system benefits for all process participants

	Asset ownership risk
	Risk related to asset ownership, which affects system operation – in particular for assets, which form the core to the electronic system - hardware
	Consequence: low, due to the fact that the asset belonging does not affect the process. 

Likelihood: moderate, as assets involved in the process are going to be utilised for various reasons and can turn into an issue for discussion, unless it is decided at early stages under whose ownership the assets are and who is responsible for their management 
	1. Clear asset division from an early stage regardless of who has paid for it

2. Clear agreement on asset management – in particular hardware service, from the beginning of the implementation

	Software risks – risks associated with the effective use of the proposed electronic system software

	Inappropriate software design
	Software design does not respond to the current and emerging needs of the civil acts registration system
	Consequences: severe, as inadequate software design will make the software useless and reduce the trust towards electronic system substantially.
Likelihood: moderate, as the business owner (the civil acts registration system) does not have clear information about business processes, challenges and outlier cases of the system 
	1. Rigorous design validation process with stakeholders to allow for the early detection of possible shortcomings of the proposed design

2. Flexible system design, to allow for relatively easy changes if required

3. Involvement of business owner early on in the design process

	Inappropriate software development
	Execution of the software development does not correspond to the design and/or its functionality is inadequate 
	Consequences: low, as the system will not be considered finalized until the test-phase is successfully passed, allowing for its re-development 

Likelihood: moderate, as developing such a system requires qualified and experienced IT human resources, which are difficult to source in the local market
	1. Safeguards in the contracting phase, clearly defining when the development task is considered to be completed, as well as guarantee of the changes, if the development-side shortcomings are detected

2. Peer validation of code and the system at different stages of the development

	Introduction of new processes, distorting the system
	Introducing new processes, procedures and products, which are impossible to be integrated in the system and thus, require either re-developing the system, introducing additional system or having part of operations paper-based and another part paper-based
	Consequences: severe, as re-developing and adding a new system is a costly activity, while having part of operations paper-based makes the system ineffective 

Likelihood: low, as the initial system will already envisage all core activities of the civil acts registration system, thus additional processes are expected to be the variation of the existing processes 
	1. Flexible design, allowing for the system expansion horizontally and vertically

2. Initial design created in the forward-looking manner, envisaging short and medium-term development needs of the system

	Issues related to the software sustainability
	Problems with licensing and system, used for the software development, creating additional cost/technical burden once the initial development phase is over
	Consequences: severe, as high licensing costs or software, created on the closed code system can result in the need of rewriting the system 

Likelihood: low, as information about license and system specification will be known in advance 
	Carefully designing the contract requirements, setting out clear criteria for licenses and open-source system used for the development process



	Issues related to the software interoperability
	Software is designed in a manner and on a platform, which makes it incompatible with other systems, in particular module created for medical institutions for the proactive registration, requiring exchange of information
	Consequences: severe, as electronic system implies not only electronic registration of information, but also provision of services and exchange of data with other systems

Likelihood: low, as the design process will take possibility of compatibility with other systems into consideration
	1. Carefully design the system’s interoperability with other systems

2. Involving key stakeholders from the early stage of system design and validation

	Risks associated to the enabling environment

	Political risks

	Lack of political will
	Low political will, particularly at the early stages of the reform towards the implementation of the electronic system causing problems/interruption of the system development and implementation
	Consequences: severe, as pushing forward the implementation of electronic system – entailing multiple, including legislative changes, among others. 

Likelihood: moderate, as no clear-cut political will can be observed towards the reform in general, let alone electronic system.
	1. Obtain approval at the highest possible political level on the proposed electronic alternative



	Political instability
	Political instability, harming the implementation of the system, or operation of the system after its implementation
	Consequences: moderate, temporary/lengthy halt in operations or the systems in implementation

Likelihood: low, as the final years have been rather stable and no indication of serious political instability is present 
	1. Careful monitoring of the political situation in the country and early alert mechanisms in place to be able to take preventive measures



	Lack of acceptance and cooperation from the Ministry of Healthcare
	The Ministry of Healthcare does not cooperate at an appropriate level, in terms of making sure proactive notification of birth/death facts, causing one of the main novelties to the system –proactive registration of birth and death facts to fail
	Consequence: severe as one of the main and the most effective drivers of increase in civil acts registration rates proposed by the model is proactive registration

Likelihood: low, as it is expected, that there will be a high-level agreement in the government on this matter and an adequate monitoring mechanism will be available in place prior to rolling it out 
	1. Engaging all participants – in particular from the Ministry of Healthcare and the MoJ in the discussion and design as early as possible, which will allow to discuss all concerns, agree on the most optimal mode of operation

2. Demonstrate benefits and the importance of proactive registration to both parties

	Utilities related risks

	Sustained lack of electricity supply for a lengthy period
	Lengthy period without electricity will halt the work of the electronic system of civil acts registration, as its work is highly dependent on the electricity
	Consequences: severe, as without electricity the system will not be able to operate

Likelihood: high, as electricity cuts are common across Tajikistan, with the varying degrees among regions
	Equip all offices (according to the needs and situation assessment) with electric generators to ensure stability in the supply



	Lack of adequate internet connection
	Inadequate internet connection hindering the data transmission
	Consequences: moderate, as system should be designed in the manner to exchange data as soon as connection is re-established

Likelihood: moderate, as internet connectivity problems are common in the Republic of Tajikistan
	1. Design system in the manner to exchange information in the delayed manner if the connection breaks

2. Ensure availability of the best possible available internet by regions 


Financial planning

This part provides for out of pocket costs for three years related to the implementation of the I Model of service delivery in civil acts registration. It shall be noted, that a substantial part of the financial projections for this I Model is taken from the Feasibility Study 1.1 as the core element of this Model represents electronic CAR system for which the incremental costs have been calculated for the purposes of the Feasibility Study 1.1. It shall also be noted, that the financial planning does not provide information about the total budgeted expenses for the civil acts registration system, but rather projections on incremental expenses and investments needed to make the model work during the three years from the date of its commencement. Estimates also exclude supplies, which might be needed – printing papers, cartridges, etc. Estimates have been made for three years, as this is the optimal time for launching the system to fine-tune it. Expenses provided for the year three mainly reflect incremental costs for running the new Model.

It shall also be noted, that quotes provided in the reforms budget reflect information provided by the Ministry of Justice and its structural units in the course of the study, as well as market prices for hardware and service procurement related to the electronic system development. It shall also be noted that the proposed Model requires support to medical institutions as well as consular offices, thus incremental costs associated with them is also provided in these projections. 
Key assumptions made during the financial analysis follow:

· Estimates are made for the three-year period, critical for system development and implementation into practice however does not span for longer than the period. Though taking into consideration that software will require further development over time, at least the maintenance team will be required for sustaining the going concern. Equipment will also require replacement over time and the proposed equipment lifespan is mainly considered to be active for 3-5 years after its instalment. 

· When estimating salaries for developing the electronic system of civil acts registration, competitive rates were taken regarding the fact that it requires highly skilled human resources which, unless adequate rates are offered, will not result in competent staff agreeing to work on the system’s development.

· Equipment, software and maintenance costs of the module for the proactive registration within health institutions in the initial stage is acquired and maintained by the Ministry of Justice
 
· Taking into consideration that estimates have been made based on competitive rates. Equipment prices reflect international prices for standardized equipment, thus substantial fluctuations have not been taken into consideration;

· Estimates have been made in the USD, as a major part of funding is expected to come from donors, where denominated in foreign currency and thus eliminating fluctuations in local currency.

· Refinancing rate of the National Bank of Tajikistan has been applied for discounting the total cost of the project, which stands at 11%

FINANCIAL PLANNING – 3 YEARS

Table 8: Estimates with regards to the development of the electronic system in the US Dollars follow:

	Description
	 

	Salary
	 $1,497,000.00

	IT Equipment
	 $3,772,500.00

	Trainings
	 $740,480.00 

	 
	 

	 
	 $6,009,980.00


These estimates cover the period of three years, during which the system will be developed, offices equipped and trainings of employees carried out. The hardware and licenses (estimates are provided for only three years) will require periodic update, which is not included in the estimate. The estimates do not include cost of supplies – papers, printer cartridges, as well as the cost of internet and mobile vehicle solutions.
 Cost estimates do not reflect current list prices, but are rather based on negotiation experience with vendors and price offers, which can be achieved discussing projects of such extent. However, exact prices can only be defined, once the final decision is made on the exact model and equipment.

Table 9 Financial projections for electronic system developing software

	Name
	
	 
	 
	 
	 
	 
	 
	Year
	 
	 
	 

	 Human resources
	 
	H1/Y1
	H2/Y1
	Per Annum
	H1/Y2
	H2/Y2
	Per Annum
	H1/Y3
	H2/Y3
	Per Annum
	 

	ICT Project Manager
	 $2,000.00 
	1
	1
	$24,000.00 
	1
	1
	 $24,000.00 
	1
	1
	 $24,000.00 
	 

	Business Analytics Team
	 $1,500.00 
	2
	2
	 $36,000.00 
	2
	2
	 $36,000.00 
	1
	1
	 $18,000.00 
	 

	Solution Architects Team
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Infrastructure Architect
	 $2,500.00 
	 
	1
	 $15,000.00 
	1
	 
	 $15,000.00 
	 
	 
	 
	 

	Network Architect
	 $2,000.00 
	 
	1
	 $12,000.00 
	1
	 
	 $12,000.00 
	 
	 
	 
	 

	Software Architect
	 $2,500.00 
	 
	1
	 $15,000.00 
	1
	1
	 $30,000.00 
	1
	 
	 $15,000.00 
	 

	Developers Team 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	Senior Developer Team
	 $2,000.00 
	 
	2
	 $24,000.00 
	2
	2
	 $48,000.00 
	1
	1
	 $24,000.00 
	 

	Junior Developer Team
	 $1,500.00 
	 
	3
	 $27,000.00 
	3
	3
	 $54,000.00 
	2
	1
	 $27,000.00 
	 

	Software Tester
	 $1,500.00 
	 
	 
	 
	2
	2
	 $36,000.00 
	1
	1
	 $18,000.00 
	 

	Documentation Writer
	 $1,000.00 
	 
	 
	 
	 
	1
	 $6,000.00 
	1
	1
	 $12,000.00 
	 

	Operation Manager
	 $2,000.00 
	 
	 
	 
	 
	1
	 $12,000.00 
	1
	1
	 $24,000.00 
	 

	Administrators Team
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	System Administrator
	 $1,500.00 
	 
	 
	 
	 
	2
	 $18,000.00 
	2
	2
	 $36,000.00 
	 

	Infrastructure Admin
	 $1,500.00 
	 
	 
	 
	 
	1
	 $9,000.00 
	1
	1
	 $18,000.00 
	 

	DBA Admin
	 $2,000.00 
	 
	 
	 
	 
	1
	 $12,000.00 
	1
	1
	 $24,000.00 
	 

	Network Admin
	 $1,500.00 
	 
	 
	 
	 
	2
	 $18,000.00 
	2
	2
	 $36,000.00 
	 

	Support Team
	 $1,000.00 
	 
	 
	 
	 
	10
	 $60,000.00 
	15
	15
	 $180,000.00 
	 

	Security Team
	 $2,000.00 
	 
	1
	 $12,000.00 
	1
	4
	 $48,000.00 
	3
	3
	 $72,000.00 
	 

	Project Manager
	 $2,500.00 
	1
	1
	 $30,000.00 
	1
	1
	 $30,000.00 
	1
	1
	 $30,000.00 
	 

	Business Architect
	 $2,500.00 
	2
	2
	 $60,000.00 
	
	 
	 
	 
	 
	 
	 

	Lawyers
	 $1,500.00 
	2
	2
	 $36,000.00 
	 
	1
	 $9,000.00 
	1
	 
	 $9,000.00 
	 

	Trainers
	 $1,000.00 
	 
	 
	 
	4
	8
	 $72,000.00 
	4
	2
	 $36,000.00 
	 

	TOT Team
	 $1,500.00 
	 
	2
	 $18,000.00 
	2
	2
	 $36,000.00 
	 
	 
	 
	 

	Total cost for salaries
	 
	 
	 
	 $309,000.00 
	 
	 
	 $585,000.00 
	 
	 
	 $603,000.00 
	 

	Hardware
	 
	 
	 
	 $1,915,000.00 
	 
	 
	 $1,857,500.00 
	 
	 
	 
	 

	Training
	 
	 
	 
	 
	 
	 
	 $370,240.00 
	 
	 
	 $370,240.00 
	 

	Total cash flow per year
	 
	 
	 
	 $2,224,000.00 
	 
	 
	 $2,812,740.00 
	 
	 
	 $973,240.00 
	 $6,009,980.00

	Discount factor at 11%
	 
	 
	 
	 
	 
	 
	0.901
	 
	 
	0.812
	Total

	Present Value of the Cash Flows expected for the three years of project implementation
	 
	 
	 
	 $2,224,000.00 
	 
	 
	 $2,534,278.74 
	 
	 
	 $790,270.88 
	 $5,548,549.62 


Table 10: Details of hardware projections
 

	Datacentre
	 
	 
	 
	 
	 

	Hardware
	 
	 
	 $800,000.00 
	 
	 

	Blade Enclosures x2, Power Servers x12, SAN Storage 6 TB (fast SSD and regular SAS Storage), Type Backup 24 TB 
	 
	 
	 

	Rack Kites, Power Kits, Cables
	 
	 
	 
	 
	 

	Networks (Switches. Routers firewalls)
	 
	 
	 $180,000.00 
	 
	(With "Jamoat" Considerations)

	SAN Switches, Network Switches, Routers, Firewalls
	 
	 
	 
	 
	 

	Uninterrupted Power
	 
	 
	 $80,000.00 
	 
	 

	4x 10 KWA UPS (N+1)
	 
	 
	 
	 $50,000.00 
	 

	Power Generator for Datacentre (Including Building and Cabling)
	 
	 
	 
	 $30,000.00 
	 

	Software Datacentre
	 
	 
	 $600,000.00 
	 
	3 Year coverage license

	Virtualization Licenses, Clustering Licenses, Backup, DBMS, Operation Systems, Antivirus, Hardware and Infrastructure Monitoring Software, Operation Management Software
	 
	 
	 

	Datacentre Room
	 
	 
	 $80,000.00 
	 
	 

	Datacentre Room, Refurbish, Cabling, Securing
	 
	 
	 
	 $50,000.00 
	 

	Datacentre Cooling (Based on particular solution)
	 
	 
	 
	 $30,000.00 
	 

	 
	 
	 
	 $1,740,000.00 
	 
	 $1,740,000.00 

	IT Team Equipment
	 
	 
	 
	 
	 

	 
	qt
	Unit Price
	Total
	 
	 

	Workstations for IT Team
	24
	 $3,500.00 
	 $84,000.00 
	 
	 

	IT Team Software
	 
	 $50,000.00 
	 
	 

	Developer Tools, Collaboration Tool e.g. JIRA, Business Analytics tools
	 
	 
	 
	 
	 

	Office Equipment
	
	
	 $11,000.00 
	 
	 

	All in one (Printer, Scanner)
	5
	 $900.00 
	
	 $4,500.00 
	 

	Internal Network
	 
	 $2,000.00 
	
	 $2,000.00 
	 

	Other Staff
	 
	 $3,000.00 
	 
	 $4,500.00 
	 

	Power Generator for development office
	 
	 
	 $10,000.00 
	 
	 

	Other Office Cost for 3 Year
	 
	 
	 $20,000.00 
	 
	 

	 
	 
	 
	 $175,000.00 
	 
	 $175,000.00 

	Territorial Offices Equipment
	 
	 
	 
	 
	 

	Personal Computers
	251
	 $400.00 
	 $100,400.00 
	 
	 

	All in One (Printers, Scanner, Copier)
	150
	 $350.00 
	 $52,500.00 
	 
	 

	Network Equipment (Switches)
	 
	 
	 
	 
	 

	Wi-Fi Switches, DSL Router, 4G Modem
	74
	 $200.00 
	 $14,800.00 
	 
	 

	Power
	 
	 
	 
	 
	 

	UPS
	251
	 $150.00 
	 $37,650.00 
	 
	 

	Power Generator
	74
	 $600.00 
	 $44,400.00 
	 
	(Allowing to Printing)

	 
	 
	 
	 $249,750.00 
	 
	 $249,750.00 

	Jamoats Offices Equipment
	 
	 
	 
	 
	 

	Personal Computers
	405
	 $400.00 
	 $162,000.00 
	 
	 

	All in One (Printers, Scanner, Copier)
	405
	 $350.00 
	 $141,750.00 
	 
	 

	Network Equipment (Switches)
	 
	 
	 
	 
	 

	Wi-Fi Switches, DSL Router, 4G Modem
	405
	 $200.00 
	 $81,000.00 
	 
	 

	Power
	 
	 
	 
	 
	 

	UPS
	405
	 $150.00 
	 $60,750.00 
	 
	 

	Power Generator
	405
	 $600.00 
	 $243,000.00 
	 
	 

	 
	 
	 
	 $688,500.00 
	 
	 $688,500.00 

	Consular Offices Equipment
	 
	 
	 
	 
	 

	Personal Computers
	18
	 $400.00 
	 $7,200.00 
	 
	 

	All in One (Printers, Scanner, Copier)
	18
	 $350.00 
	 $6,300.00 
	 
	 

	 
	 
	 
	 $13,500.00 
	 
	 $13,500.00 

	Equipment for Medical Institutions
	
	
	
	
	

	Tablets with pen
 (with SIM card)
	2905
	$300.00
	$871,500.00
	
	

	
	
	
	
	
	$871,500.00

	Training Room Facility
	 
	 
	 
	 
	 

	Personal Computers
	40
	 $400.00 
	 $16,000.00 
	 
	 

	All in One (Printers, Scanner, Copier)
	5
	 $350.00 
	 $1,750.00 
	 
	 

	Network
	 
	 
	 $2,000.00 
	 
	 

	Projector and Screens
	 
	 
	 $2,000.00 
	 
	 

	Other Office Cost
	 
	 
	 $5,000.00 
	 
	 

	UPS
	40
	 $150.00 
	 $6,000.00 
	 
	 

	Power Generator
	1
	 $1,500.00 
	 $1,500.00 
	 
	 

	 
	 
	 
	 $34,250.00 
	 
	 $34,250.00 

	 
	 
	 
	 
	Total Sum:
	 $3,772,500.00 


Table 11: details on trainings projections for the CAR system employees
	 
	 
	Jamoat
	Consular
	Territorial (x2)
	Total
	 

	Basic IT Training
	 
	405
	18
	351
	774
	1 Week

	System Trainings
	 
	405
	18
	351
	774
	2 Day

	 
	 
	 
	 
	 
	 
	 

	Person Per Group
	 
	10
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	Total Training
	 
	77
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	Training should be done during Month
	 
	 
	6
	 
	 
	 

	 
	 
	 
	Days
	 
	 
	 

	 
	Hotel
	 $60.00 
	7
	 $420.00 
	 
	 

	 
	Travel
	 $50.00 
	 
	 $50.00 
	 
	 

	 
	DSA
	 $40.00 
	7
	 $280.00 
	 
	 

	 
	Materials
	 $20.00 
	 
	 $20.00 
	Qt
	 

	 
	 
	 
	 
	 $770.00 
	774
	 $595,980.00 


Table 12: details on trainings projections for the medical personnel on the use of proactive notification module

	Regions                                                                                            Number of Medical Institutions by types   
	Dushanbe
	Sughd
	Khatlon
	GBAO
	RRS

	Total

	Maternity houses
	3
	3
	2
	1
	 
	9

	Health points
	16
	350
	698
	165
	482
	1711

	Village health centres (in Jamoats)
	 
	217
	344
	48
	208
	817

	District health centres
	 
	16
	22
	7
	10
	55

	Town health centres
	14
	22
	10
	1
	14
	61

	Regional hospitals
	 
	60
	19
	18
	31
	128

	"Nomernie" District hospitals
	 
	2
	54
	1
	7
	64

	Central district hospitals
	 
	13
	24
	7
	10
	54

	Oblast hospitals
	 
	2
	3
	1
	 
	6

	Total
	33
	685
	1176
	249
	762
	2905

	 
	 
	 
	 
	 
	 
	 

	Trainings with the duration of 1.5 full business day carried out locally and participating one person per institution

	 
	 
	 
	 
	 
	 

	Number of groups at the condition 10 person per group 
	3
	68
	117
	25
	76
	290

	Cost per training $500
	$1,500.00
	$34,000.00
	$58,500.00
	$12,500.00
	$38,000.00
	$144,500.00

	Mean cost per person
	45.45
	49.64
	49.74
	50.20
	49.87
	49.74


Out of pocket costs for implementing the system for three years rounds up to: 6,009,980 USD the present value of which at 11% discount rate makes up to 5,548,549.62 USD.

Asset acquisition:

Of this amount, 3,772,500 USD is the amount of investment in equipment for the system:

The equipment acquisition is planned in year 1 and year 2. Year one envisages procurement of necessary hardware for the development process – datacentre equipment as well as IT team hardware and software. Year 2 envisages procurement of hardware for employees of the civil acts registration system as well as medical  institutions as this is the year when the piloting of the electronic system and trainings are envisaged, i.e. period, when there will be the need of such hardware. Procurement of hardware for the employees shall be avoided in year 1, as they will depreciate without their actual use during the first year. Equipment for the CAR system employees mainly involves computers, network equipment, all-in-one printers and generators, while for medical institutions it envisages acquisition of tablets with pens, enabling signature on an electronic document. The decision to equip medical institutions with a tablet with pen was made based on the efficiency considerations; offering computers would entail higher costs. 

Estimates do not include reserve hardware for cases of malfunctioning, as it bears risk of obsolescence and is a rather inefficient use of financial resources. However, it is recommended that procurement contract terms include rapid response mechanisms for faulty equipment (replacement/fixing) within 24 hours to allow for uninterrupted services.  

Software development and maintenance

 1,497,000 is the amount for system development and maintenance

These costs cover expenses related to the ICT project team, as well as the in-house maintenance team, which shall continue system maintenance and support after the initial development process. These costs span throughout the three years, for which the pro-forma budget is provided, however reduce over time and stabilize, taking into consideration that the need of intensive development reduces and shifts towards incremental development, support and maintenance. The costs include creation of a module for medical institutions to be used for proactive registration of birth/death facts. Taking into consideration that this module is a rather small scale instrument, it would not be reasonable to set up a development and maintenance team at the Ministry of Health for this purpose. 
Training costs
740,480 USD is the training costs to equip human resources with necessary skills; this includes human resources of the CAR system, as well as medical personnel, who will be in charge of sending electronic notification on birth and death facts to the electronic CAR system. These trainings will be required more intensely at the initial stage, taking into consideration that all employees will require acquiring necessary skills to work in the system, while in the long term fewer trainings and more elaborated in the trainings already implemented in the system will be required.

These financial costs are related only to the implementation of the electronic system and proactive notification and do not cover additional operating costs currently existing in the system, e.g. salaries for staff other than IT development and maintenance team, building maintenance, security, etc.

In addition to the out of pocket costs associated with the implementation of the system, obtaining computer skills, in high demand in the Republic of Tajikistan and scarce in supply, is expected to make staff within the system more competitive, giving them higher bargaining power. Therefore, there is the increasing upward pressure on the mean salaries of skilled employees, thus risking the increased turnover and higher training costs. 

Discussions on Cost-Benefit Analysis
The cost-benefit analysis part provides discussion on the costs and benefits associated with the implementation of the electronic system of civil acts registration. Monetisation has mainly been done with regards to out-of-pocket costs of the system’s implementation, while all other costs have been provided mainly in a descriptive manner. This was partly because precise information is unavailable in the system allowing for quantification and partly because quantification would be rather imprecise regarding the essence of costs and benefits.

This part discusses costs and benefits in two directions – monetary and non-monetary costs and benefits. 

The discussion will start first providing information about assumptions made for the cost-benefit analysis, the costs related to the electronic system split into monetary and non-monetary costs, followed by benefits – presented in a similar manner.
Assumptions

The cost-benefit analysis makes certain assumptions for the I Model in the Republic of Tajikistan. It shall be noted form the very beginning that financial cost-wise, the CBA uses the existing system as a baseline and makes estimates on costs related to the I Model in terms of increments. Cost estimates are made for the first three years of the implementation of I Model, as this period is considered sufficient to fully develop and roll-out the I Model to all users. In terms of commencement date, projections are relevant if the system development begins within one year period.

Assumption concerning implementation of the I Model system is that it is executed in consecutive steps, without breaks in between the initial development and roll-out. Assumption concerning funding is that the I Model is implemented through additional funding (mainly expected from the donor funds), as the current CAR system budget would make such system development financially impossible. Taking into consideration that electronic system maintenance costs will increase budgeted expenses, as it will entail adding ICT maintenance personnel, as well as hardware turnover, assumption is made that by the time donor funds are ended, the system is financially strong enough to be self-sustainable. 

Assumption is also made, that the proactive notification module development, support and hardware equipment cost will also be provided by the CAR system reform project. Therefore, this project includes costs associated with the trainings of medical personnel on birth/death fact notification module and equipment for medical institutions/points to allow for proactive notification process. In the course of reform planning, it is also assumed that decisions about responsibilities of medical institutions are discussed between the MoJ and the Ministry of Health.  

A base year for the cost-benefit analysis is 2017 and discount rate applied for calculated present value of the system cost is 11%, refinancing rate offered by the Central Bank of the Republic of Tajikistan for the final quarter of 2016 and not expected to change substantially in short-term.

The CBA limitation – the analysis was carried out based on the best available information at the time the study was performed. Cost estimates, particularly with respect to hardware acquisition is based on prices currently available on the market, however does not regard bargaining power the Republic of Tajikistan may have in negotiations with suppliers, as it is highly dependent on the negotiation skills of representatives from the Tajikistan’s government side. 

Costs
Monetary costs

Only relevant costs, associated with the electronic system of civil acts registration, are discussed in this section; i.e. avoidable costs, which will be related to the development and maintenance of electronic system.

Initial out of the pocket costs in the first three years of the project implementation

Financial planning provides detailed estimates in costs related to the implementation of the I Model for three years, as this is the critical time-frame for development, as well as fine-tuning and rolling out of the system. It shall be noted from the outset, that these costs do not cover current costs of the system, as they are irrelevant, including supplies – papers, printer cartridges, etc.

Out of the estimated 6,009,980 USD for three years, approximately 63% is budgeted for capital expenditures towards hardware, while the remaining 37% is attributed to salaries and trainings. It shall be taken into consideration that the mean of the estimated amount makes up 1,952,250 USD per annum, meaning it exceeds the annual expenses planned by the civil acts registration system. Funds obtained from the central budget and revenues generated from additional services stand at approximately 1,200,000 USD for the year 2016. An increase in the revenues is expected in 2017 compared to 2016 from paid services (as the current revenue level was partially achieved from paid services since spring 2016). However, despite the expected increase in revenues, the current disposable amount falls short of the maintenance costs of electronic system. Therefore, without additional funding from the donor, the civil acts registration system itself would not have the financial capability to implement the I Model. 

Maintenance costs of the electronic system

Setting up an electronic system will require additional ongoing costs, which the civil acts registration system will have to incorporate in its financial planning. Specifically, having an electronic system will require as at the minimum the system support team, which will ensure that the system runs as it is, without the capability to develop further. This, from the current estimates will make up 390,000 USD per annum. However, taking into consideration that the system will require periodic updates and further development, additional annual costs for human resources are estimated at 147,000 USD per annum, making up in total 537,000 USD.

It is also worth noting, that after three years there will be the need to add hardware and gradually replace old hardware and also renew licenses. Hardware renewal cost is estimated at 20-25% of the initial total estimate, currently standing approximately at 943,125 USD per annum. In addition, reaching full capacity will then require adding a back-up data centre for the system, thus resulting in the one-off investment and maintenance costs after the first three-year period. 

Taking into consideration the current revenue level of the CAR system generating additional revenues from services and optimizing costs in no-value adding activities will be essential to be able to maintain the system. 
Increased costs related to legislative changes

Implementing the I Model in practice will require substantial legislative changes from different angles – civil acts’ registration system, legislation regulating healthcare issues, legislation regulating electronic document and electronic signature, etc. This will require substantial resources from the Law team, which will be involved in analysing the existing legislation, identifying the needs and preparing draft legislation. Besides human resources, implementing certain legislative changes might entail costs. However, putting monetary estimate is a rather challenging task at the moment, as exact extent of work and changes will only be possible to estimate, once a decision is made and legislative analysis carried out.  
Reduction in certain types of revenues as a result of electronic system

Currently the civil acts registration system provides paid services to the citizens. Even though some services are considered to be free of charge by the system representatives, for citizens they are not entirely free as they are asked to pay for letterheads, as well as other “voluntary” additional services, which are almost an essential part of receiving the service.

One such service, which is frequently used by the citizens, is the service of filling in an application form. During the on-site visits and interviews with the representatives of the CAR offices employees highlighted, that people find it hard to fill in application forms appropriately, even though they have samples displayed. Therefore, citizens ask employees of the CAR offices to fill-in the form which is a paid service and costs 2 Somoni – approximately 0.14 USD
. If the electronic system of civil acts registration is implemented, the system is expected to lose revenues from this service, as employees will be requested to fill in electronic form on their own, thus eliminating the need for citizen to perform this action. If the system currently serves around 500,000 persons annually and if at least 50% of applicants use this service, this means reduction in revenues by at least 70,000 USD, which makes up approximately 5.8% of the current expense budget for the system. 

Development of electronic system will probably affect other services and revenues currently generated from them; however exactly specifying them for the purposes of this CBA is not possible, as it is partly related to political decisions. 

Increased upward pressure on salaries

Taking into consideration that implementation of electronic system requires dissemination of computer skills within the CAR system, a skill which is rather scarce in the Republic of Tajikistan and in demand for private organisations, it is expected that these organisations will start poaching skilled personnel from public service into the private sector. This leaves the CAR system with two main options – continuously train new staff to have substitutes, or to retain staff by increasing salaries in the system to make it attractive compared to private companies (impossible under current resources and legislation). Taking into consideration that the CAR system employees’ skills development highly depends on the experience of human resources in the CAR system, therefore, upward pressure on salaries is almost inevitable.

Non-monetary costs

Implementation of the I Model requires some level of computer skills, which is currently scarce in the system. Thus, unless the existing human resources are trained to gain the required skills, they may end up losing their jobs, which is a high social cost taking into consideration the existing low income level and job scarcity in the Republic of Tajikistan.
Certain costs will be associated with legislative and institutional changes if the electronic CAR system is implemented. However, taking into consideration that the precise model of electronic CAR system and service delivery model has not been defined yet, quantification of costs for such changes will be highly imprecise.   

Benefits

Monetary benefits to the CAR system

Savings generated through the I Model

Implementation of electronic system of civil acts registration is expected to bring monetary benefits to all participants, however measuring the benefits in numbers is rather hard due to the lack of information in the civil acts registration system. Monetary benefits are expected to be accrued through optimisation of operating activities in the MoJ and reduction in paperwork in medical institutions, however part of them can be observed in the short-term, while others – in the medium term.

Currently employees of civil acts registration offices carry out manual registration of civil acts records in two copies, creating books of CAR records in need of continuous maintenance and archiving. Currently the finance-economic division responsible for the financial state of the CAR system does not maintain records of annual archive costs, such as the space allocated to archives, binding of books with the CAR records, the series of ledgers to be filled in by the CAR employees in the course of the civil acts registration process, thus making cost estimation a rather hard task. Taking into account this fact, an electronic system will totally eliminate the need of maintaining ledgers to account for the civil acts records. Issuing documents, settling payments, will remove an unnecessary burden from the system’s employees, while at the same time performing activities automatically. Besides ledgers, creating electronically born documents eliminates the need of maintaining massive books of CAR records, thus gradually reducing the archiving needs and associated costs (space, stationery, heating/cooling/humidity maintenance, etc.).

An electronic system allows for channelling of funds currently potentially ending in private pockets, to the system budget; i.e. if currently, due to the lack of formalized expedited services, citizens may be required to provide additional monetary incentives to the employees of the CAR system. An electronic system can allow for such services to be developed (discussed below) and revenues traced and channelled to the CAR system’s budget. 
Savings on the side of medical institutions, as they will no longer be required to fill-out paper certificates for birth and death facts to be presented to the CAR system. These certificates are proposed to be filled in an electronic form, thus eliminating substantial paper burden.  
Potential additional revenue generated through the use of electronic system

Electronic system of CAR registration provides another substantial benefit - possibility to render additional paid services and increase revenues through them. In addition electronic CAR system allows for understanding value chain of the system and concentrating on value-creating activities for different types of customers.  
Rendered business services: 

· Provision of vital statistics to businesses, as precision and timeliness of such information will increase and enable business entities to obtain reports they need promptly. This provides opportunity for the civil acts registration body to charge businesses for additional services for customized reports and through this, generate additional revenues. 
· If an identity database is created, the civil acts registration body can render identity verification services to business entities, which is another vital service particularly for financial institutions, providing a source for additional revenues for the system.
In order to render such services, however, developing and enabling them at the legislative level will be needed.
Create additional services for persons

· The current manual system makes it hard to implement expedited services and charge willing citizens additional fees for such services. An electronic system, due to its prompt access to digital CAR archives and process automation allows for expedited services to be offered to persons for an additional charge, thus positively affecting revenues of the system.

Skills development among persons involved in the CAR system

The proposed model offers an opportunity to the employees of the CAR system as well as medical personnel, responsible for sending electronic notifications on birth/death facts. These skills are essential, as they are transferable skills currently in high demand and low in supply in the Republic of Tajikistan. Therefore, besides monetary benefits, substantial social benefits are expected to be accrued by the I Model. 

Improvement of quality of vital statistics

One of the main objectives of the CAR system is to provide vital statistics, which currently falls short of what can be considered as valid statistics. The I Model, with its proposed solution of proactive registration of death and birth facts would allow for the vital statistics figures to become valid, up-to date and depicting reality.  
Monetary benefits for citizens

Currently citizens require multiple visits (at least three visits) to CAR offices – to apply for civil acts, to bring the receipt of the payment and pick up relevant certificate/reference. They must also collect documents stored within the CAR system and other state institutions, resulting in increased costs for them. An electronic system will allow for eliminating the number of visits citizens require to the offices, as well as money they need to pay to obtain necessary documents to receive services, part of which is expected to be stored within the CAR system and be accessible in case an electronic system is implemented.

Non-monetary benefits

Besides monetary benefits, an electronic CAR system is expected to generate non-monetary benefits as well. Overall, the existence of an electronic system reduces the risks of corruption to a minimum, as all activities are traced electronically and the system is expected to have inherent restrictions to eliminate many common wrongdoings. For example, printing a certificate with data differing from the civil acts record should not be possible. Besides reducing the risks of corruption and system misuse it also supports the creation of culture among employees and citizens where wrongdoing in the system is impossible and thus, gradually eliminated.

An electronic system also eliminates doubling of work, currently performed by the employees of the CAR system employees, freeing time for more service quality development oriented activities. Currently, when registering a civil act and issuing a respective certificate, the CAR system employees are required to prepare two copies of CAR records, filling in ledgers to perform administrative records, manually filling in certificates – risking mistakes as well as being time consuming. An electronic system will allow for process automation – inputting information once in the system, eliminating risks of errors and the need of additional paper-based ledgers as the system will allow for automatic records of different parameters.

An electronic system also provides opportunity for timely provision of vital statistics and improvement of the data quality in the system, thus supporting other state institutions in developing and rendering respective services and the development of e-governance in the Republic of Tajikistan. Currently obtaining statistics is only possible by manually adding up different reports provided by different offices involved in the CAR registration process, creating room for error and consuming additional human resource time. An electronic system eliminates such waste and reduces the margin of error substantially.

In addition increased IT skills among personnel employed within the CAR system is expected to be one of the key benefits–taking into consideration that all employees of the CAR offices and relevant Jamoat secretaries are expected to be involved in the electronic system to make the system effective.  It also provides opportunity for them to upgrade their computer skills and expand their knowledge, which is rather valuable in the current job market. 

To summarise, benefits of the I Model in short, medium and long-run are expected to outweigh on the initial monetary costs of creating and maintaining such a system. Even though its costs are higher, as compared to the Cost of the II Model, benefits generated by the I Model far outweigh the benefits offered by the II Model. The I Model addresses all challenges the CAR system faces in the Republic of Tajikistan and the same time offers opportunity for the future development. The II Model, on the other hand offers solutions to some of the challenges faced by the CAR system, however it does not fully address the priorities the CAR system has, and some of those priorities are of vital importance in terms of development.

However, when making a decision monetary costs of the system shall also be taken into consideration which, unless additional sources of revenue are designated for the system, may turn into a burden for the CAR system. Therefore, in the course of the donor funded project a financial sustainability plan for the system shall be developed, creating new paid services, generating additional revenues and balancing the system’s maintenance costs. Unless this is achieved, the system maintenance and continuous development, inherent for technologically sophisticated systems, will be a rather challenging task.
Model 2 – Optimisation of the existing model – where every participant performs its functions separately, however better coordination allows for comparatively better outcomes for the system
Description of the proposed service delivery 
The Service delivery model 2 is an attempt to optimise the existing paper-based model to the maximum possible optimisation allowed. Main tool used by the model is paper-based workflow, where civil acts are registered manually and handwritten documents are issued across the country.

The model proposes the use of currier service for the document and information exchange between CAR offices on the territory of Tajikistan; this is a currier service exclusively for the CAR system. Information and document exchange between consular offices and CAR sectors happens in electronic manner and CAR sectors are contact points for consular offices with regards to CAR system.

Reduction of the number of civil acts from seven to four
The model proposes reduction of the number of civil acts types from the current seven (birth, establishment of paternity, change of name/family name/patronymic, adoption, marriage, divorce and death) to four; leaving only the following civil act types: birth, death marriage and divorce.
Diagram 8.
(see next page)
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Why is such proposal particularly relevant for the paper-based CAR system?

The current large volume paperwork in the CAR system is one of the causes of bottlenecks and queues in the CAR offices, adding stress to the system’s employees and discomfort to citizens. The number of types of civil acts is directly linked to the amount of paperwork employees of the CAR system will have to perform in order to carry out their functions. This same matter is irrelevant in the presence of an electronic tool, which allows for the process automation and thus performs extra work on behalf of a CAR system emoloyee without much effort in a short period of time. This is the main reason, why elimination of those civil act types, which can be substituted by another civil act (which is left out of the currently existing 7) and/or which has no durable use for either the system or a person, is the topic of discussion for this model.
What type of change is proposed by the reduction of the number of civil acts’ types?
Birth registration and establishment of paternity does not happen separately – when a person addresses the CAR system on this matter, if the required grounds exist, the respective change shall be incorporated in the birth act record towards which the paternity is established and thus, a repeated birth certificate is issued with the new data.This implies elimination of the paternity establishment act and the respective certificate. Under the current practice, upon the etsbalishment of paternity, a paternity establishment certificate is issued, which is a useless document for an applicant. This certificate does not represent an end result for an applicant, who requested for the data of a child’s father to be defined in the birth certificate – granting father the right of legal representation for a child. Paternity establishment certificate, thus, is a non-value adding document for an applicant, which can be eliminated without causing any disadvantage to the system. Under the proposed model, once an applicant addresses the CAR system for the establishment of paternity, a record in made in a person’s birth act and a new birth certificate is issued with new data. 
Adoption registration under the current practice is a separate type of civil act, which is followed by an adoption certificate. Based on the widely established practice, applicants usually destroy such certificate as soon as they leave the CAR office for reasons such as: they do not want adoption to be known to someone by accidentally getting hold of a certificate, etc. The proposed model implies changes to the birth act of a child, based on a court decision on adoption, and issuance of a birth certificate, which as already stated above, establishes parents’ right over a child’s representation. This once again eliminates paperwork to the system and spares an applicant from paying for a worthless document, which still needs to be supported by the birth certificate with new data.
Change of name/family name/patronymic results in changes in civil acts records made in the name of an applicant; moreover, such change also results in changes in the civil acts records (for example: birth record) of underage children of an applicant. Thus, once a change has been implemented, means updating of all civil relevant civil acts’ records with new data, it requires issuance of new certificates with new data, which proves a person’s new identification data. One point, where a document confirming the fact of change may be required is, when a person needs to prove that a person in documents issued prior to change of details (for example a diploma, reference letter from an employer, etc.) is the same person currently presenting the documents, however with dafferent data. In such cases it is possible to  issue a reference letter confirming the change of details. Such approach would allow the elimination of on type of act and fulfilling customer needs through a more flexible solution.
Function division between CAR sectors, Jamoats and consular offices
CAR sectors and Jamoats render services only to costumers registered/residing within the territory under their jurisdication (respective city, district, bourough or village); while Consular Services render services to the citizens of the Republic of Tajikistan living outside of Tajikistan, in the country of their jurisdiction.

Work in CAR sectors is split between front and back office functions and for some services, consular offices and Jamoats represent front office for the CAR system. Front-office employees of the CAR sector are universal – they accept applications on all services rendered by the CAR system. Application receipt and document issuance time is split and an applicant is not requested to present documents, available in the system.
This model envisages improvement of the existing system, which implies: increasig qualification of human resources, business process optimisation, service standardisation, facilitation of service delivery process. This model allows for organising the situation in the CAR system.
Jamoats – carry out registration of all four types of civil acts– birth and death (primary as well as delayed), marriage and divorce. Jamoats also issue copies of certificates, reference letters based on datastored in the CAR system. Territorial restriction is in place for Jamoats.
Jamoats act as front offices for some services; they accept applications for the copies of certificates, reference letters, as well as regarding civil acts which are registered on the respective territory. Applications and the supporting documents are sent to the respective CAR sector, which prepares a certificate/reference letter based on the civil acts record and send it to the Jamoat. Jamoat issues a document to an applicant.
Car system uses a currier service, which is used for the exchange of documents and data used in the case work. 
Jamoat offices render services to persons, residing on its territory. In the case of work, Jamoats may require documents/data stored in the CAR system. 
Jamoat receives an application on a copy of a certificate, which is registered on the territory of the respective city/town. In relation to the abovementioned service Jamoat acts as a front-office, while the respective CAR sector acts as a back office.Application with the supporting documents is sent to CAR sector for the review and decision.

In case if there is a need to verify information existing in the system, it communicates with the respective CAR body through telephone (cell phone) and requests data/document verification.Minutes of the telephone communication is made by both employees involve di the communuication and is included in the special registry (indicates date, topic, status of the received information, name of the CAR sector and an employee, with whom the conversation was held). These records form the basis for requesting and delivering document/information.
CAR body/archive, which received a request, send the respective document/copy to the Jamoat with the use of currier service.
Review on the cases related to the issuance of copies of certificates/reference letters is made by the CAR sector of the respective town, which prepares a certificate based on data stored in the respective archive and sends docuent to Jamoat through the currier service. Jamoats, on the other hand, transfer ready document to an applicant.
Consular offices – carry out registration of all four types of civil acts – birth and death (primary as well as delayed), marriage and divorse, issue copies of documents, reference letters based on data available in the CAR system. Territorial restrictions apply on services.
Consular offices act as CAR system front offices outside the country; they accept applications and issue documents on the following services – change of name/family name/patronimic, adoption, establishment of paternity, changes and additions to acts, restoration and annulation of a civil act. Decision on these servies is made by the CAR sector, which reviews documents sent by the consular office. Copy of a decision and a civil acts record is returned to consular office, which issues a certificate and transfers it to a citizen. 
As already noted, consular offices render services to the citizens of the Republic of Tajikistan residing in the country under their jurisdiction. 
In the course of work, consular office may require information/document, which is stored in the CAR system in the Republic of Tajikistan. Therefore, a consular office shall prepare a written request, signed, scanned and send to one of the regional CAR sectors (Khatlon, Sughd, GBAO) or to the CAR Division via e-mail.
Why CAR Division and its regional offices?
CAR division supervises and controls the work of civil acts registration offices, while its 3 regional units (CAR units of Soghd, Khatlon and GBAO) coordinate and control work of thecivil acts registration offices located in the respective regions – CAR sectors, marriage houses and jamoats. Plus to that CAR division and Soghd and GBAO regional units host civil acts registration archives, where the copies of civil acts registered by the respective civil acts registration offices are stored.The fact that for today CAR regional offices as well as the CAR Division have at least one computer and internet connection.

In total 4 persons will be in charge of communnicating with consular offices – one person in each region, who will be in charge of the commuincation along with other duties he/she currently performs; The respective office/employee will render services to consular offices according to the territory they cover. In the case of the CAR Division, this will be the City of Dushanbe and CAR sectors under Republican Subordination.
	Administrative-territorial Unit
	CAR number
	Marriage House number
	Jamoat number
	Supervision Unit

	City of Dushanbe
	4
	1
	 
	Supervised by the CAR division  of the MoJ

	Districts of Republican Subordination
	13
	 
	115
	

	Soghd Region
	18
	1
	106
	Supervised by the Soghd CAR unit

	Khatlon Region
	25
	 
	142
	Supervised by the Khatlon CAR unit

	GBAO
	8
	 
	42
	Supervised by the GBAO CAR unit

	Totally
	68
	2
	405
	


In the above listed offices a person responsible on communication with consular offices is defined (this function is carried out by one of the employees), who ensures search of a requested document/record in the CAR archive, scanning of a document and transfer via e-mail to consular office. Addressee CAR sector of a request from a consular office is responsible to search the document in the sector archive, as well as other CAR archives operating on the territory of the region, request them and send scanned versio to CAR archive. 
The same procedure is used for issuing copies of certificates/reference letters to the citizens of the Republic of Tajikistan residing outside Tajikistan. A citizen addresses CAR office on any type of CAR certificate, regardless of the place of civil act registration – abroad (in the country under the consular office jurisdiction) or the territory of the Republic of Tajikistan. Based on the above mentioned procedure, consular office prepares a respective certificate and issues to a citizen.
Solution of the issue in this maner is an important novelty and change for the CAR services – citizens of the Republic of Tajikistan residing abroad will have opportunity to easily, in a short time and without excessive expenditures obtain documents through consular office. As for today, consular offices issue copies of certificates/reference letters only based on the civil acts records stored in the consular office archive, or a person’s application is sent to CAR offices in the Republic of Tajikistan via the consular service (post); the purpose of this is to request a certificate/reference letter and a citizen usually has to wait for months for it.  There is a shortcut, however an expensive one, when a citizen issues a notarised power of attorney to a citizen of the Republic of Tajikistan, sends it to a family member/another person in Tajikistan, who then can obtain the requested document from the CAR offices in the Republic of Tajikistan. Obtaining a power of attorney abroad is only possible, if a person legally resides in the third country and has all documents. In addition, a power of attorney issued in outside the Republic of Tajikistan may require apostile or legalisation (dependent on a country), which is a rather costly undertaking. 
What is improved in the part of consular service provision?
· Service rendering procedure is facilitated

· Service provision time is reduced

· Applicants gain access to services/documents accessible in Tajikistan

· Improved registration/data quality
It is of utmost importance that CAR division, its regional units and consular offices to have computers, all-in-one printer (printer, photocopying machine, scanner) access to internet and official e-mail. Also CAR Division and regional units shall be equipped with the alternative source of electricity (electricity generators).
SWOT for the II Model 
	Strengths 

· Relatively cheap to maintain
· Does not require radical changes and thus, relatively easyand quick to implement
· Improves the current status quo
· Improves access to services
· Eliminates some paper-work, thus the need of archiving
	Weaknesses

· Does not address key challenges faced by the CAR system
· Does not offer development, but rather an incremental improvement on the status quo

· Leaves the risk of data validity, errors, misunderstandings

	Opportunities

· To develop an alternative along with the market developments

	Threats

· Related systems develop in different direction (example: e-governance), thus making the  model obsolete in a short period of time
· If the system does not manage to satisfy the market demand, the question of moving the system elsewhere.


It shall be once again highlighted, that paper-based modelis an attempt to improve the existing functioning of the system at its best. However, without the use of ICT any discussion on the CAR system development is irreevant. In the framework of this Model the following is possible:
· optimise the existing business processes and eliminate non-value adding activities
· freeing procedures from bureaucracy to the extent possible
· service standardisation, allowing the establishment of a uniform practice
· reduction of service terms with regards to certain services
· reduction of paper-load by eliminating certain acts
· reduction in overallservice fees paid by an applicant
· increase in access to services, particularly in cases of consular offices and Jamoats
How the proposed model respond to the Design Brief:

	Design brief component
	The extent to which the II Model addresses it

	Increase rate of civil acts registration
	marginal improvement expected mainly due to information campaign and some tools, which will contribute to the reduction of gap between data from medical statistics and the CAR system, but material differences between figures is still expected

	Formation of identification system
	marginal improvement in the CAR system will contribute to the identification system, however this can not be considered as a formation of identification system, as data validity, access to data comprehensiveness of the identification system is not addressed by the proposed model

	Improved quality of data in the system
	quality of data is expected to improve, however the extent will be hard to measure as there are no automatic control mechanisms and in the presence of the current workload, manual double-verification of all data is an impossible task

	Timely and precise statistics
	the model will not address this challenge at all; even though the process improvement will be observed in the CAR system, accessing timely and precise statistics in the presence of millions of records requires electronic tool, which is not envisaged by the proposed model

	Customer orientation and access to services
	comparative improvement in access to services and customer orientation will be observed as compared to the current  state of play

	Increase trust in documents issued by the CAR system
	increase in trust requires error and duplication free, as well as external intervention free system, allowing tracing of non-valid data 


Cost-Benefit Analysis - Model 2 
Cost-benefit analysis (CBA) for the II Model substantially differs from the one provided for the I Model, as well as the CBA presented in the Feasibility Study 1.1. The proposed II model does not imply the use of electronic CAR system as its main instrument, but rather utilised the existing paper-based model as an instrument and proposes process optimisation to improve customer experience and support the civil acts registration process in the Republic of Tajikistan. Thus, for the purposes of this Model, calculations made in the course of the Feasibility Study 1.1 and for the I Model are irrelevant. 
Risk analysis of the I Model 

This part provides assessment of risks associated with the proposed II Model, means of mitigating them, so that benefits of the system can be evaluated against the risks and the cost of mitigating actions. 

The table provides risk analysis through four means:

Risk Category – broad category, including risks in the category

Description – a brief outline of the risk category and the risk within the category

Consequence and likelihood – provides assessment of potential consequences if the adverse situation happens and likelihood of the adverse situation occurring

Mitigation strategy – lists actions undertaken in advance and during the adverse situation, to deal with the consequences.  

Table 7 Risk matrix for the proposed II Model 
	Risk Category
	Description
	Consequence and Likelihood
	Mitigation Strategy

	Operational risks – all risks which are associated with the effective daily operation of the CAR system

	Optimised processes are not implemented in practice fully 
	Part of paper-based system can be overridden if an employee decides to do so. Therefore, there is a risk of employees of the CAR system establish alternative practice and do not fully apply benefits proposed by the optimised model


	Consequence: moderate, as the status quo will be maintained, thus not damaging the system any further, as compared to its current state of play, however not allowing benefits of the reform to be experienced by the CAR system in general and by its customers 


Likelihood: high, as in the absence of mandatory tools, which cannot be overridden, employees accustomed to certain practices will have motivation to continue in the same manner
	4. Introduction of adequate monitoring and feedback mechanisms to increase motivation among CAR system employees 
5. Provision of trainings for human resources to increase their understanding what new procedures are meant to do

	Duplication, fraud and errors remain in place
	Elimination of duplications, as well as fraud and error is impossible, thus data contained in the system and certificates/reference letters issued based on that data is partially erroneous 
	Consequences: moderate, as the system is already flawed and optimised processes can only improve the status quo

Likelihood: high, as elimination of duplication, fraud and errors without centralised database and automatic checks is near to impossible 
	Reduce information exchange time between CAR offices and archives to reduce risks of a person committing any wrongdoing in the process 

	Reduction in number of types of civil acts causes confusion among employees of the CAR system
	Employees of the CAR system  fail to understand how the changes in types of civil acts work and fail to provide adequate service to citizens 
	Consequences: moderate, as the change is related to civil acts with low frequency of use

Likelihood: moderate, as adequate mitigation measures will be undertaken  
	Employees rendering services will undergo a thorough trainings to understand how the proposed new types of civil acts records work 

	Reduction in number of types of civil acts causes confusion among citizens and recipients of civil acts certificates 
	Organisations, who are the end recipients of the CAR issued certificates fail to understand the changes and what facts of legal significance are registered in the name of a person, consequently refusing to render vital services to them 
	Consequence: severe, as such development will put people in worse situation, than they currently are and potentially affect access to vital services

Likelihood:  moderate, as it requires intensive communication with all public and private institutions, who require certificates for their service provision  
	Active communication with citizens as well as organisations and setting up an official information hotline to answer all  the concerns citizens and organisations might have    

	Lack of qualified human resources in the civil acts registration system
	Lack of qualified human resources directly involved in the civil acts registration process 
	Consequence: severe, as inappropriately registered civil acts, thus allowing for the maintenance of large numbers of errors in the registered acts

Likelihood: medium, as civil acts registration system requires experience, which is existent in the system and key personnel turnover in the registering offices is rather low
	1. Continuous training of employees is established in the system, to allow qualification of the employees to be at a reasonable level
2. Simplification of tasks through splitting employees into front and back office roles, so that they can specialise in their respective functions

	CAR service providers fail to adhere their new front-office and back-office roles
	No adherence to the front-office and back-office roles increase risks of wrong advice been given to an applicant, thus resulting in customer discontent
	Consequence: moderate, as such an advice cannot affect the civil acts’ registration process

Likelihood: high – at the initial stage and reducing over time, as initially system employees will be more prone to continuously prove that they know the system well, however over time it is expected that they will get accustomed to their respective roles 
	Training and monitoring of employees and incorporating an applicant feedback mechanism to identify areas of intervention



	Ministry of Justice and the Ministry of Foreign Affairs fail to agree on the new roles
	Under the proposed model Consular offices are expected to play the role of front-office only, requiring agreement between the two ministries on this division of function; if they fail to agree and Consular offices continue their work as usual, it can damage the system by creating two independent systems of registration 
	Consequence: moderate, as a rather large number of persons from the Republic of Tajikistan reside outside the country and require help from Consular offices for their CAR related services; thus, if they are not engaged, there is a risk of a parallel system, risking the system’s legitimacy   

Likelihood: low, as a high level agreement in the government is expected to be reached prior to the commencement of the reform 
	Discuss all potential risks with stakeholders from very early days and agree on the terms of reference



	The Model does not envisage certain situations
	There are exceptional cases in the civil acts registration process, which may  not be detailed in the instructions and employees turn citizens back
	Consequence: low, as such cases will be a rare occurrence and its impact on the work of the entire system and the well-being of the civil acts registry is expected to be low 

Likelihood: low, as experience of the civil acts registration system will be regarded in the system design process
	3. In the Model design process to look at ordinary case flow, as well as outlier cases

4. Have strong back office, which can react operatively on such cases

	Subordination related risks
	Double subordination and the lack of division in accountability causing the interruptions in operation
	Consequence: moderate, due to the low uptake of the system use, as part of system participants are not subordinated to the business owner 

Likelihood: moderate, as it shall be in the interest of regional offices to implement the project for the efficiency reasons
	3. Engaging all participants of the system in the process and in the trainings

4. Demonstrate system benefits for all process participants

	Risk of document loss in the currier service
	Loss of documents when currier transports them between offices 
	Consequence: moderate, as currier is not expected to carry large volumes of documents at once, thus not resulting in massive loss of documents

Likelihood: low, as  curriers will have clear procedures on the receipt and transfer of documents from and to third parties
	Clear guidelines on how documents shall be received and transferred and treated during the transit

	Lack of supporting legislation causes problems in the system
	Even though the proposed II Model does not imply radical change, proposed optimisation will require legislative changes; if the changes in legislation do not follow, there is the risk of optimised model being halted  
	Consequence: moderate, as it will cause delays in reforms implementation and optimisation

Likelihood: moderate, as legislative changes are sometimes hard to push forward in the same pace, as operational activities  
	3. Start working on the draft amendments to legislation from the early days of the reform, so that by the time the reform is implemented, legislation is in place; engage key decision-makers in the process, to ensure that they are informed and support is in place

4. Include only key principles in legislation and leave details to the instructions, so that no major legislative changes are required during the fine-tuning stage.  

	Political risks

	Lack of political will
	Low political will, particularly at the early stages of the reform towards and towards proactive registration implementation by the healthcare institutions  
	Consequences: moderate, as the lack of political will towards the reform cannot harm the current status quo, but rather affect optimisation process

Likelihood:  low, as the reform does not imply substantial changes and acceptance towards it shall be relatively easy to secure  
	Reach agreement with all parties at the highest possible level from the reform plan stage


	Political instability
	Political instability, harming the implementation of the system, or operation of the system after its implementation
	Consequences: low, temporary/lengthy halt in operations or the systems in implementation

Likelihood: low, as the final years have been rather stable and no indication of serious political instability is present 
	Careful monitoring of the political situation in the country and early alert mechanisms in place to be able to take preventive measures



	Lack of acceptance and cooperation from the Ministry of Healthcare
	The Ministry of Healthcare does not cooperate at an appropriate level, in terms of making sure proactive notification of birth/death facts, causing one of the main novelties to the system –proactive registration of birth and death facts to fail


	Consequence: severe as one of the main and the most effective drivers of increase in civil acts registration rates proposed by the model is proactive registration

Likelihood: low, as it is expected, that there will be a high-level agreement in the government on this matter and an adequate monitoring mechanism will be available in place prior to rolling it out 
	3. Engaging all participants – in particular from the Ministry of Healthcare and the MoJ in the discussion and design as early as possible, which will allow to discuss all concerns, agree on the most optimal mode of operation

4. Demonstrate benefits and the importance of proactive registration to both parties


Financial planning

This part provides for out of pocket costs for three years related to the implementation of the II Model of civil acts registration. It shall be noted, that the II Model does not imply radical changes from the current system, thus proposed financial costs are only marginal changes from the current costs. It shall also be noted, that the financial planning does not provide information about the total budgeted expenses for the civil acts registration system, but rather projections on incremental expenses and investments needed to make the model work during the three years from the date of its commencement. Estimates also exclude supplies, which might be needed. Estimates have been made for three years, to make it easier to compare with the other proposed model (I Model), however rolling out this II Model would require relatively shorter period of time. Expenses provided from the second year mainly reflect incremental costs for running the II Model.

It shall also be noted, that quotes provided in the reforms budget reflect information provided by the Ministry of Justice and its structural units in the course of the study, as well as market prices for hardware, which will be required to implement the II Model in practice. It shall also be noted that the proposed Model requires support to medical institutions as well as consular offices, thus incremental costs associated with them is also provided in these projections. 
Key assumptions made during the financial analysis follow:

· Estimates are made for the three-year period, critical for system development and implementation into practice however does not span for longer than the period. Equipment proposed in the system will require some maintenance and replacement over time and the proposed equipment lifespan is mainly considered to be active for 3-5 years. 

· Costs related to currier services for the system are rough estimates, however requires thorough planning if the II Model is decided upon
· Taking into consideration that estimates have been made based on competitive rates. Equipment prices reflect international prices for standardized equipment, thus substantial fluctuations have not been taken into consideration;

· Estimates have been made in the USD, as a major part of funding is expected to come from donors, where denominated in foreign currency and thus eliminating fluctuations in local currency.

· Refinancing rate of the National Bank of Tajikistan has been applied for discounting the total cost of the project, which stands at 11%

FINANCIAL PLANNING – 3 YEARS

Table 8: Estimates with regards to incremental costs for the II Model for three years in the US Dollars follow:

	 
	Description
	 

	1
	Incremental operating costs
	 $                       1,085,580.00 

	2
	Equipments
	 $                          253,650.00 

	3
	Trainings
	 $                          595,980.00 

	 
	
	 

	 
	 
	 $                       1,935210.00 


These estimates cover the period of three years, during which the II Model system will be fine-tuned and rolled out across the entire CAR system. The estimates do not include cost of supplies – papers, printer cartridges, as well as current operating and other costs the system incurs. Cost estimates do not reflect current list prices, but are rather based on negotiation experience with vendors and price offers, which can be achieved discussing projects of such extent. However, exact prices can only be defined, once the final decision is made on the exact model and equipment.
Table 9 Financial projections for incremental cash outflows for the II Model

	Name
	Description
	Per month
	Y1/H1
	Y1/H2
	Per annum
	Y2/H1
	Y2/H2
	Per annum
	Y3/H1
	Y3/H2
	Per annum
	 Total 

	Telecommunication costs
	Corporate phone plan cost for 477 phones in the system 
	 $    7,155 
	 $  42,930 
	 $  42,930 
	 $     85,860 
	 $  42,930 
	 $  42,930 
	 $   85,860 
	 $  42,930 
	 $  42,930 
	 $   85,860 
	 $   257,580 

	Courier services
	For 23 curriers operating for the CAR system across the territory of the Republic of Tajikistan
	 $  23,000 
	 $ 138,000 
	 $ 138,000 
	 $   276,000 
	 $ 138,000 
	 $ 138,000 
	 $ 276,000 
	 $ 138,000 
	 $ 138,000 
	 $ 276,000 
	 $   828,000 

	Total operating costs per year
	 
	 
	 
	 $   361,860 
	 
	 
	 $ 361,860 
	 
	 
	 $ 361,860 
	 $ 1,085,580 

	Training costs
	 
	 
	 
	 $ 595,980 
	 $   595,980 
	 
	 
	 
	 
	 
	 
	 $   595,980 

	Equipment
	 
	 
	 
	 $ 169,100 
	 $   169,100 
	 
	 $  42,275 
	 $   42,275 
	 
	 $  42,275 
	 $   42,275 
	 $   253,650 

	Total cash outflow per year
	 
	 
	 
	 $ 1,126,940 
	 
	 
	 $ 404,135 
	 
	 
	 $ 404,135 
	 $ 1,935,210 

	Discount factor at 11%
	 
	 
	 
	 
	 
	 
	0.901
	 
	 
	0.812
	 

	Present value of cash outflow
	 
	 
	 
	 $ 1,126,940 
	 
	 
	 $ 364,126 
	 
	 
	 $ 328,158 
	 $ 1,819,223 


 Table 10: Details of the equipment projections
 

	Computer Equipment for Regional CAR offices and Consular offices
	qt
	Unit Price
	Total

	
	
	
	

	Personal computers for regional CAR Offices and Consular offices
	22
	 $     400.00 
	 $        8,800.00 

	All in one printers for regional CAR offices and consular offices
	22
	 $     350.00 
	 $        7,700.00 

	Wi-Fi Switches, DSL Router, 4G Modem
	22
	 $     200.00 
	 $        4,400.00 

	UPS
	22
	 $     150.00 
	 $        3,300.00 

	Power Generator
	4
	 $     600.00 
	 $        2,400.00 

	Cell-phones for regional CAR offices to communicate with Jamoats and CAR sectors
	4
	 $     150.00 
	 $           600.00 

	Sub-total
	 
	 
	 $      27,200.00 

	 Equipment for Jamoats
	 
	 
	 

	Cell-phones for Jamoats to communicate with regional CAR offices
	405
	 $     150.00 
	 $      60,750.00 

	Photo-copying machine for Jamoats
	405
	 $     150.00 
	 $      60,750.00 

	Sub-total for Jamoats
	 
	 
	 $    121,500.00 

	Equipment for CAR sectors
	 
	 
	 $    243,000.00 

	Cell-phones for CAR sectors to communicate with regional CAR sectors
	68
	 $     150.00 
	 $      10,200.00 

	Photo-copying machine for CAR sectors
	68
	 $     150.00 
	 $      10,200.00 

	Sub-total for CAR sectors
	 
	 
	 $      20,400.00 

	Total For equipment
	 
	 
	 $    169,100.00 

	Annual renewal cost for the equipment at 25%
	
	
	$42.275.00

	Total cost for equipment for three years
	
	
	$253,650.00


Table 11: details on trainings projections

	 
	 
	 Jamoat 
	 Consular 
	 Territorial  
	 Total QT 
	 Total cost 

	Basic Training in service delivery and new procedures
	 
	405
	18
	351
	774
	 

	Person Per Group
	 
	10
	 
	 
	 
	 

	Total Training groups
	 
	77.4
	 
	 
	 
	 

	Cost per person
	 
	 
	Days
	 
	 
	 

	 
	Hotel
	 $           60.00 
	7
	 $                 420.00 
	 
	 

	 
	Travel
	 $           50.00 
	 
	 $                   50.00 
	 
	 

	 
	PerDM
	 $           40.00 
	7
	 $                 280.00 
	 
	 

	 
	Materials
	 $           20.00 
	 
	 $                   20.00 
	Qt
	 

	Costs  
	 
	 
	 
	 $                 770.00 
	774
	 $ 595,980.00 


Estimated out of pocket costs for implementing the system for three years rounds up to: 1,935,210 the present value of which at 11% discount rate makes up to 1,819,223 USD.

Asset acquisition:

Of this amount, 253,650 USD is the amount of investment in equipment for the II Model; more precisely, main equipment acquisition is planned in the year 1 in the amount of 169,100 USD, while the remaining amount that is 42,275 USD per year is expected equipment renewal costs, that is 25% of the initial amount invested in the equipment. Renewal costs imply replacement of equipment gradually to ensure, that they do not go out of service at once.
Incremental operating costs
1,592,905 USD is the incremental operating costs associated with the II Model during three years. Specifically this Model proposes telephone communication for the purposes of data verification between CAR sectors and CAR regional offices/the CAR Division, as well as Jamoats and CAR Division. This shall help also to expedite certain services. However, such proposal is associated with ongoing telecommunication costs, besides office telephones, which have already been envisaged in the asset acquisition part. 

Additionally, the II Model proposes special courier services for the CAR system, to eliminate citizens collecting documents stored within the CAR system. These costs are not only associated with bringing additional convenience to applicants, but rather increases security of documents, which is delivered to the decision-making CAR sector from another CAR sector, where a document may be stored. 
Training costs
595,980 USD is the training costs to equip human resources with necessary skills and knowledge on how the new model works. These are induction trainings to be carried out in the first year of the reform, while periodic trainings will be carried out as it is done currently. Taking into consideration that a division of functions between front and back offices are split, all employees of the territorial offices will require trainings.  

Taking into consideration that a separation between front and back offices is planned in the proposed II Model, it will be essential to train all persons involved in the civil acts registration process. The same time, to allow for efficiency, selected employees will be trained as trainers to allow them spread their knowledge to others periodically. 

These financial costs are related only to the implementation of the II Model and do not cover additional operating costs currently existing in the system.

Discussions on Cost-Benefit Analysis
The cost-benefit analysis part provides discussion on the costs and benefits associated with the implementation of the II Model in practice. Monetisation has mainly been done with regards to out-of-pocket costs of the II Model implementation, while all other costs have been provided mainly in a descriptive manner. This was partly because precise information is unavailable in the system allowing for quantification and partly because quantification would be rather imprecise regarding the essence of costs and benefits.

This part discusses costs and benefits in two directions – monetary and non-monetary costs and benefits. 

The discussion will start first providing information about assumptions made for the cost-benefit analysis, the costs related to the II Model split into monetary and non-monetary costs, followed by benefits – presented in a similar manner.
Assumptions

The cost-benefit analysis makes certain assumptions for the optimisation of the existing CAR system in the Republic of Tajikistan. It shall be noted form the very beginning that monetary cost-wise, the CBA uses the existing system as a baseline and makes estimates on costs related to the proposed modifications in terms of increments. Cost estimates are made for the first three years of the implementation of II Model to allow for the comparison with the I Model. However it shall be noted, that the II Model can be easily rolled out to the full scale within the first two years of its introduction. In terms of commencement date, projections are relevant if the system development begins within one year period.

Assumption concerning implementation of the II Model system is that it is executed in consecutive steps, without breaks in between the initial development and roll-out. Assumption concerning funding is that the II Model system is implemented through additional funding (mainly expected from the donor funds), as the current CAR system budget would not allow for the costs to be covered. It shall also be taken into consideration that the operating costs are expected to go up due to improved services, which will increase annual expense budget for the CAR system. 

A base year for the cost-benefit analysis is 2017 and discount rate applied for calculated present value of the system cost is 11%, refinancing rate offered by the Central Bank of the Republic of Tajikistan for the final quarter of 2016 and not expected to change substantially in short-term.

The CBA limitation – the analysis was carried out based on the best available information at the time the study was performed. Cost estimates, particularly with respect to hardware acquisition is based on prices currently available on the market, however does not regard bargaining power the Republic of Tajikistan may have in negotiations with suppliers, as it is highly dependent on the negotiation skills of representatives from the Tajikistan’s government side. 

Costs
Monetary costs

Only relevant costs, associated with the II Model are discussed in this section; i.e. avoidable costs, which will be related to the development and maintenance of the II Model.

Initial out of the pocket costs in the first three years of the project implementation

Financial planning provides detailed estimates in costs related to the implementation of the II Model for three years. It shall be noted from the outset, that these costs do not cover current costs of the system, as they are irrelevant and shall be considered, that these expenses will be maintained in the future as well. The estimates also do not include costs for supplies - papers, printer cartridges, etc. as the prices highly vary across countries and periods and thus making estimates in this regard would be rather imprecise.
Out of the estimated 1,935,210 USD for three years, approximately 13% is budgeted for capital expenditures towards hardware, while the remaining 87% is attributed to operating costs and trainings. The proposed II Model does not intend to invest highly in the hardware, as no radical changes from the current paper-based system are expected in terms of tools. The only proposed hardware are cell phones and copying machines for the following reasons: cell-phones will allow for the CAR system employees verify data, which can be verified over the phone with their colleagues and with this reduce service-delivery time and allow for the elimination of mistakes, they may make in the course of their work. With regards to copying machines, they are also important to avoid asking citizens – who already lack motivation to register unless they have urgent need, bringing photocopies of their documents or give up their original copies for the sake of the service provision. It is actually the CAR system, which requires the copies of the documents and it shall be the CAR system’s responsibility to ensure copies are made and stored appropriately, while original documents not having particular value for the CAR system be returned to an applicant without delay.   

It shall be taken into consideration that the mean of the estimated amount makes up 645,070 USD per annum, meaning that it would be a substantial pressure on the CAR system current budget. However mean estimate cannot be considered the best estimate, as the first year envisages acquisition of all hardware for the system and ongoing incremental costs after year 1 is expected to approximate to 404,135 USD, which is still a substantial figure for the CAR system of the Republic of Tajikistan.

Funds obtained from the central budget and revenues generated from additional services stand at approximately 1,200,000 USD for the year 2016. An increase in the revenues is expected in 2017 compared to 2016 from paid services (as the current revenue level was partially achieved from paid services since spring 2016). However, despite the expected savings in certain areas, the current disposable amount falls short of the maintenance costs of the II Model. Therefore, without additional funding from the donor, the civil acts registration system itself would not have the financial capability to implement the II Model. 

Maintenance costs of the II Model
Setting up the II Model will require additional ongoing costs, which the civil acts registration system will have to incorporate in its financial planning. Specifically, having the II Model will require as at the minimum the telecommunication and courier service costs, which will ensure that the system runs as it is, without the capability to develop further. This, from the current estimates will make up 361,860 USD per annum. 
With regards to telecommunication costs, this includes estimates for corporate bundles that can be granted to the cell-phones acquired for the purposes of data verification for the CAR system. With regards to the courier costs, it does not imply acquisition of vehicles, but rather buying a courier service from individuals on the contractual basis.  

It is also worth noting, that it is expected for the equipment renewal cost to be 20-25% per annum, which shall be taken into consideration in the planning process. 

Taking into consideration the current revenue level of the CAR system generating additional revenues from services and optimizing costs in non-value adding activities will be essential to be able to maintain the system. 

Reduction in certain types of revenues as a result of the II Model
Currently the civil acts registration system provides paid services to the citizens. Even though some services are considered to be free of charge by the system representatives, for citizens they are not entirely free as they are asked to pay for letterheads, as well as other “voluntary” additional services, which are almost an essential part of receiving the service.

Taking into consideration that the II Model proposes the reduction in number of civil acts records, it does not necessarily translate into reduction in revenues due to the elimination of certificates. It implies the reduction of paperwork for the CAR system; however renewed certificates as well as reference letters will still be required. At the same time, elimination of three types of civil acts records will result in savings related to registering these acts and thus compensate for the loss of revenues. Reduction can be related to the elimination of requesting documents stored in the CAR system, however putting a precise estimate to it is impossible. 

Other costs associated with the II Model

Taking into consideration that the II Model is mainly based on the optimisation of the existing paper-based system, however does not offer a radical development, it has its opportunity costs. By implementing this II Model, possibility of introducing new services, among them revenue-generating services will be near to impossible. Therefore, the CAR system will not be able to benefit from additional revenues generated by corporate services.

The II Model also does not offer creation of the unified database, which could serve as the basis for developing a totally new, secure identity management system in the Republic of Tajikistan.    
Benefits

Monetary benefits to the CAR system

Savings generated through elimination of 3 types of civil acts
Implementation of the II Model is expected to bring monetary benefits; however measuring the benefits in numbers is rather hard due to the lack of information in the civil acts registration system. Monetary benefits are expected to be accrued through optimisation of operating activities – reduction in paper-work and thus, gradually the volume of the archive the CAR system has. Part of these benefits can be observed in the short-term, while others – in the medium term.

Currently employees of civil acts registration offices carry out manual registration of 7 types of civil acts records in two copies, creating books of CAR records in need of continuous maintenance and archiving. Currently the finance-economic division responsible for the financial state of the CAR system does not maintain records of annual archive costs, such as the space allocated to archives, binding of books with the CAR records, the series of ledgers to be filled in by the CAR employees in the course of the civil acts registration process, thus making cost estimation a rather hard task. Taking into account this fact, elimination of three types of civil acts and reducing its number from 7 to 4 will totally eliminate paperwork related to the three types of acts. This is translated into two types of benefits – reduction in paperwork and reduction in the volume of archives and associated costs (space, stationery, etc.).
Improved access to services for citizens and better service experience

Taking into consideration that front and back-office separation will be possible in many offices, it shall increase permeability of the offices, thus allowing applicants to spend less time in the CAR offices to obtain their services. Besides, taking into consideration the proposed currier service, applicants will no longer require to visit different offices (usually in geographically remote areas from their place of residence) to collect documents stored in the CAR system. 

Improved vital statistics and higher registration rates for birth and death acts

The II Model, even though paper-based, proposes the use of proactive registration of birth and death by medical institutions/personnel present during the fact (or who take the record of the fact). This will allow for the improvement of statistics and reduction of gap between facts registered by the CAR system and data provided by the so-called MedStat. Therefore, one of the key benefits of the proposed II Model is the increased if birth and death registration, which directly translates into improved vital statistics.
Monetary benefits for citizens

Currently citizens require multiple visits (at least three visits) to CAR offices – to apply for civil acts, to bring the receipt of the payment and pick up relevant certificate/reference. They must also collect documents stored within the CAR system and other state institutions, resulting in increased costs for them. The proposed model will allow for eliminating the number of visits citizens require to the offices, as well as money they need to pay to obtain necessary documents to receive services, part of which is expected to be stored within the CAR system and be accessible through the courier or phone-verification services.

Non-monetary benefits

Besides monetary benefits, the Proposed II Model is expected to generate non-monetary benefits as well. Overall, the division of front and back office functions is expected to reduce corruption risks, however not fully eliminate it. When a decision-maker and an applicant are separated from each other by a front-office employee and they do not have communication between each other, room for “extraordinary arrangements” is reduced.

To summarise, there are certain benefits offered by the II Model, however it shall be noted that the benefits and attached costs are disproportionate taking into consideration the role of the CAR system in general. Some improvement offered by the II Model will help to improve vital statistics and rate of birth and death registration, show some improvements in access to services (in terms of geographic spread, as well as reduction in costs required by an applicant to apply for the services), however other key priorities, like: precision of information, elimination of duplications and thus, trustworthy unified database, lack of support towards identity management and related services are issues, which have to be taken into consideration when discussing the II Model. It shall also  be noted, that when development of the CAR system is at stake, the paper-based Model can only offer marginal improvements, however not development as such.
Conclusions and recommendations
This chapter provides general recommendations, which apply to both models. The purpose of these recommendations  and intend to provide areas of  are common for the best service delivery model as well as other proposed versions.
Human Resources

1) Increase capacity of the CAR system employees – trainings

Trainings in technical skills, work with computer equipment, work in the software;

Trainings in – service delivery, service standards

Trainings in – legislative changes, work with the system
The CAR Law underwent a change according to which the heads of CAR bodies as well as the system employees have to have education background in Law, as they consider Laywers can read and interpret laws better, as well as carry functions of the CAR bodies in a better manner.
It shall be noted, that the civil acts registration system employee requires the knowledge of legislation in the same manner, as employees of any other system; for example: people working in the medical field require the knowledge of legislation regulating this field, bookkeepers – require the knowledge of at least tax code; therefore, any person requires the knowledge of legislation, regulating any field he/she works in.
Legislation constantly changes and however well a person studies on the Law faculty, he/she needs to continuously follow changes in the field the same is true for the CAR system employee. Studying family code norms in the law faculty does not mean a good knowledge of civil acts regisattion. This is the type of job, which is perfected in practice and realisation of  norms in practice. CAR related work is rather technical – if the grounds for registration exist and documents, necessary to fill in an act, an employee carries out a civil acts registration. No other decision is made, only record of the existing facts. Thus, the requirement to employe only persons with educational background in Law cannot be justified.
Development of a training module is important, which will cover different copmonets – differnt types of trainings. Trainings materials, oriented on specific issues – Q&A type, easy to use shall be developed as a guideline, so that every employee can use it. The proposal implies intenstive trainings – not one and two day trainings, but a course comprised of all components.
Physical infrastructure
The existing physical infrastructure requires some refurbishment, however not all of them may require substantial refurbushment. Some minor changes is possible everywhere to separate front and back offices; of course where the space allows for this.
In the framework of the reforms project several offices can be developed, however improvement of the entire physical infrasructure is associated with large expenditures. Desks can be oranised, which will be located in the unified space, while back offices will be sitted in the cabinets.
Such small reconstructions do not require large financial resources and CAR sectors can do this with their own financial resources, received through paid services.
Optimisation of business processes
Diagram for every single process shall be prepared separately, discussion shall be held on what is extra and a new process shall be prepared, which will elimnate all that is extra and leave only necessary steps. Based on the optimised business processes all services have to be standardised.
Differentiating services, which can be finished upon submitting an application 

Those services shall be clearly differentiated: a) which can be rendered/finished upon submitting an application; i.e. once applying an applicant does not leave an operator and awaits for the service to be completed – this means that an operator carries out activities in front of a citizen and issues a document immediately (this rule can apply only to a limited number of services); b) which can be rendered shortly after submitting an application; i.e. an applicant leaves an operator and awaits for a result at a date, indicated in the “memory note” (in the office, on the same day if the result can be obtained in that period or comes back after several days on the date indicated on the memory note). Such differentiatin allows for clearly defining terms fo an applicant, as well as a service provide and the same time allows for designing new services.
Gender mainstreaming in civil registration services

Usually gender mainstreaming in public service delivery implies the following practical strategies: 

· Actions/measures that directly promote gender equality and women’s empowerment; 

· Make public services more gender-inclusive; 

· Avoid gender bias and minimize gender-related vulnerabilities and risks. 

Assessment of gender inclusiveness of civil registration services and capacity of a system to overcome gender bias and gender-related vulnerabilities and risks 

Tajik legislation does not include a definition of “public services to population” and, subsequently, established system of provision of public services to population of the country. In 2006 the President of the RT adopted a Strategy of the Public Administration Reform and its Action Plan for the period of 2006-2015. This Strategy stipulates that one of its objectives is to ensure access and increase quality of services provided to the population. It was foreseen to introduce measures on rationalization and optimization of system of public service provision through pilot projects in the Ministry of Labour and Social Protection and based on this experience expand it to other ministries and agencies providing public services. It was specifically foreseen to adopt legislation and develop a strategy of introduction of standards of public services and establishment of a unified register of public services. These legislation and register were not still adopted. Thus, the public services are not perceived yet by the Government of the RT as public goods that should be accessible for the entire population of the RT. 

In the civil registration system, policy and legislation also do not perceive civil registration as public service or public goods that should be accessible for population. Moreover, the Law on CAR is not supported by the regulations on provision of each registration service. The Law itself does not include non-discrimination and equality clause to ensure that services are provided and accessible to everyone including women and men. 

In 2014 the Government of the RT adopted a Programme of development of bodies responsible for records of civil status in the Republic of Tajikistan for the period of 2014-2019. This Programme is aimed at development and establishment of effective management of system of registration of civil status that will be based on modern information technologies. 

The focus of the Programme is on introduction of Information and Communication Technology (ITC) in the system of registration of civil status and use of electronic means in registration and issuance of certificates confirming civil status. Specifically, it sets inter alia the following measures pertinent to delivery of registration services:

· Establishment in cities and districts of the mechanism of a “one stop-shop” on the basis of ZAGS departments and units, establishment of one centre of receipt, registration, record and timely hand over of required documents to citizens, organisations and bodies; 

· Regulation and standardisation of services under authority of ZAGS, development of minimum standards on quality of services (duration, cost and level of service);

· Establishment of unified electronic system of registration of civil status;

· Reduction of number of required documents and operations, economy of time and means of clients to ensure protection of rights and freedoms of citizens, reduction of number of direct contacts of citizens with public servants through effective interagency cooperation for collection of information and documentation including via Internet. 

· Meet needs of users of services of registration bodies and improve them to bring in line with international standards of provision of quality services.

However, such important objectives on regulation and strandartisation of services, development of minimum quality standards of services, focus on users are not specified in the section 6 “stages of implementation of the Programme” and section 8 “outcomes of implementation of the Programme”. Moreover, the Programme is gender blind. The section of situation analysis of CAR bodies does not reflect gender analysis of the situation in civil registration system and how its reform will address existing gender problems, for instance, incomplete coverage of children and, specifically, girls with birth registration, coverage of death registrations, especially, fetal deaths, monitoring of maternal mortality rates etc. Besides, analysis with staffing is also not sex-disaggregated. It does not include information about number of women and men working in the system and their positions, influence on decision-making process in reform process. It also does not include any assessment of impact of proposed reforms (for instance, introduction of ITC) on women and men working in the system and which approach the Programme is taking to ensure retention of qualified women and men in the system in course of reform. The Programme does not include sex-disaggregated data on persons applied for registration of vital events and breakdown of registrations by vital act and sex.   

Throughout the Programme such definitions as “users of services”, “demands of the population”, “rights and freedoms of nationals”, “clients” etc are widely used. There is no reference to strategic needs of women and men in civil registration services and impact lack of registration of vital events have on lives of women and men in Tajikistan.  Important dimension of the Programme as mentioned above is introduction of ITC in front and back office. At the same time, the Programme does not take into account realities of penetration of internet and computers in Tajikistan and does not assess the extent of “digital divide”, i.e. restrictions which certain groups may have in use of electronic services and ICT. From one side, introduction of ICT can impact situation of women positively, because they will be able to apply independently to civil registration service provides to register births, marriages without consultations with heads of households or senior relatives. From another side, level of knowledge among women about ICT and skills to use them is lower compared to men. The Programme should have foreseen measures to narrow “digital divide” and ensure that new method of service provision benefits women and men equally. 

The Programme has as one of the objectives implementation of state policy in the field of family law and increase of level of legal culture among population in accordance with authorities vested in civil registration bodies. The Programme does not take into account that women have lower access to information compared to men, especially, on legal issues. In this respect, the Programme should establish gender-specific activities aimed at awareness raising on registration of births, marriages, establishment of paternity among women and girls.  

The Programme does not establish any indicators that will help to measure its progress and impact on population, in general and women and men, boys and girls, in particular. It is not aimed directly at solving challenges with coverage of population with civil registration services and does not respond to problems women and men face in access to registration services. For the Programme to become a realistic document guiding the reform full revision should be undertaken to establish gender-responsive civil registration system and address specific problems women and girls face in access to civil registration services. To ensure that civil registration services are gender-responsive the following indicators are suggested: 

· Number of applicants registered by sex; 

· Proportion of target group (women, men, boys, girls) registered; 

· Percentage of target group that is computer-literate by sex;

· Percentage of target group that can speak the national language by sex; 

· Number of registration service providers able to speak language of the locality by sex;

· Number of applicants seeking information by sex; 

· Percentage of applicants returning to submit forms by sex; 

· Number of days from submission to receipt of registration document by type of vital events; 

· Percentage of applicants granted registration by sex; 

· Number of staff (women and men) trained and using electronic civil registration system;

· Number of women and men appointed to management positions in civil registration system; 

· Electronic system of collection of civil registration data by sex, age and other grounds; 

· Number of women and men, including those residing in remote communities informed about developed rules and procedures of registration. 

· Number of public awareness campaigns targeting women and girls conducted; 

Actions/measures that directly promote gender equality and women’s empowerment

In the civil registration system, it is proposed to introduce as a temporary special measures outreach activities to ensure that vulnerable women and girls and other vulnerable groups of population are assisted to receive registration documents. These activities should not be perceived as a standardized and optimal model of provisions of services. However, taking into account gender inequalities in access of registration services and gaps in coverage with registration services between women and men, boys and girls these outreach models can be used on temporary basis at the very beginning of the reform to increase coverage with civil registration services. 

There are two notable examples in provision of outreach activities of this kind. One model was developed and piloted by the NGO “Khurshedi Zindagi” in the framework of the UN Women Project “Gender and Democratic Governance – Provision of Basic Services to Services in Tajikistan” implemented in Gonchi district of Sogd province. The Project had specific focus on ensuring access of women to social protection services and civil registration services.

Another model was developed and still implemented by NGOs partners of UNHCR projects on reduction of statelessness in the RT. This Project is ongoing. It is implemented in 7 pilot districts, in Istravshan, Shakhristan and Gonchi districts of Sogd province, in Shartuz and Kabodiyon of Khatlon district, in Tursun-zade and Shakhrinav of districts of republican subordination. All these districts are border districts and they were selected, because it was assumed that persons at risk of statelessness can reside in border districts. Example of work of one UNHCR partner – NGO Rights and Prosperity that works in Tursun-zade and Shahrinav districts – is taken as a case study for this report. 

One Stop Shop (OSS) for provision of services and information to address legal problems in communities.

Prior to introduction of OSS approach the Project conducted a monitoring of provision of services and also problems which local communities residing in pilot jamoats faced. Groups of observers were established among active women and they paid visits to households and collected information about households and problems with social protection and civil registration. During first phase of the Project they revealed that 127 persons did not have passports, 137 children did not have birth certificates. In the second phase in 800 households surveyed in 4 jamoats 110 cases were revealed when persons had Soviet passports, 249 had expired passports, 212 children had temporary birth certificates. Upon extensive consultations with local district authorities NGO Khurshedi Zindagi developed a concept of implementation of the OSS. The concept was based on notion of improvement of quality of services, ensuring such standards of service provision as transparency and accessibility of services to the most vulnerable groups. The model also established such objectives as coordination between public service providers and comprehensive consideration of issues to address social, economic, property and financial problems of vulnerable groups. Operation of the model was based on Memorandum of Understanding (MoU) that was signed by the following service providers at the district level:

· Executive body of state power of district; 

· Department of state agency of social insurance and pensions; 

· District department of state agency of social protection, employment and migration; 

· Department of economic development and trade; 

· Department of agriculture; 

· Land committee; 

· Civilregistrationoffice; 

· District education department; 

· District health department;

· District passport and registration department; 

· District information and consultative center under women’s committee.  

This MoU also included obligations of all service providers including provision of services and monitoring of provision of services to persons applied. The model was established on the basis of the Law of the RT “On applications of citizens” and decision of head of local government authority “On Measures of Strengthening of activities of the One Stop Shop on Provision of Services and Information in Gonchi district of Sogd”. This decision also adopted a Regulation on OSS and established several and introduced this mechanism officially at the district level. 

Institutional mechanism of OSS included establishment of the mobile groups comprised of representatives of every public body included to OSS who had to provide mobile public services and coordination group headed by Deputy Head of local district authority that was in charge of monitoring of work of OSS and responses to applications.

OSS services were provided on monthly basis during established working hours in one office allocated for this purpose by the local authority. Mobile groups received applications from citizens in jamoats every week and submitted them to the OSS for processing. Citizens had to travel to district once to find out result of their application and receive document/service for which they have applied via mobile groups. The OSS was supported also by hotline consultations of citizens on services available and information on applications and massive awareness raising campaign in mass media about OSS, schedule of work and services provided.

Reduction of risk of statelessness in Tajikistan 

Studies related to the issues of statelessness in Tajikistan showed that the legal status of the mother is very closely connected with the legal status of children and their access to rights and services.
 The situations described below can be typical for both women and men. However, the researchers noted a higher percentage of women in this situation compared to men due to the fact that men are more independent in making decisions about their own mobility, the family budget, and receipt of identity papers in comparison with women. There are number of groups of population who may face risks of statelessness: 

· so called “border wives and husbands”, i.e. women and men who before the collapse of the Union of Soviet Socialist Republics (USSR), and after the declaration of the Republic of Tajikistan's independence were married with RT citizens. They reside in Tajikistan for many years without proper legal status due to the fact that they have lost citizenship of the country of origin or untimely exchange USSR passport. 

· women, who have only a Soviet passport and did not apply to the relevant authorities in exchange for national passports of the USSR. 

· group of citizens who only have birth certificate who did not apply for various reasons to passports and birth certificate is their only identity documents. 

· children from families of people mentioned above who can be at risk zone of statelessness due to the fact that their parents had problems with their identification documents. 

In order to solve problems of persons at risk of statelessness UNHCR through its partners established a Project to assist them to get birth certificates and passports. In the pilot districts UNHCR identified 23’103 persons. Of this number 14’957 were women. 

Model established by the NGO “Rights and Prosperity” to address issues consisted of the following three components: 

· Identification. Monitors were trained on collection of identification of persons at risk of statelessness and collection of information about situation of each person through standartised questionnaire. Monitors worked in close coordination with jamoats and communities to identify persons and inform about registration issues and services they can provide. The process of identification was also supported by legal consultations in jamoats and through the hot-line. Persons identified were registered by the Project and legal information on each of the person was collected through the questionnaire and supporting documents were attached to every questionnaire; 

· Assistance. Persons identified were assisted with collection of required documents, submission of requests to public bodies and to foreign states to clarity their legal status. In several cases assistance was required to apply to courts and establish legal facts there. As most of the population identified belonged to category of poor people, mobile groups were formed by the NGO to travel to remote locations to assist with provision of services. Mobile groups consisted from representatives of passport and registration service, jamoats, civil registration bodies and other concerned depending on case. During mobile visits documents and required data for production of birth certificates, passports was collected (for instance, pictures, copies of available identify documents, payment of duties etc). Documents issued were also delivered to remote communities by these teams, because people did not have money to pay for transportation costs. Civil registration bodies were also involved to issue birth certificates for persons who never received them and exchange of birth certificates issued in contradiction with the law (wrong form was used during issuance and birth certificates were void) with new birth certificates.

· Prevention. This component included awareness raising campaigns in districts through dissemination of posters, booklets on registration of vital events and receipt of passports and community meetings to inform population. Other prevention activities included participations of reforms of legislations, establishment of cooperation with passport and registration services and so on.  

One of the means of prevention of risks of statelessness is to have effectively functioning civil registration system that covers all population that resides in Tajikistan. In this respect, such model helps to link persons at risks of statelessness with civil registration system and passport and registration services. At the same time it demonstrates that reforms of civil registration system and these services should be closed linked with passport and registration services including through linking electronic databases of civil registration system and passport and registration services. 

Strength of both models is on opportunity of identification of persons with civil registration problems and legal assistance to persons who are not able to solve their legal problems due to lack of knowledge, complicated legal problems, lack of funds to cover costs of lawyers and registration services. Jamoats, mahallas and local authorities do not have capacities to reach out population like it is done by these models. Besides, such mechanisms as mobile consultations and provisions of services in the communities are not established by the legislation and rarely practices throughout Tajikistan.
Feasibility Study to Define the Most Optimal Model of Civil Registration Service Provision





Study 1.2





The document discusses models of civil acts registration service provision based on the outcomes of the Feasibility Study 1.1. The study discusses two models: the most optimal model which responds to the challenges of the CAR system, and possible model – which improve the current status quo, however do not respond to all challenges of the system. 
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� This is acommon feature observed in most post-Soviet countries and the team leader had early contact with the CAR system in Tajikistan and thus under


�Gender Statistics Manual. Integrating a Gender Perspective into Statistics, UN Statistics Division, 2013, �HYPERLINK "http://unstats.un.org/unsd/genderstatmanual/Default.aspx"�http://unstats.un.org/unsd/genderstatmanual/Default.aspx�


� Universal front office implies front offices, which render all services offered by the CAR system without any restriction by the type of front office – CAR sector, Jamoat, consular service or any other participant, which may join the system in the future


� no printing is required, if electronic signature pads are used.


� In the future records existing in the passport database shall also be checked, however subject to electronic service built between the passport office and the CAR system.





� The I Model gradually proposes to remove territorial restrictions not only on submitting application wherever a person wishes to do so, but also on where a person can obtain a document/final decision; i.e. a person can apply in one town (regardless of where an act has been registered) and indicates another place to pick up the document.


� The State has great interest in obtaining vital statistics, while persons usually get interested in birth and death registrations when they require birth certificates for schools, healthcare programs, etc. and in case of birth – when inheritance related issues are raised. 


� A software module wil be developed for medical institutions, which will be integrated/connected to the electronic CAR system. 





�Medical institutions implies any location, where an authorised medical personnel is present; including ambulance carrying out an onsite visit


� This topic can be a matter of negotiation between the Ministry of Justice and the Ministry of Health


� http://www.nbt.tj/en/ 


�the estimates will further be elaborated in the course of the third mission and feasibility study 1.2


� Hardware does not include reserve hardware for cases of malfunctions. It is suggested, that when negotiating procurement of hardware, rapid response mechanism is included in the agreement, so that supplier is liable for replacing/fixing any malfunctioning hardware within 24 hours, so that the process is uninterrupted.  


� One tablet is envisaged for each medical institutions/point  operating across the country at regional, town and Jamoat level; in total it makes up 2905 points – 9 maternity houses (3 in Dushanbe, 2 in Sughd, 2 Khatlon, 1 GBAO); 1711 health points (“Bungohi Salomatii”), 817 village health centres (“Markazii Salomatyi”), 55 district health centres (“Markazii Salomatyi Nohiavi”), 61 town health centres (“Markazyi Salomatyi Shahryi”), 64 regional hospitals (“Bemorkhonayi Rokhanii Nohiavyi”); 54 central district hospitals; 6 oblast hospitals.   


� Regions under Republican Subordination 


� The trainings are expected to take place near the workplace of persons participating in it, so that accommodation costs are optimized


� Decree #430 of the Government of the Republic of Tajikistan of 2 July 2015 on the Size of Fees for Additional Services Rendered to Persons and Organisations in the Civil Acts Registration Bodies in the Ministry of Justice of the Republic of Tajikistan or other authorised bodies


� http://www.nbt.tj/en/ 


� Hardware does not include reserve hardware for cases of malfunctions. It is suggested, that when negotiating procurement of hardware, rapid response mechanism is included in the agreement, so that supplier is liable for replacing/fixing any malfunctioning hardware within 24 -48 hours.  


� Trainings are planned to be carried out towards the end of the Year 1, once all formalities have been carried out. These trainings do not include supporting trainings which employees undergo every year, but rather an induction training on how the new II Model works.  


� Hereafter, the one-stop shop model is described on the basis of interview with Ms. Shuhoat Khasanova, the Director of the NGO “Khurshedi Zindagi” and UN Women brief on documentation of process of establishment of the One Stop Shop on Provision of Services and Information in Gonchi district of Sogd province drafted by Ms. Bihojal Rakhimova, UN Women Consultant, 2012.  


� “Respect of rights and freedoms of persons at risk of statelessness and undocumented persons in Isfara, Gonchi and Gafurov districts of Sogd province”, Bureau on Human Rights and Rule of Law, 2013; Joint statement of the NGOs Bureau on Human Right and Rule of Law and Rights and Prosperity on implementation of article 9 of the CEDAW, 2013. 





Page 83 of 93
Page 3 of 93

[image: image16.jpg]


[image: image17.png]


[image: image18.png]


[image: image19.png]>



[image: image20.jpg]


[image: image21.png]


[image: image22.png]


[image: image23.png]


[image: image24.jpg]


[image: image25.jpg]


[image: image26.png]


[image: image27.png]INPATIENT

SmartSign.com + 800-952-1457 » $2-0246




