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Implementation of a Financial Management and Control System in Georgia

Establishment of a Performance Appraisal System in the Ministry of Finance of Georgia

Part II: Georgian Consultancy

Project:	Public Financial Management in the South Caucasus
PN:		17.2023.4-001.00

1. Background of the Project:
Georgia is currently undertaking a comprehensive reform process to implement the financial management and control (FMC) function throughout the public sector as part of the Public Internal Financial Control System (PIFC). Also the new Public Service Law will come into effect from January 1st 2018. The development and enhancement of the PIFC system (FMC, Internal Audit, Central Harmonisation Unit) is embedded in a broader reform of the country’s Public Financial Management (PFM) system (cf. Public Finance Management Reform Policy Vision). A strategic concept for the reforms of Internal Financial Control within the Public Sector of Georgia was developed in 2009 (revision/renewal is needed). Particularly the implementation of a FMC system follows a close orientation towards international standards and the PIFC concept developed by the European Commission. The aim of the PIFC reform is to improve efficiency, effectiveness and accountability in the public administration. EU approximation is a strong driver of the reform process (cf. Association Agreement EU-Georgia, ENP Georgian AP).
The responsibility for steering and harmonizing the reform process lies with the Public Internal Control Department (PICD, former CHU) of the Ministry of Finance. Among PICD’s central tasks are organizing and facilitating trainings, pilot audits, on-job trainings, providing methodological guidelines and documents and supporting exchange dialogue between the reform stakeholders.
Ministry of Finance asked to support the establishment of an effective management system through the implementation of a performance appraisal system at the Ministry of Finance of Georgia. According to the new Public Service Law of Georgia  Performance Management is mandatory for all public institutions. It is obligatory to evaluate civil servant’s performance and is based on the COSO definition of FMC. 
One pilar of COSO is control environment. The overall control environment sets the tone of an organization. Some of its elements are the following: 
· personal and professional integrity as well as ethical values of management and staff (application of code of conduct and supportive attitude towards internal control at all times);
· Commitment to competence, meaning that managers and staff maintain and demonstrate a level of skill necessary to assess risks and help ensure efficient and effective performance and understand internal control objectives;
· Human resource policies and practices to ensure professional and transparent policies of recruitment, training, evaluation, promotion and compensation and remedial actions;
· The ‘tone at the top’, in the sense of a supportive attitude by management towards internal control is required.
· Also, there should be a code of conduct established by management as well as counselling and performance appraisals that support the internal control objectives. 
· A well-defined, planned and effectively managed performance appraisal system is a necessary precondition for the achievement of goals by a governmental institution. 
The second pillar of COSO is Risk Management. Risk Assessment and Risk Management require to be fully implemented that relevant objectives and KPI are established at all levels of the organisation. It is internationally recognised that setting SMART objectives and KPI are fundamental to improving transparency and accountability of Public Finance Management and improving the quality and timeliness of public service delivery. In the absence of these essential principles, it becomes problematic for any organisation to know where it is currently and where it wants to be in the future and how success or failure will be measured.
Managers of the institution are responsible for successful progress of the processes and therefore should have a clear vision of the performance of their staff, also existing risks and ways of their reduction, necessary resources (financial, human and technical) and potential for improvement of processes enabling them to manage processes effectively. 
Clearly formulated job descriptions are important for persons involved in different processes to have a clear picture on how they contribute to the achievement of the goal of an organization or particular organizational unit. 
Design and implementation of a performance appraisal system is a novelty for Georgia’s public sector institutions. Ministry of Finance is one of the first organizations who will pilot performance appraisal in its Central Office and at this stage is undertaking their review and assessment.

2. Objectives
The pilot program aims at the establishment of an effective performance management system in Georgia, especially a performance appraisal system in the Ministry of Finance of Georgia. This should be achieved by reviewing and analyzing existing European good practice, creating understanding of SMART objective settings, KPIs, raising importance of HR policy and necessity in the Ministry of Finance, improving Control Environment of the Ministry of Finance and at the end creating ground for effective Risk management System in MoF. Goals, Indicators, targets of program budgeting and partner strategies should be incorporated into the system. 

3. Results to be achieved and performance indicators: 
Result to be achieved:
· Design and implementation of a performance appraisal system for the Ministry of Finance of Georgia. This covers defining the most appropriate tools of the PA system and the desired process based on an As-is Analysis, benchmarking, creating Performance Appraisal (PA) framework (Performance Appraisal Methods, Forms, etc.) and guideline for administering the appraisal system.
·  Identifying, selecting, describing, reviewing the existing performance appraisal practices of the Central Apparatus of the Ministry of Finance, including objective-setting, appraisal, rating, reward and promotion, as well as civil service law, relevant regulations, organizational architecture and supporting technology (where appropriate) and elaborating recommendations for the implementation.
· Improve management system of performance appraisal in the Ministry of Finance through development and  enhancement of the competencies of an internal team (by transferring the knowledge during working process) which could later lead the further training and implementation process.
· Improve the transparency and accountability of PFM and improving the quality and timeliness of public service delivery

Performance Indicators:
The Pilot program aims to establish a framework for the formation and functioning of a stable, unified performance management system with performance appraisal in MoF based on transparency, accountability, fairness, career promotion, integrity and risk elimination:
· PA framework for administering the appraisal system of the Ministry is identified and described (As is) 
· Improved and renewed performance appraisal framework and guidelines for administering the appraisal system are created
· Recommendations for implementation of improved and renewed PA framework are developed 
· Ministry’s team is ready for implementing the improved (optimized) PA System
· The performance appraisal system is coordinated with the Civil Service Bureau and other ministries.

4. Description of main tasks and processes
	The project team consists already of an international consultant Mr Hans Rieger. He will deliver European best practice, recommendations and first trainings. To ensure acceptance, complete practical trainings and implementation Georgian expertise is needed. A close cooperation between the Georgian consultants and Mr. Rieger is expected.

The tasks of project team:
1. Conduct in depth analysis of the existing practice of performance management (how line managers unofficially manage the staffs’ performance in practice)
2. Ensure that the recommended PA system fits to the new Civil Service Law and relevant normative acts of Georgia.
3. Conduct interviews with all Heads of departments, divisions (53 in total) and employees' focus groups about their expectations regardingthe performance appraisal system. A draft interview guide will be provided.
4. Review and analysis of the existing charter of the ministry and the structural units of the central office (20 in total), their functions, Ministry's strategy, priorities, action plans and employee’s job descriptions (273 in total).
5. Review and identify the links between the employee’s job description, his or her work plan, his or her actual work and the organization’s goals, objectives and strategic plan 
6. Based on interviews identify the specific issues and challenges that may raise during implementation of the performance appraisal system, in cooperation with line managers identify ways how to manage them.
7. Support structural units to identify objectives and relevant competences for their staff that could be appraised and measured with KPIs.
8. Support in PA initial implementation process, especially:
· Conduct training sessions (Mr Rieger will conduct the first trainings, Head of HR Department would like to participate) for line managers and HR staff
· Communicate finalized PA framework and guideline to the MoF employees
· Assist line managers in successful goal setting, identifying relevant competences that should be appraised, in communication with employees
· assist HR department and Line Managers in solving challenges raised on a daily basis during the pilot project 
· Review PA framework and guidelines based on the observations, deviations and challenges identified during the pilot process
· conduct additional activities based on the needs 
9. [bookmark: _Hlk485035357]Design PA functional requirement for PA software
· Analyse created PA framework and translate it into process workflow
· Create functional characteristics and requirements for PA software solution; 
· Quality assurance of the implementation of the new software

After the end of the project, tentatively within 10 days a final report in English with up to 10 pages is to be provided which will include recommendations for the Georgian Partners. The deliverables described above, information about  the process and outcome of the mission should be annexed to it.

5. Location and period of engagement:
The project will be held in the Ministry of Finance of Georgia (MoF, Tbilisi, Georgia). The duration of the contract will last from 10.10.2017 – 31.03.2018. 

6. Requirements towards consultancy :

7.1. Requirements towards Senior HR expert:

Education and qualification
· University degree (minimum Master’s degree) in Business Administration, Human Resources Management, Economy or Public Policy areas; 
· Minimum 5 years working experience in organizational management and/or HR Management ;
· At least 4 years of professional experience in HR consulting projects (including consulting projects on performance appraisal system in governmental institutions)  
· Knowledge of best international standards and experience in Human   Resources Management 
· Experience of development of policy and/or guiding documents;
· Knowledge of software system(s) related to HRM; 
Technical staff
· University degree (minimum Master’s degree) in Business Administration,  Economy or IT areas; 
· Minimum 5 years working experience in analysis of organizational processes and/or IT system;
· At least 3 years of professional experience in IT systems consulting projects (including consulting projects related to IT in governmental institutions)  
· Experience in conducting at least 2 functional requirements and/or quality assurance project


Skills
· Critical and analytical thinking;
· Identifying key and problematic issues and their solution;
· Effectively manage job time;
· Multi-tasking; 
· Draft and present the reports and presentations;
· Draft written documents;
· Work independently and in team;
[bookmark: _GoBack]Organized, sociable, punctual, disciplined.


Contact persons
Mr. Christian Doering
PFM Team leader
Public Financial Management in the South Caucasus
Deutsche Gesellschaft für Internationale Zusammenarbeit (GIZ) GmbH
96, Ketevan Tsamebuli Ave.
0144 Tbilisi 
Georgia
T: +995 32 2438287
M: +995 579042251
E : christian.doering@giz.de

Tamar Gureshidze
Programme Specialist
Public Financial Management in the South Caucasus
Deutsche Gesellschaft für Internationale Zusammenarbeit (GIZ) GmbH
96, Ketevan Tsamebuli Ave.
0144 Tbilisi 
Georgia
T: +995 32 2438288 
M: +995 599252528
E : tamar.gureshidze@giz.de
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