THE CIVIL REGISTRY AGENCY
STRATEGIC PLAN FOR 2007-2011
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[THIS SECOND PAGE RESERVED FOR A “LETTER TO FRIENDS OF CRA” FROM G.VASHADZE. THE LETTER, PROBABLY ACCOMPANIED BY A PERSONAL PHOTO, SHOULD INTRODUCE THE READER TO THE RATIONALE FOR, AND EXPECTATIONS FROM, THE SP.  IF PREFERRED, AN ADDITIONAL LETTER FROM THE MINISTRY OF JUSTICE COULD BE INCLUDED.  THE FOLLOWING LANGUAGE FROM THE “INTRODUCTION” SECTION OF THE LONG VERSION OF THE PLAN MAY PROVIDE IDEAS FOR WHAT MIGHT BE INCLUDED IN THE CHAIRMAN’S LETTER:]
Georgia’s Civil Registry Agency (CRA) has reached a point in its history when it is necessary and useful to articulate an Agency Strategic Plan:

· CRA is a critically important GoG institution, widely recognized in Georgia as a leader in public sector reform.
· In addition to providing citizens and others with identification cards and passports, the Agency provides documentation of a variety of civil acts (birth, death, marriage, divorce, change of surname, etc.). It is therefore a government institution with high visibility among the general population.
· CRA must combine and balance these services to citizens with a mandate to provide and reliably store information of key importance to the state. This includes address registrations for the Central Elections Commission, birth and death data for the Statistical Office, migration data for the Department of Consular Affairs, and other data for several other government entities.
· To forward momentum of reform, systematize the organization of Agency priorities and communicate these priorities to stakeholders, CRA has developed [its first strategic plan, which is summarized in this brochure.  The full version of the plan is available at our website, www.cra.gov.ge.]
· The plan is expected to serve as a desk-ready guide to key CRA objectives and the practical means for their achievement.  [CRA looks forward to] tracking program performance toward these objectives, and making necessary occasional management adjustments to programming as needed, to ensure that the plan meets its full potential value for our Agency and our customers.
Our Corporate Values:
The following basic values guide CRA in its activities as a public institution: 

· CRA exists to serve people;

· We are open, transparent and proud of what we do;

· We work with respect for each other, united in purpose;

· We are accountable for our decisions and actions; and

· We welcome further improvements to our organization.

We believe that these values serve CRA, as well as its stakeholders and customers, well.  Furthermore, we find these same values to be reflected in this strategy.
Our Corporate Vision:

CRA’s institutional vision, “Sense the Citizenship,” also serves as the motto for our public awareness campaign.  The phrase suggests that CRA as an institution is dedicated to responsibly serving the needs of the people at large.  The Vision also combines notions of civic accountability (by the state) and civic responsibility (by citizens).  CRA is a public organization that, in its strategy and its day-to-day operations, embodies both of these concepts.

Our Mission:

Guided by this Vision, CRA has identified the most significant results realistically to strive for between late 2007 and the end of this strategy period, December 2011.  The Mission Statement in this plan is CRA’s “peak result.”  It is the most ambitious level of accomplishment that the Agency reasonably can consider itself to be accountable for.  In the process of identifying the Mission Statement, CRA recognized its desire to provide services and information that is accurate, timely, reliable and efficiently managed and delivered.  Further discussion refined this picture, resulting in the current Mission Statement: “Formation of a Customer-Focused, Unified, Secure and Continuously Updated Civil Register.”  In particular, the Civil Register is to be:

· Customer-focused so that the information needs of individual and institutional customers come first, and that these needs guide the Agency’s future activities and programs;

· Unified so that comprehensive Registry information is available, through an integrated data system, to appropriate requestors for any purpose, from any location throughout the country, in a timely way;

· Secure up to professional standards, in order that both individual privacy rights and the integrity of CRA’s databases are invulnerable to attack or misuse; and

· Continuously updated through an integrated electronic network and electronic storage of data, to prevent CRA actions (or actions of its institutional customers) that might otherwise be based on out-of-date information.  All Registry information is to be updated in real time through an online regime.
OUR OBJECTIVES:
In order to accomplish this challenging mission, new initiatives need to be begun and our ongoing activities need to be strengthened in many areas.  CRA has developed the following seven objectives that will guide our future planning and operations: 

1. Refinement of Existing Services and Establishment of New Services. This will include:

a. Refined Civil Acts services; 

b. Improved services at matrimonial houses;

c. Expanded and simplified passport services; and

d. New types of services delivered to private entities.

       2.
Refinement of the Citizens Database.  This will include:
                   a.
Existing errors and discrepancies in the database identified and remedial actions determined;

                   b. Database monitoring system operates smoothly;

                   c. Refined database protection system created;

                   d. Database made more flexible; and

                   e. Unified database formed.

3.  Development of New Technologies.  This will include:

          a. Specialized software developed for working in real time;
          b. Introduce use of electronic ID cards and biometric passports;

          c. CRA’s activities maximally automated;

          d. CRA’s services used by commercial and governmental entities in real time;

          e. Citizens’ services unified across all CRA units; and

          f. Electronic record keeping established.

4.  Improved Infrastructure.  This will include:

          a. Refurbish territorial offices according to one-stop-shop standards;

          b. Establish matrimonial ceremony houses in regions;

          c. Central and backup servers are installed and functioning; and

          d. Creation of an integrated network throughout Georgia.

5.  Creation of a Refined Legal Framework.  This will include:    

          a. Law on the Civil Register elaborated and approved;

          b. Law on the Registry of Civil Acts elaborated and approved;

          c. Law on identification documents elaborated and approved;

          d. Law on personal data security elaborated and approved;

          e. Respective sub-legislative legal acts developed and approved;

          f. Guidelines on maintenance of the Civil Register elaborated; and

          g. Elaborate legal regulation of CRA’s organizational processes.

6.  Development and Implementation of a Refined Human Resources System.  This will include:

           a. Qualified and motivated personnel;

           b. Establishment of an available reserve of qualified staff; and

           c. Effective use of automated HR software.

7.  Strengthened Financial Self-Sustainability and a Refined Financial Management System.  This will include: 

            a. Diversification of sources of revenue;

            b. Formation of a refined system of financial analysis, planning and expenditure; and

            c. Development of a system of continuous financial controls.

IMPLEMENTATION OF THIS PLAN

The most important tool now in use for carrying out the strategic plan is a set of activity plans, one for each objective.  These plans describe in detail the tasks necessary to be completed in order to accomplish the objective, along with timeframes and recognition of the CRA team primarily responsible for getting the task done.  Many items in the activity plans will be accomplished within the next 2-3 years, while some others will take longer.  Progress on these follow-through activities will be communicated throughout the Agency and monitored by CRA senior management on a routine basis, along with a group of carefully selected program performance indicators.  CRA plans to conduct annual program reviews to allow us to assess progress toward achieving this strategy and to incorporate new ideas and suggestions as they arise.

With this new strategic plan in place, we look forward to a bright and productive future for CRA.

