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TERMS OF REFERENCE
for a feasibility study on enhancing citizen’s access 
to administrative services at local level
Background 
The Government of Moldova is determined to fundamentally change the way public services are provided in Moldova through a variety of interventions for modernization of service delivery which combat corruption, foster a customer care culture, enhances access, as well as increase efficiency in the Moldovan public administration.
The citizens of Moldova face a series of barriers in accessing public services, including: long and unpredictable waiting times in the offices of central public administration authorities, administrative hurdles include gathering required documents and information, inefficiency of public institutions, ineffective communication and incomplete information about available public services. The conditions for service provision in some institutions do not comply with EU or international standards. Citizens wanting to access services are often required to travel long distances and waste time, effort, and money to obtain information or services from state institutions. 
The Government of Moldova has requested the World Bank’s assistance for a PAR operation, planned for delivery commencing in FY17 to 2021 (Modernization of Government Services Project –MGSP). Major results of the operation include better quality, accessibility, and increased efficiency of selected government administrative services. 
Under the Modernization of Government Services Project-MGSP, that will be launched in 2017, the Government undertakes a multilayered reform that focuses on key administrative central government public services to reduce time and burden for citizens and businesses and improve service delivery quality, transparency and efficiency by using innovative solutions and ICT. Its key pillars are: i) the modernization of the public services so that they are more accessible to any citizen and business; ii) service provision standardization, simplification through business process re-engineering and digitization, with a focus on on-line services; iii) citizen feedback and performance monitoring on service delivery for on-going improvement. 
While great progress has been made in electronic service delivery, physical access points remain necessary and are considered good practice to ensure equitable access to services by poor, vulnerable and provide channel choice. One barrier to the full adoption of digital services is the level of internet penetration in Moldova, with only 46.6 internet users per 100 people in 2014. Further, digital literacy poses a barrier to adoption and use of e-services. 
Under the Action Plan for Public Services Modernization Reform (2017-2021)[footnoteRef:1],  the government aims to develop and approve an institutional framework for the Unified Service Provision Centers (CUPS – Centre universale de prestări servicii) and pilot them as a mechanism for enhanced service delivery. CUPS concept is based on the one stop shop principle of services (OSS) providing access to multiple services through a single door or window.  [1:  Government Resolution no. 966 of August 9, 2016 (http://lex.justice.md/md/366273/)] 

Objectives of the Assignment 
The purpose of this assignment is to conduct a feasibility study on enhancing citizen’s access to the public services at the local level. 
Based on a detail assessment of the service windows of the institutions involved in the study, the feasibility study is expected to assess the viability and implementation of:
· separation of the front office from the back office in central government institutions in Moldova through outsourcing the front office segment of administrative services delivery, whereby the front office is focused on the relation with the public and is separated from the back office processing and outsourcing is defined as the contracting of an independent organization, public or private, from which the process is purchased back as a service. An outsourcing deal may also involve transfer of the employees and assets involved to the outsourcing entity; 
· using CUPS as front-office for provision of a number of administrative services. Potential institutions which can serve as CUPS are territorial offices of the Agency for Public Services, Postal Offices, Novateca Digital Libraries, Joint Bureaus for Information and Services, Commercial Banks; other possible entities that will be identified and suggested by the Consultant. CUPS will be serving in addition to service provider’s front offices.
Viability means an option of the outsourcing scenario that fulfills customer satisfaction, is cost effective and sustainable. 
The institutions whose administrative services are in focus include:
1. Civil Status Service (https://starecivila.gov.md)
2. Cadaster (http://cadastre.md)
3. Chamber of Business Registration (http://cis.gov.md)
4. CRIS Registru (http://registru.md)
5. National House for Social Insurance (http://cnas.gov.md)
6. Licensing Chamber (http://licentiere.gov.md)
The feasibility study will entail a comprehensive assessment of the current situation, opportunities and challenges in outsourcing the front-office of administrative services. 
A key outcome of this activity is the roadmap document and the necessary   instruments that will guide the undertaking of concrete future steps for outsourcing the public services selected of the institutions listed above to the successful CUPS.
Scope of Work / Main Tasks  
Under general tasks, the Consultant is expected to:
· Prepare a list of the services provided by the institutions under assessment mentioned above with at least the following information about each service: purpose of the service, beneficiary, fees applied, documents needed for the application; e-service options available, service delivery standards etc., 
· Conduct an on-site assessment of the offices/service windows of all the institutions listed above which will cover all facets enabling service delivery to citizens in these locations, including but not limited to the physical infrastructure, equipment, IT, personnel (i.e. number of regional service windows, geographical distribution, their workload i.e. no. of transactions, no. of beneficiaries that are served, IT solutions used and capacity, networks and internet availability); 
· Conduct on-site comprehensive assessment of offices-possible service windows of the Postal offices; Joint Bureaus for Information and Services; Novateca Digital Libraries and other possible private or public entities. The assessment should include but not limited to the physical infrastructure, equipment, IT, personnel, number of citizens or businesses that it will serve; geographical distribution of the windows/services
The target individual office/service windows, the assessment questionnaires and assessment report templates will be proposed and drafted by the Consultant and will be approved by the Beneficiary before the start of the assessment exercise. 

In addition, specifically the Consultant is expected to:
· Prepare an editable assessment model with economic, legal, technical and human resource inputs and assess viability of the scenarios under review and propose the most efficient and cost-effective scenario;
· Identify advantages of outsourcing scenario and help develop a justification for its implementation in a form of public policy proposal document; 
· Indicate managerial, legal, financial and operational issues, including those that are IT related and prepare recommendations for addressing them;
· Provide an estimate cost per service transaction in each outsourcing scenario as well as an analysis of potential savings (if there will be);

Based on the assessment:
· provide proposals to the legal and institutional frame-work for the implementation of the outsourcing of the FO to the identified public or private entities; 
· recommend the course of action for outsourcing for each of the institutions under assessment;
· provide proposals for drafting new or changes in the regulatory framework necessary for the outsource including organic laws that regulate the functioning of the institutions under assessment; 
· provide recommendations to support the outsourcing contracting process:  
· recommendations regarding the   contractual outsourcing framework;
· identify key performance indicators for the outsourcing entity; 
· provide recommendations on the investment needed to implement the outsource for each of the institutions under assessment;  
· review existing arrangements with other authorities and governmental entities which may be impacted by project implementation and suggest appropriate actions in this regard; 
·  With the help of the e-Government Center and State Chancellery, hold a public hearing to present the draft final report and to obtain comments from main stakeholders;
· Organize a public event to present the final report to the public.
Timing 
The Consultant is expected to complete the assignment in 5 months from the contract signing date.

1. Deliverables and Reports
Inception Report that will include the assignment work plan, assessment methodology questionnaire; target individual office/service windows that will be assessed; individual office/service window assessment report template and instructions to on-site assessment personnel; assessment field work schedule and logistics; field data quality control; feasibility study outline to reflect all the required tasks listed above –within 10 working days from the starting date. 
Preliminary individual office/service windows assessment reports with field work findings organized by institutions and potential CUPS assessed, within 3 months from the starting date.
Proposals to the legal and institutional framework for the implementation of the outsourcing of the FO.
Course of action document for outsourcing the front office segment of the services (Action plan)
Recommendations on the investment needed to implement the outsource for each of the institutions under assessment.
Recommendations to support the outsourcing contracting process, if any.
Outsourcing public policy proposal document. 

Draft Final Feasibility Study based on the approved outline reflecting the requirements for the assignment detailed in the scope of work section - 2 months after the submission of the preliminary assessment report. 
Final Feasibility Study addressing all the recommendations from the Client –within 5 months from the starting date.
The entire database, documentation, and filled questionnaires from the assessment.
The editable cost assessment/estimate and financial models prepared as required under the scope of work.  
The draft and final feasibility study must be submitted in English and Romanian language. 
Reporting requirements 
The Consultant shall work under the general supervision of the executive director and re-engineering coordinator, which will facilitate Consultant’s access to the necessary documents, materials and key stakeholders to the assignment.
Resources
The e-Government Center will provide the Consultant with the core data on the institutions under the scope of the feasibility study, facilitate contact with appropriate institutions, offices and make the necessary arrangements for the conduct of the consultations.
Qualifications 
· [bookmark: _GoBack]Relevant international experience in front office service delivery reform design, costing, implementation and monitoring to improve the quality of service delivery by the central government, local government or other appropriate organizations;
· Experience with service delivery outsourcing;
· Proven experience in conducting in-depth analyses of public service delivery from an institutional perspective in various countries;
· Demonstrated experience in at least two (2) assignments of similar size and scope in the last five (5) years in the form of written evidence;
Requested key expertise as follows:
· At least five (5) years of experience in service delivery management in the public or private sector
· Institutional and legal expertise with public services reform;
· Financial expertise capable to conduct economic and financial analyses on public services delivery.
The core team must consist of at least four (4) consultants with the following professional qualifications:

Expert 1: Project team leader
Qualifications and skills
· Graduate degree in business administration, public policy, law or similar fields;
· At least five (5) years of work experience as project team leader in assignments of comparable size and scope, with a relevant working experience of no less than ten (10) years;
· Professional experience in public sector reform and outsourcing of public services; such experience in countries with comparable situation to Moldova is an advantage;
· Well-developed oral and written communication skills, as well as organization and presentation skills;
· Good command of the English language in oral and written communication.

Expert 2: Business analyst
Qualifications and skills
· Graduate degree in law, business administration, finance or similar fields;
· At least ten (10) years of work experience in public sector reform, customer care service delivery or in assignments of comparable size and scope; professional experience in Moldova is an advantage;
· Well-developed oral and written communication skills and text processing skills as well as organization and presentation skills; 
· Creativity, ability to work in a team and strong organizational skills;
· Good command of the English language in oral and written communication, with the ability to present one's results in a clear and succinct manner.

Expert 3: Financial analyst
Qualifications and skills
· Graduate degree in finance, economics, business, administration or similar fields;
· Must have at least five (5) years of experience in costing and financial modeling in reform projects, or in assignments of comparable size and scope;
· Familiarity with the public sector in Moldova is an advantage;
· Well-developed oral and written communication skills and text processing skills as well as organization and presentation skills; 
· Ability to work in a team and track record in delivering results;
· Good command of oral and written English and Romanian languages.

Key expert 4: Legal Expert
Qualifications and skills
· University degree or equivalent in Law; 
· Not less than ten (10) years as a legal expert is required;
· Preferably five (5) years of professional experience but not less than three (3) years of experience in legal drafting and conducting full Regulatory Impact Assessment, with special reference to public service delivery and/or public institution management is required;
· Fluency in Romanian, both written and spoken (min 2 points in the scale from 1 to 5 where 1 is excellent and 5 is basic), knowledge of English language will be a strong asset;
· Computer literate.

The Consultant is expected to engage local personnel capable to carry out with quality and in a timely fashion the on-site assessment of all the service windows for the institutions under focus, and provide accurate reports of the findings. 
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