Registrar General Department of Jamaica

The RGD in 1999

Dr Holness faced the biggest challenge of her career so far. She had been appointed head of the RGD and told that she would get full backing from the Prime Minister to re-organise the registration service. The government had already decided that RGD would be established as a semi-autonomous agency, based on the ‘Executive Agency’ approach of the United Kingdom. She was not to be constrained by the ‘old ways’ of recruitment, reward, organisational structure, service design and technology.

The government was keen to reform the service because it caused frustration and anger among all citizens. One example was the process of applying for a copy of a birth certificate, required if a certificate had been lost and the citizen wished to apply for a passport.
RGD required everyone to apply for a copy of a certificate in person at their only office in Jamaica’s capital of Kingston.  The process of applying for a birth certificate for example (the most popular request) required applicants to stand in lines for various payments and search processes. All the work behind the counter was manually done by looking through paper records in the registry for the details, while applicants sat all day awaiting a response. 
If the initial search was not successful, applicants were requested to call the office and keep calling until they got a response. This process took months and most applicants were not successful as information was sketchy, the records were hand written and for the most part difficult to read.  The staff members were not willing to make any effort if the search was not simple.

Jamaica‘s old Birth Certificate
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The process led to corruption, as staff would accept money from customers to do “special” searches.  There were also persons calling themselves ‘agents’ who stationed themselves outside the office and would require a fee to create false documentation to complete the process. The end result was that the public were being fleeced and false records were created.

Initial registration was also a haphazard and difficult process for citizens, resulting in many births not being registered, with subsequent problems of registering for health care and other services and eventually resulting in an inaccurate electoral register.

Given a relatively free hand, what reforms could Dr Holness implement to improve customer service?
Registrar General Department of Jamaica: What Happened Next

Data 

Data collection was improved by trained staff going out to the hospitals and other such institutions to get on time, relevant information for data entry.  Persons who were unable to complete the forms were assisted.

Technology

The use of technology was improved by purchasing a terminal for every desk, putting in place a telephony system that records random conversations from customer service and also records the amount of calls handled by each agent.  Reports can be generated on command.
A Records and Information Management Department (RIM) was formed and a user-friendly website established that is constantly being updated.  Every request for documentation can now be completed online if the customer has the relevant information.

Three information systems were implemented for use by the Production and Customer Care Unit: 

· Application Tracking System, 

· Customer Online Query System, 
· Births, Deaths and Marriages computerized system 
The systems enables users to trace the chronology of activities relating to an application, from the point it is first received by the Agency to the time it is delivered to the applicant and IS support for Vital Statistic Reports have been implemented, facilitating faster processing of applications, and immediate response to customer queries. With the press of a button realistic figures on births deaths marriages and the number of persons eligible for voting can be accessed

Staff

In addition to the technology improvements, Dr Holness reorganised and narrowed staffing. 
Training in the use of the IS, customer service etiquette and motivational speakers were provided. 
Incentive schemes were started which rewarded exemplary performance with the introduction of compatible salary packages to private sector companies used to motivate staff. 
Persons not performing were giving opportunities to improve before being released from service, and current staff promoted or skilled workers were hired. 
She influenced the bureaucratic culture of the agency; a major culture change was the loss of the belief in ‘jobs for life’. 

Customer service

Radio talk shows are used to educate the public on the new services being offered and how to accesses them. Public education road shows in every parish were done with question and answer sessions.

Satellite offices in the form of Local District Registrars (LDRs) were set up in every major parish, with individual identifications for each individual staff member. Citizens whom are not Internet savvy or who are in areas with limited access to the Internet can go into any of the satellite offices and apply in person. Citizens living in remote areas can either collect their documents or for a minimal fee, have them delivered.

Because of financial constraints, the cost for the RGD services  have to be kept at a minimum, hence the cost of the services and Dr Holness’s salary are being voluntarily subsidised by organisations in the Private Sector. 
Results
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Search performance
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� Based on an assignment by Claudette Lindo, student on MSC Public Policy and Management, University of London, 2006
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