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Introduction

The population of the penitentiary establishment is composed of the accused and convicted persons, but also
the employees of the establishment. Therefore, in order to ensure the optimal management of the prison, it is
important to assess the observance of the rights of employees along with the rights of the detained persons.
Below we will discuss certain issues relevant to the employees. Addressing these issues will improve the
conditions of the existing staff, and also, to some extent, will stop the staff outflow and facilitate the attraction
of competent employees to the system. Protection of the rights of penitentiary establishment employees is
particularly important, as they have to work in an isolated, closed institution that creates a complex and ex-
traordinary work environment.

Main Findings and Recommendations

In this document we will address the challenges that have been identified within the desk-research. However,
there are number of issues that also need to be solved and can be identified through qualitative research or
interviews with employees during the monitoring of penitentiary establishments.

As for the findings of the desk-research, the main challenges identified are offered as bullet-points below:

» The legislation emphasizes the specialization of persons working with juveniles. Other employees
are not legally obliged to undergo special trainings. The law does not specify the following issues as
subjects for training - prevention of violence among prisoners, mediation skills, and child development
and healthcare issues, for those employees who work with children of women prisoners — which would
facilitate compulsory training for the staff. It is possible that prison staff undergoes this type of training
in practice, however it is recommended that this obligation is regulated by law and does not
depend on the content of individual training modules.

» International standards provide that the appointment of qualified staff in the penitentiary system should
happen through a competition and training. It also provides for the ongoing and continuous training.
Local legislation allows for the whole group of officials (middle and high-level managers) to be ap-
pointed without any competition. We believe that these norms do not comply with international stan-
dards and best practices, because it is exactly the top-level management (directors, deputies, heads
of departments) who necessitate the highest qualification and knowledge, since they play a big role
in the successful functioning of the penitentiary system. It should be noted that these officials are not
obliged to undertake preliminary basic training either. The existing norms create an impression that
lower the person is at the position hierarchy higher the standards for their recruitment, which is not
justified. At the same time, the situation creates a risk that directors will be appointed through personal
decisions and their qualifications will not be evaluated by the recruitment commission. It is also note-
worthy that the existing provisions, regarding the competition stages, state that after the selection of
applications, the persons will be interviewed, if necessary. It is important that the selection criteria
and procedures are as transparent as possible and, to minimize the risk of bias, the decision
is not made by only one person. Therefore, it is recommended that the interviews are not
optional, but rather mandatory and persons are appointed to the position by the recruitment
commission not just through the review of application documents, but through evaluation of
their professional experience, qualifications and skills. It is recommended that the directors of
penitentiary establishments also undergo this selection stage and preliminary training before
the appointment on the position.

» International standards specify the observance of gender balance among penitentiary system employ-
ees, which is not reflected in the legislation of Georgia and represents one of the challenges to the sys-
tem, in practical terms; It is recommended to observe the gender balance of employees in peni-
tentiary establishments, especially concerning the establishments for women and juveniles.

» It should be noted that the promotion of the penitentiary service in various ways, competitive remu-
neration, social guarantees, nutrition, transportation, overtime work compensation, incentives, insur-
ance package, stable and respectful working environment are very important. Unfortunately, only the
fact that the newly recruited employees are entitled to remuneration for their work while undergoing
the theoretical training course cannot be enough motivation to attract new staff, more so that the peni-
tentiary system employees have to perform a very difficult job. Therefore, it is important to develop
a complex and consistent plan to attract human resources to the penitentiary service, improve
social packages and include people (eg, representatives of the administrative office) who do
not have access to insurance packages, pay for the overtime to ordinary employees similarly
as to the top-level management.

» Obtained data shows that in five years’ time only 7 research was carried out in the penitentiary system.



It is desirable to carry out/facilitate more research to ensure that any change is evidence-based. It is
important that, if the Ministry is unable to carry out research/analytical activities within its own financial
resources, international and non-governmental organizations support to strengthen this direction in
order to enhance the evidence-based policies. It is recommended that the Ministry promotes its
own analytical direction and actively cooperates with NGOs and other research institutions
in the field to implement research activities in the system. It is important that the research is
not perceived as to be denouncing the system, but as a supporting instrument, with a goal to
improve and develop the penitentiary system.

It should be noted that burnout training for the staff of penitentiary system is of utmost importance due
to the nature of the work and the schedule. Therefore, it is recommended that all employees undergo
this training in the near future. The burnout training should not be a one-time thing and persons em-
ployed in the penitentiary system should undertake it periodically (preferably those, who have direct
contact with the prisoners, undertake burnout training at a specified timeframe and more intensively
than others). Similar recommendation was made by the Public Defender in 2017, which urged the Min-
istry to hold burnout trainings for all the employees through 2018. However, taking into consideration
the existing reality (trainings have not started yet), it is practically impossible that the trainings will be
held for all staff members at the end of 2018. Also, when talking about the psychological state of the
employees and their mental healthcare, it is alarming that the employees of the Ministry’s Penitentiary
Service have not undergone the burnout trainings since 2014 (and possibly even before then), but the
Ministry believes that it pays enough attention to this issue, while the system inherited a very heavy
system under which every employee had and has constant stress and pressure. The Ministry is rec-
ommended to hold burnout trainings for the absolute majority of penitentiary system employ-
ees, especially for those with direct contact with the accused/convicted persons.

The labour migration statistics of the Ministry employees show that in the last four and half years about
1174 employees left the Ministry, which is quite a high number. As we see from the available statistical
data, their absolute maijority leaves their job based on their own resignation letters. It is desirable that
the Ministry carries out the so called “exit interviews”, where human resources staff member
obtains information about the reason why they left the job (whether it was lack of reimburse-
ment, bad social package, irregular working hours, which was not systematically carried out,
and so on). This will help the Ministry to correct the shortcomings that hinder having correct staff
policy, maintaining experienced staff, who can ensure the sustainability of institutional memory, etc.

The present reality or the responses received from the Ministry does not show that there is a well-
functioning quality control system, which clearly describes and defines the supervision trajectory of the
lower, middle and upper-level staff, performance evaluation criteria and procedures, which suggests
that the Ministry, at this stage, does not have a clear view of introducing internal quality control system
for the entire system; It is recommended that the quality management system is established,
which will improve the quality of each employee’s performance.

It is especially important that the salary and working conditions of the penitentiary staff are favourable,
the staff is provided with adequate food, transportation to the establishment (in number of establish-
ments this issue was resolved by the end of 2018, but it is important that the problem is solved in all of
them), overtime work compensation and the possibility of using their leave; It is recommended to in-
crease the salaries of the lower and the middle level staff, to establish the overtime work com-
pensation system, to arrange canteens for employees and to solve transportation problems.

In order to ensure a proper performance and accountability of the penitentiary system staff,
it is necessary to timely develop clear (renewed) job descriptions, standard operating proce-
dures and incident management guidelines.

In addition, it should be noted that the state cannot refuse the request for public information, simply
because they have not processed the specific requested information. If responding to the requested
public information requires additional time, this should be duly communicated to the requestee and
this will not become the basis for refusal to provide information. Otherwise it will be understood so that
the public information referred to in the General Administrative Code will be limited only to the public
information that has already been processed and prepared by the Ministry at the time of its request.
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