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Summary 
The United Nations defines civil registration as “the continuous, permanent, 
compulsory and universal recording of the occurrence and characteristics 
of vital events [live births, deaths, fetal deaths, marriages, and divorces]… in 
accordance with the legal requirements in each country.”1 While almost every 
country around the world has established a CRVS system, too few achieve 
universal completeness and coverage. 

In recent years, efforts to strengthen CRVS systems have led to important les-
sons and experiences by countries that have applied existing CRVS improve-
ment tools, such as the APAI-CRVS and World Health Organization/University 
of Queensland Comprehensive Assessment Tools.2 These learnings and other 
efforts to strengthen CRVS systems in Africa, Asia, and the Pacific using a 
holistic approach, have led to the development of the CRVS Systems Improve-
ment Framework (hereafter referred to as “the framework”). The framework 
builds on experiences from CRVS system-wide strengthening approaches for 
developing strategic action plans across countries involved in global or region-
al CRVS system-strengthening efforts, including the Bloomberg Philanthropies 
Data for Health initiative. 

The framework introduces a centric-improvement approach to increase CRVS 
system performance and service delivery to the population. Better systems 
and higher demand for civil registration services are key ingredients to achieve 
many of the Sustainable Development Goals (SDG) and other development 
commitments, such as the African Union Agenda 2063: The Africa We Want. 
These efforts strive for universal civil registration to generate vital statistics 
for planning and reporting.3 Complete, current, and accurate civil registries 
provide a foundation for identity management systems and the input data for 
the production of vital statistics to foster good governance by ensuring equi-
ty, inclusiveness, and transparency in service delivery. Furthermore, regional 
initiatives such as the Asian and Pacific and the Africa decades for CRVS,4 
increasingly emphasize the importance of robust and well-functioning CRVS 
systems.

The framework is made up of three Stages: 

•	 Stage 1: Assessment, analysis, and redesign;

•	 Stage 2: Development of the strategic action plan; and

•	 Stage 3: Implementation, monitoring, and evaluation. 

The framework can be applied in a modular or comprehensive way, depending 
on the strategic value of improving a particular business process in the CRVS 
systems based on current system needs. This consideration will drive the scale 
and scope of process improvement. The framework’s long-term value lies in its 
use as part of an iterative and sustainable cycle of continuous CRVS system 
improvement. 

1  United Nations. 2014. Principles and Recommendations for a Vital Statistics System — Revision 3, Series M, No. 19/ 
	 Rev. 3. New York: United Nations Statistics Division. Sales No. E.13.XVII.10. unstats.un.org/unsd/publication/SeriesM/ 
	 SeriesM_19rev2E.pdf 
2	 http://www.apai-crvs.org/assessment-tools
3	 unstats.un.org/sdgs/indicators/Global%20Indicator%20Framework%20after%202019%20refinement_Eng.pdf
4	 getinthepicture.org; apai-crvs.org
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1. Introduction to the CRVS Systems 
Improvement Framework

CRVS systems are complex and span a wide array of actors, agencies, and 
ministries. The systems contain many subsystems and processes (civil reg-
istration, vital statistics, identity management, etc.), and are open to wider 
political, social, and economic systems that provide the working context. This 
complexity makes it difficult for any individual stakeholder or actor to under-
stand the systems from end to end. It also makes such systems challenging to 
improve without applying systems-science and systems-thinking disciplines. 

The chains of events, activities, and decisions across CRVS systems represent 
the system’s business processes. A business process is defined as “a struc-
tured set of activities that takes an input and transforms it into a more valu-
able and effective service or product (serve a particular goal), as an output, 
for a particular client or clients.”5 Examples of business processes in CRVS 
systems are the timely registration and certification of birth, death, marriage, 
divorce, or vital statistics production. For example, timely birth registration and 
certification process will include a chain of events, several activities, various 
decisions, and multiple actors. Below is a simple description of the timely birth 
registration and certification process:

1. Family visits the civil registration office to submit a declaration of a birth;

2. At the registration office, family provides proof of the birth to the  
	 registration officer (for example, in the form of a birth notice from  
	 health authorities);

3. The civil registration officer reviews the submitted documentation to  
	 validate the birth;

4. Civil registration officer enters the birth registration record into the civil  
	 register, thereby registering the birth; and

5. Civil registration officer issues a birth certificate to the family.

The performance of any business or organization (such as the civil registration 
office) depends on how well its business processes are designed and executed.6 
The approach of measuring, analyzing, and redesigning business processes to 
accomplish significant performance improvement is known as business pro-
cess improvement.

The efficient execution of a business process depends not only on its design 
but also on the availability of necessary resources and an enabling environ-
ment. The resources and enabling environment needed in the CRVS systems 
include:

•	 policies, laws, and regulations

•	 management and coordination

•	 human resources

5	� Hammer, M. and Champy, J. 1993. Reengineering the Corporation: A Manifesto for Business Revolution. Harper Business.
6	 Boutros, T. and Purdie, T. 2014. Process Improvement Handbook: A Blueprint for Managing Change andIncreasing  
	 Organizational Performance. McGraw-Hill Education.
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•	 physical infrastructure

•	 information technologies

Without these organizational capabilities in place, business processes will 
fail, clients and service providers will be disappointed, and the organization’s 
performance will be low and inefficient.

Therefore, the CRVS improvement framework is intended to help stakeholders 
analyze and redesign existing business processes to improve the CRVS sys-
tem’s performance. A holistic focus on processes ensures that all stakeholders 
involved in implementation are engaged in the process improvement effort. 
Because of this focus on improving business processes, the approach is called 
“process-centric.”

A glossary of terms used in the CRVS Systems Improvement Framework is 
provided at the end of this document before the annexes.

1.1 How to use the CRVS Systems Improvement Framework

The framework is inherently flexible and can provide value to any country  
desiring to address gaps in the CRVS system. For example:

•	 Countries that have not undertaken any CRVS assessment to date can apply 
the full or parts of the framework;

•	 Countries that have already done a CRVS comprehensive assessment will 
be able to use findings from that assessment to inform the process-centric 
analysis and assessment of CRVS business processes included in the frame-
work; and

•	 Countries that wish to improve just one set of business processes (such as 
death registration) can apply all or part of the framework to those processes.

The framework is modular, thus compatible with any stage of strategic plans 
developed using past approaches for planning CRVS improvement and will be 
useful for ongoing CRVS system improvement efforts. 

Preconditions for Success

A critical factor for successful implementation of the framework, is a function-
al national high-level CRVS committee that is willing to sponsor a business 
process improvement effort and act on its results. Other groups (see details 
below) should be set up to guide improvement efforts. If there is no nation-
al CRVS committee, efforts should be made to create such a committee to 
ensure that the framework is implemented effectively, and the overall CRVS 
system is well coordinated. 

Before beginning any work, buy-in from all relevant stakeholders involved in 
CRVS system strengthening should be obtained — ideally through information 
and advocacy activities with the national CRVS committee. Continuous advo-
cacy and communication throughout the efforts to improve the CRVS system 
are necessary to update and engage all stakeholders, including the public.

Improving the CRVS system has both short- and long-term resource implica-
tions. In addition, the improvement process itself comes with a cost. Before 
embarking on an improvement effort, all relevant government and other  
stakeholders must commit to providing financial and human resources to (i) 
undertake the assessment and (ii) implement the recommendations.
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Scope of the CRVS Systems Improvement Framework

The CRVS Systems Improvement Framework is a tool for the holistic strengthen-
ing of CRVS systems. The framework can be applied to the overall CRVS sys-
tem or any of its components and subcomponents, including those generating 
cause-of-death data. The framework is most suitable at the national level but 
can be scaled to meet local needs.

The guidance provided in this framework is limited to the processes for the 
timely registration and certification of four major vital events: live births, 
deaths (including the cause of death), marriages, and divorces. This is in line 
with the United Nations’ recommendation for top-priority vital events to be re-
corded by countries in their efforts to establish or strengthen the vital events 
registration system.7 The framework also includes limited guidance on the 
process of producing vital statistics. 

National governments may wish to adapt the framework for other vital events, 
such as registering fetal deaths, the links between the civil registration  
system, the national population register, and the identity management  
system, and/or the integration of medicolegal death investigations into  
the CRVS system.

Intended audience

The framework is intended to be used by CRVS teams in government minis-
tries, departments, agencies, development partners, and other stakeholders 
involved in CRVS system implementation. Such teams include the CRVS senior 
management and technical staff responsible for the CRVS system implemen-
tation, performance, and improvement.

While institutions responsible for CRVS may vary country-by-country, in most 
countries, such institutions include the Ministry of Home Affairs, Ministry 
of Interior, Ministry of Justice, Ministry of Health, Ministry of Planning and 
National Statistics Office, and, in some cases, the Ministry of Local Govern-
ment and Administration. Staff from these institutions that oversee the entire 
day-to-day implementation of the CRVS process should be well oriented to the 
framework and involved in the improvement process. 

1.2  Stages of the CRVS Systems Improvement Framework

The framework consists of three Stages: 

•	 Stage 1: Assessment, analysis, and redesign

•	 Stage 2: Development of the strategic action plan

•	 Stage 3: Implementation, monitoring, and evaluation

The three Stages are interconnected. For example, performance indicators  
developed and measured in Stage 1 are used across the other two Stages of 
the framework for continuous monitoring and evaluation. 

The objectives, main activities, and deliverables of each of the Stages are  
described in Table 1.

7	 https://unstats.un.org/unsd/demographic/standmeth/principles/m19rev3en.
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Stage 1  
(Assessment, analysis,  
and redesign)

Stage 2  
(Development of the  
strategic action plan)

Stage 3  
(Implementation, monitoring, 
and evaluation)

Objective 1.	�Identify issues affecting 
the performance of busi-
ness processes in the 
CRVS system and the root 
causes of these issues.

2. �Identify redesigns to 
address the performance 
issues and root causes.

1.	�Develop practical 
strategies and an 
action plan based  
on prioritized  
redesign ideas  
to improve the  
CRVS system.

1.	� �Implement the  
strategic action plan.

2. �Continuously monitor 
and periodically assess 
the performance of the 
CRVS system and the 
implementation of the 
activities in the strategic 
action plan.

Main  
activities

1.	�Establish or reinforce the 
national CRVS strategic 
direction and governance 
structure.

2. �Identify and document 
CRVS busines processes.

3. �Identify performance 
issues of current CRVS 
business processes and 
identify root causes of the 
issues.

4. �Redesign CRVS business 
processes and define 
improvements to organiza-
tional capabilities.

1.	 �Formulate the  
strategic plan.

2. �Identify activities  
required to  
implement the 
redesign ideas.

1.	 �Mobilize resources  
needed to implement  
the action plan.

2. �Develop and implement 
a change management 
and communication 
plan.

3. �Implement the  
action plan.

4. �Implement the  
monitoring and  
evaluation plan.

Outputs Assessment, Analysis and  
Redesign Report with:

1.	 �A vision for the  
CRVS system.

2. �Process descriptions  
and process maps for  
redesigned CRVS  
business processes.

1.	National CRVS  
strategic  
action plan.

1.	 �Process improvements 
implemented.

2. �CRVS system  
improvement monitored.

TABLE 1:  
Summary of the stages of the CRVS Systems Improvement Framework.
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1.3 Country approaches when using the CRVS Systems  
Improvement Framework

The approaches shown in Table 2 are recommended, depending on the  
country’s status of implementing CRVS improvement: 
 

Country Status Guidance

Countries that have had no 
previous comprehensive  
or rapid assessment of the 
CRVS system.

Stages 1 and 2 of the framework will provide 
full scope of the analysis, assessment, and 
redesign to develop a strategic action plan 
for CRVS system improvement. As the plan 
is implemented, Stage 3 will provide further 
guidance.

Countries that wish to focus 
on one set of business  
processes for improvement 
(such as death registration),  
regardless of whether they 
have done a comprehensive  
or rapid assessment.

Applying Stage 1 to selected business pro-
cesses will help countries identify measures 
to optimize those processes and improve 
their performance. When optimizing selected 
business processes of the overall system, 
countries should consider implications for 
other processes. As the selected process-
es gets implemented, Stage 3 will provide 
further guidance to monitor and evaluate 
performance.

Countries that have done  
an assessment and have  
a strategic plan.

Countries can apply any of the 3 Stages, 
depending on the current state of the coun-
try’s improvement efforts (such as in an early 
stage of implementation, or at the midpoint, 
or close to the end of implementation of the 
current strategic action plan). 

These countries can apply the framework 
to several or all CRVS business processes, 
depending on needs.

•	 A country that is at the midpoint of the 
implementation of its strategic action plan 
can apply all Stages of the framework and 
revise the ongoing strategic action plan  
as needed.

•	 Countries looking to evaluate the progress 
of implementing their strategic plan can 
apply only Stage 3 of the framework.

•	 Countries in the late or final stages of 
implementing the national CRVS strategic 
action plan can implement all Stages of the 
framework to plan for future improvement 
activities. Learnings from applying the pre-
vious strategic action plan will be valuable 
inputs to Stage 1 of the framework.

TABLE 2:  
Approaches for using the framework.
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2. Planning for CRVS  
systems improvement 
2.1 Governance 

Before embarking on the CRVS Systems Improvement Framework, countries 
should ensure a proper mechanism is in place to coordinate the CRVS system 
at the national level. This should be done through a High-Level Interagency 
CRVS Coordination Committee and a Technical Working Group or through  
a single coordination mechanism combining the responsibilities of those  
groups. These groups will provide oversight on specific activities set under  
the Framework.

	 High-Level Interagency CRVS Coordination Committee — This com-
mittee involves senior management officials from government and CRVS 
stakeholders. It provides leadership oversight of the CRVS system and 
should play a central role in CRVS system improvement activities. The 
committee leads and coordinates all national CRVS improvement efforts.  
It should ensure that necessary fundraising activities, advocacy, and  
budgetary allocations are secured to support the entire CRVS system  
improvement process using the framework. The High-Level Interagency 
CRVS Coordination Committee should be a permanent part of a CRVS 
system (i.e. not just for applying the framework).

	 Technical Working Group (TWG) — This group is made up of technical 
staff who can act as representatives from key stakeholder institutions — 
civil registration, vital statistics, and health information systems — as well 
as civil society organizations. The TWG provides technical oversight of the 
key activities of the CRVS system and efforts to improve it. The TWG col-
laborates with the anchor ministry for civil registration to mobilize resourc-
es from the government and partners. The TWG may have another name 
depending on the local system. It should report to the High-Level Inter-
agency CRVS Coordination Committee. The TWG should be a permanent 
part of a CRVS system (i.e. not just for applying the framework).

	 A dedicated team should also be established to undertake specific tasks at 
the time when CRVS systems improvements activities are implemented. 

	 Core Team — The core team should include experts and managers from 
the diverse CRVS stakeholder institutions assigned specific functions to 
implement the CRVS improvement effort. Depending on the arrangements 
within a country, this function may be assigned to an existing government 
structure if that structure is capable of carrying out the core team function. 
Various activities of the CRVS system improvement will be presented as the 
core team’s responsibility. The core team members should represent stake-
holders that are directly responsible for running various components of the 
CRVS system, as well as those whose functions, mandates, or operations 
require CRVS services and outputs. The team can also include development 
partners and national research and training institutions from different disci-
plines that are relevant to CRVS. 

Each committee or team should have terms of reference that clearly outline 
tasks, membership, and meeting schedules. Examples of terms of reference for 
the High-Level Interagency CRVS Coordination Committee and the TWG are 
given in Annex A.



14

CRVS Systems Improvement Framework

2.2 Preparing for implementation

The core team should prepare a roadmap for implementing the framework. 
The roadmap should cover all implementation activities, responsibility for 
implementation, outputs, and the cost of achieving them. This roadmap will 
ensure that there is a clear understanding of the sequence of activities and 
their timelines. A sample roadmap with timelines and responsibilities is given 
in Annex B.

The core team should present the costed roadmap to the TWG and the 
High-Level Steering Committee in a meeting. This meeting, which may include, 
among others, the development partners and interested donors, should be used 
as an opportunity to get feedback on the plan and to mobilize resources. It may 
be useful to include a representative from the Ministry of Finance to make sure 
that the government’s contribution to this exercise is known and communi-
cated in advance. When this task is completed, the core team should have an 
endorsed roadmap for implementing the framework and a resource matrix that 
outlines assigned funding sources (government and other sources).

2.3 Advocacy and communication for stakeholder engagement 

The plan for CRVS system improvements should begin with advocacy to obtain 
buy-in from all relevant parts of government and from all stakeholders involved 
in CRVS strengthening. This should start by obtaining the approval of the 
national coordination mechanism(s) before undertaking the implementation of 
the framework and continue maintaining close contact with them throughout 
the implementation. Stakeholder analysis, continuous advocacy, and com-
munication throughout the CRVS system improvement efforts are required to 
update and engage stakeholders and the public. 

2.4 Resource mobilization

Implementing CRVS improvement plans requires resources. Such resources 
should be obtained from domestic or other sources. It is important that all 
relevant government and other stakeholders commit to providing the neces-
sary resources (see also Annex B). Expenses for conducting the improvement 
framework include: 

•	 desk research, field visits, and workshops of assessment, analysis, and rede-
sign activities

•	 meetings or other activities to develop the strategic action plans

•	 consumables and reproduction of materials

•	 dissemination workshops

•	 costs of domestic or international experts
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2.5 Stakeholder analysis and engagement

Different categories of CRVS stakeholders include: 

•	 Government institutions and staff who have functional responsibility for 
implementing aspects of the CRVS system;

•	 Government institutions and staff who need CRVS services (including vital 
statistics) to provide input to their own operations;

•	 For-profit or non-profit organizations that require vital statistics or other au-
thorized information from the CRVS system for their activities;

•	 Development partners, donors, and other institutions that provide technical 
and financial assistance for the CRVS system; and

•	 Families and other informants who experience or report on vital events and 
want them registered and to obtain certificates.

During CRVS system improvement efforts, any or all of these stakeholders 
need to be considered and engaged.

There are several benefits of stakeholder analysis and engagement. Informa-
tion critical to decision-making in the system, operations of processes, and 
requirements for the system (such as stakeholder needs, capacity, or resourc-
es needed) can be brought to light. Engagement with all stakeholders during 
the system-strengthening efforts also helps to build trust in the CRVS system. 

Various techniques exist for conducting a stakeholder analysis: stakehold-
er analysis matrices, Venn diagrams of relationships, spider diagrams, mind 
maps, and so on. An example of a stakeholder analysis matrix is given below in 
Table 3. Whichever technique is employed, certain standard steps should be 
included in the analysis: 

•	 Identify key stakeholders such as, potential beneficiaries, system supporters 
and opponents, close-knit relationships, etc.;

•	 Assess stakeholder interests, expectations, likely benefits, resource  
contributions, etc., and how they might be impacted by the system  
and improvements to it;

•	 Assess stakeholder influence and importance in terms of: power and status 
(political, social, economic), control over strategic resources (such as  
government), networking (personal connections), and importance relative to 
the CRVS system; and

•	 Develop a participation strategy related to stakeholder interests, importance, 
and influence. 

It is important to engage with all relevant government stakeholders and ensure 
full buy-in from them for CRVS system improvements. 

Stakeholder analysis should assist in prioritizing stakeholder involvement. 
In other words, the analysis should decide which stakeholder to approach in 
what order and at what stage in the improvement of the system. Prioritizing 
stakeholders begins with a stakeholder map with the following or similar infor-
mation for each stakeholder: 

•	 Ministry

•	 Agency

•	 Role in the CRVS system
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•	 Role in the improvement project

•	 Name of the contact person

•	 Designation of the contact person

•	 Type of stakeholder

•	 Type of communication (one-way information sharing, two-way consultation, 
collaborative, or shared decision-making)

•	 Expectations

•	 Interests and influence on project outcome

Prioritizing of stakeholders is done based on importance and influence. See 
Table 3 for the stakeholder analysis matrix on how to classify stakeholders. 

TABLE 3:  
Stakeholder analysis matrix

IN
FL

U
EN

CE

LOW IMPORTANCE;  
HIGH INFLUENCE

Not main targets but could oppose  
the system: keep them informed  

and acknowledge their views

HIGH IMPORTANCE;  
HIGH INFLUENCE

Keep closely involved throughout  
the system development and  

implementation to ensure support

LOW IMPORTANCE;  
LOW INFLUENCE

No special participation  
strategies required

HIGH IMPORTANCE;  
LOW INFLUENCE

Special effort to ensure their needs  
are met, and their participation  

is meaningful

IMPORTANCE

For the success of any CRVS system improvement effort, all relevant stake-
holders should be mapped and engaged with appropriately. 

The stakeholder matrix indicates the most important and influential stake-
holders (upper right-hand corner) and the least important and least influential 
stakeholders (lower left-hand corner). The most important and most influential 
group should be consulted first, whereas the least important and least influen-
tial group need not be given special consideration. 

2.6 Human resource requirements 

The implementation of Stages 1 and 2 of the framework requires skills in CRVS 
systems assessment, business process improvement, strategic planning, and 
monitoring and evaluation. Even if countries have experience managing CRVS 
systems, additional support may be required for specific parts of the frame-
work. It is recommended that a senior CRVS advisor be involved in facilitat-
ing the implementation process of the framework. A senior CRVS advisor 
and technical officer working together are expected to facilitate and oversee 
adaptation of the framework’s guidelines and tools to national circumstances, 
support capacity building in the use of the tools, and help raise awareness of 
and advocate for the improvement of the CRVS system.
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If the senior CRVS advisor is to be contracted from outside the country or 
government, they should be involved in discussions from the start. The senior 
advisor should work and mentor a CRVS technical officer throughout all stag-
es of the improvement process. The technical officer should be a local CRVS 
expert, from within government if possible. The technical officer will work with 
the senior CRVS advisor fostering the exchange of knowledge and experience.

The responsibilities of the senior CRVS advisor, may be expanded to include 
reviewing outputs at key stages of the improvement process, including the 
strategic action plan. 

In Stage 3 of the framework, input from the senior CRVS advisor and the tech-
nical officer will remain valuable and will contribute to the steps being taken 
by actors in the CRVS system. The specific human resource needs for imple-
menting Stage 3 of the framework will depend on the strategic action plan that 
has been developed for the country.
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3. Stage 1: Assessment, analysis,  
and redesign 
Once all preparations are done, buy-in and resources obtained, and external 
technical assistance arranged as needed, Stage 1 begins. This Stage involves 
assessment and analysis in detail of relevant CRVS business processes, 
identifying key performance issues of CRVS business processes and their 
associated root causes, and the development of redesign measures to achieve 
improvements.

Stage 1 starts by orienting the core team and technical advisors to the parts  
of the CRVS system that will focus on the improvement effort. This should 
include orientation of:

•	 the senior CRVS advisors to the local CRVS system (if needed)

•	 the technical officer to the current performance of the CRVS system

•	 the core team to the framework (its purpose, the three stages, and  
their objectives)

•	 all stakeholders on international best practices in the relevant areas of  
the CRVS system

 
The core team first reviews the mission, vision, core values, and strategic plans 
of the CRVS system where these exist. This ensures that any redesign options 
are consistent with existing or intended CRVS strategies and priorities. The 
next step is to identify which business process or processes will be improved 
in this iteration of the framework. Detailed documentation of the selected 
business processes is part of this step. 

The core team then determines a limited set of key performance indicators 
(KPIs) to benchmark the current performance of the CRVS business processes. 
For each KPI, the core team will collect baseline performance information of 
the selected CRVS processes. 

Next, the core team analyzes the CRVS processes using the KPIs to identify 
performance issues and their associated root causes. A field visit is con-
ducted to validate and further elaborate on the performance issues and root 
causes identified. As the final step of this Stage, the core team identifies and 
develops redesign ideas to address the identified root causes. A report of the 
analysis and redesigns is then compiled and presented to the TWG and the 
High-Level Interagency CRVS Coordination Committee for review, comment, 
and endorsement.

This Stage uses the CRVS systems analysis and redesign (CRVS-SAR) to collect 
information systematically and analyze the performance of CRVS business 
processes against a list of KPIs. The CRVS-SAR tool captures the KPIs and 
baseline performance of a CRVS business process, defines target performance 
for those indicators, and identifies performance issues associated with the 
root causes. The tool further captures possible redesigns to develop an  
improved system.
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3.1 Orientation to the framework 

CRVS advisor

The senior CRVS advisor should familiarize themselves with the latest version 
of key documents describing the CRVS system (such as the strategic action 
plan) before their engagement begins. Throughout Stage 1, the advisor should 
provide strategic and senior-level input to the process and work very closely 
with the technical officer and the core team.

Core team 

Once the senior CRVS advisor is oriented, a meeting of the core team should 
be held. At this meeting, the team members should present an overall pic-
ture of the country’s CRVS system, including current strategic action plans, 
if applicable. The team should also present any preparations that have been 
done for implementing the framework. Any remaining preparatory work should 
be delegated to the relevant stakeholders at this meeting. The local plan or 
roadmap for implementing the framework (Annex B) should be discussed and 
updated as needed.

The senior CRVS advisor and the technical officer should then review relevant 
international best practices and standards with the core team (for example, 
from the United Nations Principles and Recommendations or other hand-
books). The orientation meeting should further introduce the objectives, con-
cepts, methodology/stages, and related tools and templates to ensure the core 
team is familiar with the overall framework. 

3.2  Aligning improvement efforts with the CRVS strategic vision  
and priorities

The senior CRVS advisor and core team should carefully review any existing 
vision or mission statements, along with the core values for the CRVS system. 
This is an essential element of any improvement effort, ensuring the alignment 
of improvement work with the mission and vision of the CRVS system. 

Under certain circumstances, such as the absence of a recent comprehensive 
CRVS assessment or strategic plan, the core team may be charged with devel-
oping a proposal for the vision and mission statements and core values to be 
presented to the larger group of local stakeholders. See Annex C for guidance 
on such an envisioning process.

3.3 Documenting core CRVS business processes  
for improvement

CRVS process documentation describes in detail the steps needed to  
complete a core business process from start to finish. Core CRVS business  
processes are primary activities and are different from support business 
processes (such as the processes for the recruiting staff or procuring office 
supplies).8 In CRVS systems, core business processes include the timely  
civil registration and certification of vital events and the production of vital 
statistics. Annex D lists the most common core business processes in the 
CRVS system. 

8  Dumas, M. et al. 2013. Fundamentals of Business Process Management. Springer.
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In case the core CRVS processes selected for improvement have not already 
been specified by the TWG or High-Level Interagency CRVS Coordination 
Committee, the core team should identify and propose them to the TWG or 
High-Level Interagency CRVS Coordination Group for sponsorship. The se-
lection of the core CRVS business processes for improvement should depend 
on local settings, stakeholder needs, and any stated national CRVS strategy 
priorities.

The process documentation (including the template to describe the process 
and the process map) should be done in consultation with all relevant CRVS 
stakeholders. This should include owners of the business processes being 
reviewed and representatives from relevant line ministries.

The rationale by which any business process has been selected for improve-
ment should be documented and communicated to ensure that all stakehold-
ers understand what is or is not within the scope of the improvement effort. 
The team should consult with key stakeholders about which business pro-
cesses to improve, ensuring that all stakeholders and decision-makers  
agree on the effort. If multiple core processes are to be addressed, the  
tools presented in Stage 1 of the framework should be applied to each of 
these processes. 

It is crucial for all stakeholders to have a detailed, accurate, and common 
understanding of the CRVS business processes selected for the improvement 
effort. It is recommended that selected processes be documented in written 
and graphical formats using the business process description template (see 
Table 4) and business process maps (see Figure 1). 

For each selected CRVS business process, the process description template 
should be completed. Table 4 provides a generic business process descrip-
tion template that can be used to describe CRVS processes in a narrative 
form. Filling out this template simplifies the later task of mapping the  
corresponding business processes and helps ensure the eventual production 
of complete and concise process maps. Annex E outlines an example of  
a completely filled process description templet for timely registration and  
certification of a birth occurring at home. 

The individual responsible for completion of the process description templet 
should adopt a collaborative approach when guiding the team undertaking 
this task. There should be general agreement on the content of the process 
description template before proceeding to process mapping. The “Journey 
Map” tool (Annex F) can be used to gather the content needed to populate 
the process description templet, develop business process maps, and track 
issues about steps in the process as they arise in the discussions of the 
teams describing the CRVS processes. 
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Name of process Provide the name of the business process.

Process actors List all actors involved in the process. Actors are 
all individual or organizational units that perform 
a specific activity in or interact with the business 
process.

Process purpose Provide a description of the purpose of the  
business process. This may include why and how 
the process will benefit stakeholders.

Trigger(s) List what events must occur to start the business 
process. 

Process flow Broadly describe each step of the process from 
beginning to end. Walk in the shoes of the clients 
(such as a family registering a birth) to document 
the process flow from their perspectives.

Process output Describe the output of the process.

Date created Date the process 
description was 
created

Last  
revision  
date

Date the process 
description was 
last revised

TABLE 4:  
Structure of the business process description template.

After completing the process description, the core team should develop 
detailed as-is business process maps. Business process mapping can be 
developed manually on paper or using a process-modelling software tool.9 If 
a country chooses to use process-modelling software, it is recommended that 
a facilitator with the requisite knowledge and experience in using this software 
be engaged to train and assist the team in this task.11 Ideally, a member of the 
core team or the technical officer will acquire experience in using such software 
to guide the mapping process. Although using detailed, manually drawn maps 
is simple and can be used when skills for process modeling are not available, 
adding and organizing details on such paper maps can be challenging. 

It is recommended that the mapping be an interactive activity, with the expert 
entering the steps of the business process into the software as participants fol-
low closely and intervene as needed. Maps should be developed collaboratively 
with all stakeholders giving input to ensure that the map represents the full 
details of the current as-is business process. Business process maps need to 
include all variations of the particular process which may be present in a coun-
try — for example, if there is an online registration system in some locations.

Process-modelling software commonly allows for documents (such as forms 
used in the registration process or a copy of a standard operating procedure) 
to be attached to particular steps in the process. It may also be useful to list 
databases involved, technological systems used, or other aspects of the infor-
mation-technology infrastructure employed during the steps of the business 
process. This makes the maps an even more valuable resource for the further 
work in Stage 1. The maps will likely need to be developed over a series of 
small meetings among members of the core team (and possibly other stake-
holders) until all members of the team agree that the maps accurately repre-
sent all steps in the current as-is business processes. 

9	� For example, Bizagi (bizagi.com/en).
10	 It would be advantageous and desirable to identify a person with the skill of developing process maps using the  
	 business modelling tools. Ideally, this person would be a local technically skilled civil registration functionary who  
	 can be trained on the use of business modelling tools and can then assist the core team throughout Stage 1.
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When documenting the CRVS process, issues and problems with the design 
of the process affecting the performance of the CRVS systems may emerge. If 
so, any findings should be noted for use later in the CRVS system improvement 
process.

Figure 1 below shows a sample process map developed for timely civil regis-
tration and certification of birth occurring at home. As an alternative to this 
end-to-end view, a ‘Level 1’ map can be created that provides a high-level view 
of the business process and shows the process across multiple organizations 
or departments. Smaller segments of the process map can be broken down 
into more detailed maps (Level 2 and Level 3 maps). For example, “Report 
birth”, “Declare birth”, “Register birth,” and “Certify birth” are subprocesses of 
the process for the timely registration of a birth occurring at home. A version 
of the business process map shown in Figure 1, separated into Level 1 and 
Level 2 maps is shown in Annex H.
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FIGURE 1:  
As-is business process map for the timely civil registration and certification of a birth occurring at home. 
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3.4. Developing key performance indicators

The core team should measure the current performance of the selected busi-
ness processes before attempting to analyze and redesign them. This will help 
identify performance gaps and determine whether the processes are designed 
and executed successfully. 

Key performance indicators (KPIs) measure processes and their outputs and 
outcomes in CRVS systems against a set of performance targets. The selection 
of appropriate KPIs and targets helps identify the performance gaps in a sys-
tematic and robust manner, leading to a set of recommendations. The selected 
KPIs should be sufficiently detailed to capture all likely issues and challenges 
in current practice. 

The core team, technical officer, and senior CRVS advisor should work togeth-
er to select or develop KPIs for the business process being examined. Specific 
KPIs to be used should be drawn from the literature or developed on a fit-for-
purpose basis.

While the number and type of KPIs developed will vary by country, it is  
recommended that two types of output and process-level KPIs be considered: 

•	 those that examine performance from the perspective of the clients register-
ing vital events (such as families)

•	 those that examine performance from the perspective of the service  
providers (such as civil registration offices)

In addition to these KPIs, civil registration completeness is one of the most 
important indicators of the CRVS system’s performance. Complete timely civil 
registration is defined as the percentage of events registered within the legally 
stipulated time out of the total expected number of events occurring within 
the relevant territory and time. Civil registration completeness should be cal-
culated using a standard method for birth and death separately by geographic 
areas and sex. It may be difficult to locate a reliable and independent source 
for the expected number of births and deaths to perform the completeness 
calculations. As required, international estimates of the crude birth or death 
rates may be used.11

From a client perspective, the KPIs to assess the performance of CRVS busi-
ness processes for registering and certifying vital events should relate to: 

•	 public engagement

•	 certification of registered events

•	 costs of registration and certification

•	 quality of registration and certification services

•	 complexity of the CRVS processes

•	 time required to complete registration and certification;

•	 access to registration and certification services.

For example, for the timely registration of a birth occurring at home, one KPI 
from a client perspective might be “Average distance to registration services.” 
More details on client perspective KPIs can be found in Table 5. 

11	�� See https://www.un.org/development/desa/capacity-development/tools/tool/handbook-on-civil-registration-and-vi-
tal-statistics-systems-management-operation-and-maintenance-revision-1/ for details.
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Service-provider-perspective KPIs should assess performance of the CRVS 
business processes with regards to: 

•	 provision of registration and certification services

•	 supervision, management, coordination, and monitoring and evaluation; 

•	 production of quality and timely statistics

•	 production of timely and quality causes-of-death data

•	 financing

More details on possible service-provider-perspective KPIs can be found in 
Table 6.

Category Process failures
Desired performance of the CRVS 
process for the client

Example topics for KPIs and  
milestones

Public  
engagement

Client is unaware 
of the need for 
civil registration 
and CRVS  
processes

•	 Clients are aware of the fact that 
civil registration is mandatory and 
understand how the process works 
(clear instructions, timelines, and 
deadlines), the purpose of the 
process, and the consequences of 
not registering or not getting the 
certificate 

•	 Clients are aware of the benefits 
and value of registration and certi-
fication services

•	 Public availability of a pro-
cess description explaining 
the purpose of registering 
and the consequences not 
registering 

•	 Public awareness of  
incentives and penalties

Certification 
of registered 
events

Not all people 
who register  
a vital event  
possess or  
obtain  
certificates 

•	 Certificates are issued  
immediately after registration

•	 A sufficient stock of blank  
certificate forms or computer sta-
tionery is on hand 

•	 Certificate is provided free  
of charge

•	 Proportion of people regis-
tering events who receive  
a certificate

Costs of  
registration 
and  
certification

Cost of regis-
tration and/or 
certification is 
too high

•	 Registration and certification  
are or free

•	 Registration cost

•	 Certification cost

Quality of  
registration 
and certifica-
tion services 

Registration 
records and/or 
certificates  
issued with 
errors and/or cli-
ents dissatisfied 
with the service

•	 Accurate registration records are 
produced

•	 Correct certificates are issued

•	 Clients are satisfied

•	 Error rate on registration 
records

•	 Error rate on certificates

•	 Client satisfaction
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Complexity 
of the CRVS 
processes 

Complex reg-
istration and 
certification 
processes

•	 Registration and certification pro-
cesses are simple and sufficiently 
easy for the client

•	 Visits needed by the  
family for civil  
registration

•	 Elaborateness of needs 
for supporting docu-
ments (such as multiple 
ID documents) or other 
requirements (baby’s name, 
witnesses)

•	 Restrictions on where reg-
istration can be done (such 
as place of usual residence)

•	 Role of health sector or 
other government agencies 
in civil registration

Time required 
to complete 
registration 
and certifica-
tion

Registration and 
certification  
processes take 
too much time

•	 Processing time is short at the reg-
istration point for registering and 
certifying events

•	 Waiting time at registration 
point to submit information

•	 Overall time taken to reg-
ister and certify a birth or 
death

Access to reg-
istration and 
certification 
services

Some clients 
are inherently 
excluded from 
civil registration 
services (for 
example, due to 
nationality) or 
there are oth-
er barriers to 
access services 
(such as dis-
tance or self-ex-
clusion of illegal 
immigrants 
due to fears of 
deportation after 
accessing gov-
ernment ser-
vices)

•	 Services are offered nearby (dis-
tance or travel time minimized)

•	 No exclusion criteria exist that 
limit parts of the population (such 
as single mothers, foreigners or 
refugees) from accessing registra-
tion services

•	 Services are provided at a time 
convenient to the client (consider-
ing, for example, opening hours)

•	 Distance or travel time to 
the registration point

•	 Opening hours of registra-
tion points

•	 Exclusion of any members 
of the population (such as 
refugees, ethnic minorities, 
language minorities, rural 
or remote populations, 
non-nationals, others)

TABLE 5:  
Details of possible client perspective KPIs to assess the performance of 
business processes for the registration and certification of vital events.
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Category System failures
Desired performance of the 
CRVS system 

Example topics for KPIs 
and milestones

Supervision, 
management, 
coordination, 
and monitoring 
and evaluation

Lack of field supervision 
results in inefficiency 
and variation in imple-
mentation of the process 

Absence of routine 
system for monitoring 
and evaluation makes it 
difficult to identify per-
formance issues 

Lack of interdepartmen-
tal coordination at the 
national and subnational 
levels leads to parallel 
systems and inefficien-
cies, and has other nega-
tive effects on the perfor-
mance of the system

•	 Regular field supervision, 
including a feedback loop, is 
in place

•	 Performance of business 
processes is routinely evalu-
ated and monitored

•	 An annual review with all 
stakeholders is done to take 
stock of the progress of the 
system and propose course 
corrections

•	 CRVS coordination mecha-
nisms are in place at the na-
tional and subnational levels 

•	 Institutional mecha-
nism has been estab-
lished to provide field 
supervision and feed-
back 

•	 Routine monitoring 
and evaluation and an 
annual review system 
has been established

•	 High-Level Interagency 
CRVS Coordination 
Committee and  
technical working 
groups are established 
and functional 

Production of 
quality and time-
ly vital statistics 

Statistical data from 
civil registration records 
are not transmitted, or 
are transmitted with a 
lengthy delay, to a vital 
statistics compiling of-
fice (usually the national 
statistics office), or the 
civil registration records 
are transmitted but not 
used by the national sta-
tistics office to produce 
vital statistics

Statistical data collected 
during civil registration 
does not meet the de-
sired standard in terms 
of the data elements 
collected or the quality  
of the collected data

Vital statistics produced 
do not include all the UN 
recommended tables 

•	 The civil registration office 
transmits all required sta-
tistical data to the national 
statistics office on time, and 
ensure quality 

•	 Vital statistics based on 
civil registration records are 
produced in a timely manner 
and disseminated annually 

•	 Vital statistics produced 
based on civil registration 
records meet the quality 
standard and include all the 
UN recommended tables  
and disaggregation.

•	 Vital statistics report is 
compiled based on civ-
il registration records

•	 Quality standards and 
timely production of 
annual vital statistics 
report are based on 
civil registration re-
cords 

•	 Vital statistics report 
complies with all 
UN-recommended 
tables 
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Production 
of timely and 
quality cause-of-
death data

Cause-of-death data is 
not collected

Cause-of-death data is 
collected for hospital 
deaths only from a few 
medical facilities

The WHO-recommended 
medical certificate of 
cause of death form is 
not consistently used 

Cause-of-death infor-
mation is collected and 
coded, but is not of good 
quality 

No cause-of-death infor-
mation is collected for 
deaths occurring at home

•	 Cause-of-death data are 
collected for all deaths oc-
curring in all medical institu-
tions 

•	 The WHO-recommended 
medical certificate of cause 
of death form is used to col-
lect data on cause of death 
in medical facilities

•	 Mortality coding is done 
according to the standards of 
the International Classifica-
tion of Diseases, with quali-
ty-control checks 

•	 Cause-of-death statistics are 
produced annually 

•	 A system exists to collect 
and compile data on the 
cause of death for deaths 
occurring at home 

•	 Annual cause-of-death 
statistics are compiled 
for all deaths occurring 
in health facilities 

•	 Cause-of-death statis-
tics are produced on 
time and according to 
quality standard 

•	 A system for collecting 
and compiling cause-
of-death statistics for 
deaths occurring at 
home has been estab-
lished, and statistics 
are being produced

Financing Lack of funds leads to 
important activities not 
being implemented and 
the CRVS system being 
inadequately maintained

•	 The government provides an 
adequate budget for routine 
maintenance of the CRVS 
system and for continuing ef-
forts to maintain and improve 
the system 

•	 Government provides 
adequate funding to 
maintain the CRVS 
system and implement 
activities in the im-
provement plan 

TABLE 6:  
Details of possible service provider perspective KPIs to assess the  
performance of business processes in the CRVS system.

Annex G is provided as a resource to adapt for the local setting. Note that the 
KPIs provided in Annex G are not an exhaustive list of relevant KPIs for the 
improvement of CRVS business processes — other sources, such as local CRVS 
literature, can also be used do develop fit-for-purpose KPIs appropriate to the 
scope and scale of the improvement effort. The KPIs provided in Annex G are 
expected to apply to all countries, particularly low- and middle-income coun-
tries, but variations may exist depending on a country’s situation. Additional 
country-specific KPIs can be used.

The KPIs provided in Annex G relate mainly to the timely registration and cer-
tification of births and deaths. The same KPIs also largely apply to the certi-
fication and registration of other vital events. KPIs for other relevant business 
processes in the CRVS system, such as late registration of birth or the sharing 
of new registration records from the civil registry with the identity manage-
ment system, may also also be developed.
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3.5 Compiling the CRVS system analysis and redesign  
(CRVS-SAR) tool

With the KPIs identified, the core team can build the CRVS-SAR tool to docu-
ment the performance of the business processes identified for improvement. 
One CRVS-SAR tool should be completed for each of business process to be 
improved. The tool provides a systematic approach for collating information 
and analyzing performance of the CRVS business process against a list of 
predefined KPIs. The CRVS-SAR tool is used to record baseline performance, 
desired target performance, and performance issues, as applicable, for each 
KPI being applied to a business process. The tool will also be used to docu-
ment the root causes of any performance issues and the redesigns to address 
those root causes. 

TABLE 7:  
Definition of columns and an example of the elements in the CRVS-SAR tool.

Column of  
CRVS-SAR tool

Definition (example in italics)

Key performance 
indicator (KPI)

A metric used to measure the performance of the CRVS 
business process. The KPI enables monitoring of per-
formance in terms of progress towards specific defined 
targets. 

Percentage of population who, in 2018, received birth 
certificates out of those who registered the birth.

Baseline  
performance

The level of current performance that will be compared 
to target performance levels to test if the performance 
of the as-is process meets expectations, and ultimate-
ly to determine if the strengthening effort is leading to 
improvements (see Stage 3 of the framework). Baseline 
levels are determined mainly through the desk review, 
the as-is CRVS system workshop, and the field assess-
ment. The baseline may not be numeric; for some indi-
cators, ranges may be given (for example to account for 
variations among some areas in a country).

Percentage of population who, in 2018, received birth 
certificates out of those who registered a birth was 60%.

Data collection 
methods/sources

The source of the data used as the baseline level for the 
KPI, such as a previously completed comprehensive or 
rapid assessment, vital statistics report, etc.

2018 monitoring and evaluation report of the Office of 
the Civil Registrar.
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Desired target  
performance

The desired level of performance of the CRVS business 
process for a particular KPI. The target will be deter-
mined using the vision and mission of the CRVS system, 
relevant legislation or policies, and/or senior deci-
sion-makers in the CRVS  
system (for example, through consultation with  
the High-Level Interagency CRVS Coordination  
Committee).

The desired percentage of the population who received 
birth certificates out of those who registered a birth is 
100%.

Performance 
issue

A substantial gap between the current or as-is perfor-
mance of the CRVS business process and the desired 
target performance indicates a performance issue that 
needs to be addressed as part of the improvement effort.

A 40-percentage-point gap exists between the current 
performance and the target performance for registered 
births that get a certificate; this indicates a performance 
issue. 

Root cause The fundamental contributory factor or factors leading to 
the poor performance of the CRVS business process for 
the relevant KPI, identified using a root case analysis. If 
the root cause is resolved, the performance issue is less 
likely to recur. 

Regulations outlining complicated subprocesses for the 
issuing of certificates for registered events are the root 
cause leading to the gap between  
registration and certification completeness.

Root cause  
category

This is the classification of root causes as they relate to 
a process or organizational capability (i.e. policies, laws, 
and regulations; management and coordination; human 
resources; physical infrastructure; and/or information 
technologies).

Policy, laws, and regulations

Redesign of ideas Recommendations and ideas to resolve the root causes 
of any performance.

Simplifying the subprocess for issuing certificates for 
registered events will allow existing human resources to 
ensure certification of all registered events.

Affected  
stakeholders

Organizations and responsible individuals who are to 
drive improvement forward.

The process architect at the civil registry will work with 
stakeholders to change the process for the certification 
of registered events, and relevant standard operating 
procedures, policies, laws, and regulations will be updat-
ed accordingly.



31

CRVS Systems Improvement Framework

The CRVS-SAR tool will be completed gradually in Stage 1. Table 8 shows  
the tool with example KPIs. 

As a first step, the core team populates the CRVS-SAR tool with the 
agreed-upon KPIs. Following that, available baseline information and the  
desired target for each indicator will be filled into the tool (see next section).

3.6 Collecting CRVS system performance information 

Before performing any detailed analysis of each CRVS process, the core team 
should gather as much performance information as possible and all applicable 
KPIs. The information is collected in a desk review and will be used to populate 
the CRVS-SAR tool. The core team should list the baseline performance and 
desired target performance for each KPI. See Table 8 for an example of the CRVS-
SAR tool with this information completed. Desired target performance may be de-
rived from the national CRVS strategy, vision and mission of the CRVS system, as 
well as the collective judgement of the core team and international best practices. 

The types of documentation to be consulted for the desk review might include 
the following:

•	 Constitutional provisions, policies, laws, rules, regulations, and any other 
part of the local legal framework that is directly or indirectly related to mat-
ters of CRVS

•	 Any forms used in the CRVS system

•	 Standard operating procedures from the CRVS system

•	 Current plans for CRVS system rollout or improvement, such as current stra-
tegic action plan

•	 Reports, descriptions, or evaluations of the CRVS systems published by gov-
ernment, non-governmental organizations, academia, or other sources

•	 Previous (for example, comprehensive or rapid) assessment reports, if any

To ensure that the stakeholders performing the desk review have a detailed 
understanding of current business processes, the previously developed process 
description templet and maps of the as-is processes should be made available 
to them. 
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TABLE 8:  
CRVS-SAR tool for the process of timely registration and certification of a birth occurring at home with example KPIs,  
baseline performance, data collection methods/ sources, and desired target performance filled.

KPI Baseline  
information

Data collection methods/ 
sources Desired target Performance issues Root causes Root cause category Redesign ideas Affected  

stakeholders

Client-centric

Average distance to 
registration service

>20 KM (rural)

~5 KM (urban)

National Statistics Office Geo-
graphic Information System Report

< 5 KM

Number of visits 
needed to register 
and certify the vital 
event

4 

(1. report to local au-
thority, 2. Report to local 
health facility 3. apply 
for registration on dis-
trict registration office, 4. 
pick up certificate)

CRVS comprehensive assessment 1

…. ….. …. ….

Service provider–centric 

High-level Inter-
agency CRVS Coor-
dination Committee 
at the national 
level exists and is 
functional 

Yes, but not functional CRVS comprehensive assessment High level CRVS 
Coordination Com-
mittee is officially 
constituted with 
TOR and member-
ship and meets 
regularly 

Technical Inter-
agency Coordina-
tion Committee at 
the national level 
exists and is func-
tional

Yes, but not functional CRVS comprehensive assessment Technical Coordina-
tion Committee is 
officially constitut-
ed with TOR and 
membership and 
meets regularly

…. ….. …. ….
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3.7 Constitution of task teams

To support the remaining steps of Stage 1, the core team should constitute 
task teams as appropriate to the scope and scale of the process review. Team 
members should be drawn from various key stakeholder institutions within 
and outside government. These persons should have firsthand information 
about how the CRVS system functions in practice at the national, provincial, 
and local levels. It would be advisable to also include local registrars and other 
staff from the periphery. All major stakeholder institutions should be invited to 
participate in the task teams. They may include: 

•	 Registration officers at various administrative levels

•	 Producers and users of vital statistics (including causes of death)

•	 Other relevant government agencies involved in the CRVS process (such as 
the health sector)

•	 Relevant development partners

•	 Donors working in this area or benefiting from CRVS

•	 Non-governmental and civil society organizations working in this area

•	 Those whose operations could provide links for extending service points (for 
example, health sector staff)

•	 Academic institutions and researchers with recognized experience in rele-
vant areas

The task teams should be organized in thematic groups dealing with specific 
aspects of the CRVS systems. Depending on the CRVS business processes 
being improved, it is proposed that up to five task teams be established: 

•	 Policy and legal framework (this task team should be established for every 
implementation of the framework);

•	 Operational aspects for birth and death registration; 

•	 Operational aspects for marriage and divorce registration;

•	 Cause of death; and

•	 Vital statistics. 

The task teams should be large enough that there can be a further division of 
assignments within the teams. Therefore, each task team is recommended to 
have at least four or five members, with no more than six to eight. The scope 
of work, the ways in which the task team can be subdivided, and the range of 
methods to be employed should be considered when forming the teams. 

The core team should make an informed choice about the composition of the 
task teams. It is important that persons with knowledge and experience in a 
thematic area be included. For example, a person from a statistical agency 
should be included in a team that deals with vital statistics. However, this 
does not mean that all available staff from the statistical agency should be in-
cluded in the vital statistics team; for example, some can be included in birth 
and death registration groups, which may help to identify issues with the delay 
in transmission of statistical data or issues with data quality. 

The task teams should be constituted using the means available through 
the national processes. In most countries, it will be necessary to contact the 
organizations and agencies involved in the country’s CRVS system and invite 
them to designate representatives with specific backgrounds and profession-
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al characteristics. The nominating institution should be clear on the nature 
of the commitment — for example, whether the individual is required for the 
entire assessment, analysis, and redesign Stage, and whether it is to be on an 
as-needed, full-time, or part-time basis. 

The core team will need to identify a task team leaders based on expertise and 
government functionary level, preferably the most senior in the group.

Once the task teams are developed, the core team will communicate their 
composition to the Technical Working Group, which, after reviewing and ap-
proving the list, will send it to the government through appropriate channels 
for approval and the issuing of requests for participation. 

3.8 Analysis of performance of current CRVS system processes

The objective of this task is to identify issues and bottlenecks that affect 
the performance of current CRVS processes, along with their associated root 
causes. The core team should organize a workshop to complete this task. The 
workshop will utilize the performance information gathered in the CRVS-SAR 
tool. In addition, it will function as a key forum to gather all stakeholders, 
including task teams and clients of the CRVS system, empower them to jointly 
identify any performance issues in the CRVS system, and create further  
buy-in to strengthen the system. Participation of the CRVS system’s clients (for 
example, families or other members of the general public) in selected sessions 
of the workshop (for example, Session 2) should be considered. Involvement 
of these stakeholders will allow direct contact with the audience and bene-
ficiaries of the improvements being developed and provide unique insights 
(what works, what does not, etc.) from their perspective. This human centred 
approach also affords them a better understanding of considerations for the 
implementation and change management of any improvement. A recommend-
ed list of sessions and their deliverables for the workshop is shown in Table 9.
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TABLE 9:  
Sessions and deliverables for the as-is CRVS system assessment and 
root cause analysis workshop.

Sessions Deliverables 

Session 1 — Review and update the 
vision, mission, and core values of the 
CRVS system

Updated vision, mission, and core 
values

Session 2 — Review and update the as-
is CRVS process descriptions and maps

Updated as-is CRVS process  
description and maps

Session 3 — Review and update the 
CRVS-SAR tool (including targets)

Updated CRVS-SAR tool (including 
targets)

Session 4 — Analyze the as-is CRVS 
process to identify performance issues

Further updated CRVS-SAR tool  
(including performance issues)

Session 5 — Identify root causes of 
CRVS process performance issues

Further updated CRVS-SAR tool 
(including root causes and root cause 
categories) as well as outputs of all 
individual root cause analyses

Session 6 — Develop workshop outputs 
and prepare for the field assessment

Compiling of all deliverables listed 
above in preparation for the field 
assessment

A key component of the workshop is the review of the CRVS business process 
maps. If the team will undertake mapping using modelling software, the work-
shop should include someone with business process modelling software skills. 
Given the importance of this workshop for Stage 1, the core team should meet 
with facilitators of the workshop beforehand (if facilitators are being used) to 
make sure the team members are adequately briefed on currently available 
CRVS process descriptions and maps and the information in the CRVS-SAR 
tool.

Below are further details about the suggested workshop sessions and the work 
to be done in them.

Session 1. Review and update of the vision, mission, and core values of  
the CRVS system

As the vision, mission, and core values of the CRVS system guide the overall 
improvement effort, these should be reviewed in Session 1 of the workshop. 
The core team should present the vision, mission, and core values to the work-
shop participants, and the workshop should allow for discussion about them if 
needed. The session should conclude with re/endorsed and fully agreed-upon 
vision, mission, and core values, or a defined path to getting the necessary 
endorsement of these key guiding principles.

Session 2. Review and update of the as-is CRVS process descriptions  
and maps

In Session 2, participants should jointly review and correct the as-is CRVS 
process descriptions and as-is CRVS process maps based on their collec-
tive knowledge of the CRVS business processes. This review and corrections 
should be a collaborative and interactive effort involving the facilitator and the 
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participants. During the session, the facilitator will present and explain the 
current, as-is process descriptions and maps. Participants will then be given 
the opportunity to review each process description and map to determine their 
correctness and completeness. In reviewing and updating these materials, 
workshop participants should examine the processes from the client’s point of 
view — the clients being families trying to register and obtain a certificate for 
the vital event. To achieve this, participants may be asked to recall personal 
experiences with registering a vital event in their family. To further ensure that 
the client perspective is fully accounted for in the review and updating ses-
sion, the core team may also want to bring in a few members of the public who 
are unconnected with anyone within the process to provide insights into their 
experiences during the registration of a vital event.

As an example, the process reviews in this session can be done in smaller 
groups, as shown in Table 10. After the session, each team will have separate 
sessions with the facilitators, who will modify the process maps as needed. 
The facilitator will work with the process modeling expert and prepare updat-
ed process maps that will be presented to workshop participants in a plenary 
session for final discussion as applicable. This updating is expected to lead to 
accurate process descriptions and process maps and to help identify areas for 
improvement. The collaborative work in this session is expected to generate 
broad agreement on the details of the design of the as-is CRVS processes.

TABLE 10:  
Distribution of task team members for the review of the as-is  
process maps.

CRVS process Suggested groups: Task teams Members from other groups 

Birth registration (occur-
ring in a health facility  
or at home)

Operational aspects of the civil 
registration and certification 
of births both at home and in 
health facilities12

1 or 2 participants each from the 
task teams on policy and legal 
framework and on vital statistics

Death registration 
(occurring in a health 
facility or at home) and 
causes of death

Operational aspects of the civil 
registration and certification  
of deaths both at home and  
in health facilities13

1 or 2 participants each from the 
task teams on policy and legal 
framework, vital statistics, and 
cause of death

Marriage and divorce 
registrations

Operational aspects of  
marriage and divorce  
registration 

1 or 2 participants each from the 
task teams on policy and legal 
framework and on vital statistics

Vital statistics  
production

Operational aspects of the  
production of vital statistics

1 or 2 participants from the  
task teams on policy and  
legal framework 

 
Session 3. Review and update of the CRVS-SAR tool (including targets)

In this session, workshop participants will review all information previously 
collected in the CRVS-SAR tool. This will again be an interactive and consulta-
tive session in which participants will have an opportunity to bring in relevant 

12  �This task team will be split into two groups. One group will review and update the as-is maps on births at home, and the other group will 
review and update those on births in health facilities.

13 �This task team will be split into two groups. One will review and update the as-is maps on deaths at home, and the other group will review  
and update those on deaths in health facilities.
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perspectives and additional information on the appropriateness and efficacy 
of the indicators included in the CRVS-SAR, the baseline information already 
collected, and the proposed targets.

Next, workshop participants will elaborate on the targets for all key perfor-
mance indicators (KPIs) in the CRVS-SAR tool. Targets should be drawn where 
possible from existing national CRVS development plans. 

Based on the inputs from this session, facilitators will prepare a final list of 
KPIs for each of process being examined and the corresponding baseline 
information and desired target, in the form of an updated version of the CRVS-
SAR tool. Table 8 provides an example of this update. 

Session 4. Analyze of as-is CRVS processes to identify performance issues

In this session, participants examine the updated process maps and CRVS-
SAR tools, including updated baseline information and targets, to get an in-
depth understanding of the issues, bottlenecks, and problems that may affect 
the performance of the CRVS process. Identifying the performance issues 
should again be a collaborative and interactive effort among workshop partici-
pants with the assistance of the facilitators.

During the session, facilitators will provide a hands-on introduction to process 
analysis by using an example to illustrate the work for all workshop partici-
pants. Using the selected example, participants, led by the facilitators, will do 
the following: 

•	 For every KPI, carefully examine the baseline performance against the  
target performance to determine if a performance gap exists. A large  
performance gap indicates a performance issue. For example, Table 8,  
the KPI “Average distance to registration service” shows that in rural areas, 
the average distance to the registration service is over 20km, whereas the 
desired target is less than 5km. Similarly, for the KPI of “Number of visits 
needed to register and certify the vital event”, 4 visits are currently needed, 
whereas the target is one single visit. In these cases, the performance gap is 
large. 

•	 Update the CRVS-SAR tool based on the identified performance issues by 
describing the performance issue in the tool. In the example in Table 11, the 
performance issues for the KPIs mentioned above are described as “Dis-
tance from home to registration service is too far and “Family must make 
multiple visits to different distant locations before receiving the certificate”. 
The performance statement articulates a problem in the birth registration 
and certification processes that needs to be addressed.

After the an orientation, the participants will be given the opportunity to inves-
tigate other KPIs and to identify all of the applicable performance issues for 
the KPIs in the CRVS-SAR tool. Completing this information in the CRVS-SAR 
tool can be done in breakout sessions, depending on the number of business 
processes under review. Participants will follow the two steps listed above to 
identify performance issues, articulate problem statements, and update the 
CRVS-SAR tool. Teams will present their results in a plenary session for final 
validation.

TABLE 10:  
CRVS-SAR tool to identify performance issues and problems.
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Session 5. Identify root causes of CRVS process performance issues

In this session, workshop participants perform a root cause analysis to iden-
tify the underlying causes of the performance issues identified in Session 4. 
Common tools that can be used for the root cause analysis include the Pareto 
chart, the ‘5 Why’s,’ a fishbone diagram, a scatter diagram, and failure mode 
and effects analysis.14,15 This framework uses the fishbone diagram. The key 
steps to applying the fishbone diagram are:

1.	Draw the problem statement

2.	 Draw the major cause categories

3.	 Brainstorm causes

4.	 Determine deeper causes

5.	 Identify root causes

Identified root causes will then be transferred into the CRVS-SAR tool.

In this session, participants will be given a hands-on introduction to using a 
fishbone diagram to do root cause analyses. Following the introduction, the fa-
cilitators, working collaboratively with workshop participants, will identify the 
root causes of all performance issues identified in Session 4. This is preferably 
done in small groups. The different causes identified above are defined based 
on their level of influence on the issue being addressed. In the course of the 
session, the initial major cause categories are investigated to identify more 
fundamental causes, i.e. the deeper causes, from which the root causes are 
identified.

Key activities during this session include the following:

1.	Draw the problem statement 
The first step of any problem-solving activity is to define the problem. The 
problem statement is a performance issue discussed in Session 4 above. 
Participants should review and agree on the CRVS process performance 
issue, i.e. the problem statement (also referred to as the problem/effect). 
Participants should make sure they define the problem correctly and that 
everyone agrees on the problem statement. For example, from Session 4, 
the possible performance issue could be “Family must make multiple visits 
to different distant locations before receiving the certificate.”

	 Once the problem statement is ready, write it in the box on the right-hand 
side of a large sheet of paper and draw a line across the paper horizontal-
ly from the box, as shown in Figure 2. This arrangement, looking like the 
head and spine of a fish, gives space to develop ideas and identify the root 
cause of the issue. 

14 	� Barsalou, M.A. 2015. Root Cause Analysis: A Step-by-Step Guide to Using the Right Tool at the Right Time.  
Productivity Press

15 	 Common root cause analysis tools:
	 beaconquality.com/blog/5-root-cause-analysis-tools-for-more-effective-problem-solving/
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FIGURE 2:  
Fishbone diagram — problem statement.

2.Draw the major cause categories 
After the problem statement has been placed on the diagram, agree and 
draw the major cause categories on the left-hand side and connect them 
to the “backbone” of the fishbone chart (see Figure 3).

	 Major categories often include the process itself as well as factors in  
the enabling environment. In CRVS process analysis, the suggested  
categories are

•	 business process;

•	 policies, laws, and regulations;

•	 management and coordination;

•	 human resources;

•	 physical infrastructure; and

•	 information technologies.

FIGURE 3:  
Fishbone diagram with major cause categories.

Human 
Resources

Physical 
Infrastructure

Information 
Technologies

Business
Process

Policies, Laws
and Regulations

Management 
and Coordination

Family must make 
multiple visits to 
different, distant 
locations before 

receiving certificate

Family must make 
multiple visits to 
different, distant 
locations before 

receiving certificate
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3. Brainstorm causes

	 Most of the effort in the process of creating the fishbone diagram involves 
brainstorming the causes of the problem.

•	 �The participants and the facilitators should examine the process map 
and problems identified in order to generate a list of causes without be-
ing constrained by the major cause categories for any identified perfor-
mance issue or problem. In this way, they can establish which activity or 
aspect of the process leads to the performance issue and ask why this 
activity leads to the issues or problems. For example, using the example 
process map shown in Figure 1 reveals the following:

•		The family must visit three different locations to declare the birth of 
a child. Participants should discuss why it is necessary to visit three 
different locations for a birth to be declared. In this example, the 
family must obtain a proof of birth and then a birth notice before 
they can declare the birth. They must physically travel first to the 
local authority, then to the local health facility in order to obtain the 
necessary documentation to declare the birth. Registration can only 
occur at a third location — the subnational civil registration office. 
These become primary root causes (see Figure 4).

•	 The family must visit the subnational civil registration office twice, 
once to declare the birth and a second time to obtain the certifi-
cate. In total, then, the family must make at least four visits to three 
different locations before birth is certified. There are several pos-
sible reasons for this. In the example, a time lag between declara-
tion, registration, and certification requires the family to leave the 
subnational civil registration office and return at another time. Also, 
as mentioned above, the subnational office is the only location to 
register and certify births, so the family must go to the subnational 
registration office.

Once the list of causes has been generated, participants can start to place 
them in the appropriate category on the diagram. Ideally, each cause should 
be placed in only one category. However, some human-resources causes may 
belong in multiple categories. For example, a lack of training may be a legiti-
mate cause for both the incorrect use of information technologies and a lack 
of understanding of the business process. 

Sometimes the major cause categories can be used as catalysts to generate 
ideas. This is especially helpful when the flow of ideas starts to slow down. 
Brainstorm about all the possible causes of the performance issue by asking, 
“Why does this happen?” As each idea is given, the facilitator writes the cause 
on the branch from the appropriate category.

Figure 4 presents the primary causes of “Family must make multiple visits to 
different, distant locations before receiving certificate.”
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FIGURE 8:  
Fishbone diagram — primary causes.

4. Determine deeper causes

Following the initial identification of causes, each cause on the chart is then 
analyzed further to determine if there is a more fundamental reason behind 
the identified cause. This can be done by asking, “Why does it happen?” Write 
secondary causes branching off the cause branches. 

Continue to ask “Why?” and generate deeper levels of causes. Continue orga-
nizing them under related causes or categories. Use participants’ judgement to 
decide when to stop. For example, the reason for the multiple visits to register 
and certify the birth are that the law mandates that the families obtain proof 
of birth from the local authority, a birth notice from the health facility, and 
then registration at the subnational registration office. Figure 5 shows the 
fishbone diagram for the deeper causes of why the current situation requires 
multiple visits to different, distant locations before receiving a certificate.
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Family must visit both local 
authority and local health 
facility before declaring, 
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birth at district level

Civil registration 
only possible 

at district level

Family must visit local 
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registration at 
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Performance of 
certification process

 • number of certificate 
issued/number of registration 

completed unknown

 • average time from registration 
to certification unknown
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FIGURE 5:  
Fishbone diagram — deeper causes.

5. Identify root causes

The final step in creating a fishbone diagram is to pinpoint the root causes of 
the problem. This can be accomplished by identifying the root causes from 
the deeper causes using group consensus methods, or based on frequency of 
occurrence of the deeper causes. 

In our previous example, the root causes of the need for multiple visits are 
requirements in the CRVS legal framework, human resource limitations, and 
manual rather than digitized processes. For additional examples of root cause 
analysis, see Annex I.

All the causes listed in the fishbone diagram should be verified with informa-
tion obtained from available documentation on the CRVS system (for example, 
if there is a requirement for a particular step in the legislative framework, refer 
to the specific legal document). At the end of the session, the results of each 
team will be presented to the workshop participants in a plenary session for 
final validation. The developed fishbone diagrams are to be collected and 
archived in a way that clearly links them to a particular problem of a business 
process that was evaluated. 

6. Enter the identified root causes into the CRVS-SAR tool

Update the information in the CRVS-SAR tool by populating identified root 
causes. Table 11 presents, in the CRVS-SAR tool, the root causes of the CRVS 
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process performance issues related to the family having to make multiple vis-
its to different, distant locations before receiving a certificate, along with root 
cause categories.

Session 6. Develop workshop outputs and prepare for the field assessment

In the final session of the workshop, participants should consolidate all the 
sessions’ deliverables and ensure that all information captured is included in 
the CRVS-SAR tool for the relevant business process. They should also make 
sure that all documentation produced, process performance data collected, 
and findings from the root cause analysis of performance issues, are all ar-
chived in an orderly way so that the information can be retrieved as needed.

During this session, the core team should also prepare stakeholders for the 
field assessment. The purpose of the field assessment is to validate and 
confirm information collected in the CRVS-SAR tool (such as the existence of 
performance issues and the root causes of these issues) and begin identifying 
redesign ideas to address the root causes of performance issues. The field 
assessment will not have a formal questionnaire. Instead, it can be done by 
examining and discussing steps in the business processes at the civil regis-
tration centers and other locations where these steps occur. Prior to the field 
assessment, questions for such validation can be formulated as needed.

Guided by the scope and scale of the CRVS process for improvement, the core 
team should create the field assessment teams. The composition of these 
teams will be made up of members from the five task teams16 and should 
be cross-cutting rather than thematic, to ensure that each team can assess 
the processes and operational capability aspects of the CRVS process being 
addressed or the entire CRVS system where applicable.  Each team will have a 
leader to coordinate the fieldwork and make sure that it is going according to 
plan, that field notes are written daily, and that a field report is prepared and 
submitted at the end of the field assessment.

Once they are assigned to teams, team members will be oriented on the as-
sessment methods to use during the field visits. The orientation will expose 
the teams to the proposed methods of data collection, as discussed below. 
Some practical exercises could be built into the orientation. For example, there 
could be field visits organized to communities near the workshop venue to give 
field teams an opportunity to learn how to validate the findings in the CRVS-
SAR tool for a given business process. This will facilitate understanding of 
the field assessment requirements and help teams plan and make decisions 
appropriately. 

3.9 Field assessment

It is important that the information gathered in the CRVS-SAR tool through 
desk review and stakeholder consultations be validated through a field as-
sessment. The assessment should aim to collect any information that is re-
quired to validate and complete the information captured in the CRVS-SAR 
tool. The field assessment is also a further opportunity to connect the activ-
ities of Stage 1 to insights from the general public, who are key beneficiaries 
of improvements in the CRVS system. Connecting to the clients of the CRVS 
system in the course of the field assessment will allow for a human-centered 
approach to the assessment and provide key insights for system improve-

16 	� Some of the other stakeholders can be included as part of the field team, such as staff representing development agen-
cies, non-governmental organizations, civil society organizations, members of academia, and even medical doctors.
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ments. Additionally, the field assessment also helps in the process of develop-
ing redesign ideas to address the root causes of identified performance issues.

The scope of the field assessment and decisions on which information in the 
CRVS-SAR tool needs validation will depend on the level of detail already col-
lected in the CRVS-SAR tool about business processes, performance issues, 
and root causes. Field teams should discuss their plans with the core team to 
ensure that the validation of information can be done without teams spending 
time to confirm aspects of the CRVS business processes that are already well 
known or documented.

For more information, see Annex J. 

Each team carrying out the assessment should prepare a field report that in-
cludes a narrative on the actual observations, notes, photographs and videos, 
and recording of interviews and focus group discussion, as applicable. Field 
reports should also consolidate any comments on the CRVS-SAR tool or the 
description of the as-is business processes.

The report may also include recommendations for redesigned processes and 
possible requirements in terms of the enablers; this information is to be cap-
tured in the “Redesign ideas” column of the CRVS-SAR. 

After completing the field assessment, each task team leader should finalize 
a report with team input, and decide how to incorporate the findings into the 
CRVS-SAR tool and as-is business process maps and descriptions to prepare 
for redesign activities. The update process can involve task team leaders or 
field assessment members as needed.

3.10 CRVS process redesign

The purpose of redesigning is to generate ideas to improve the existing CRVS 
processes to address issues identified in the assessment and analysis Stage. 
The core team leads the redesign process.17 Inputs available to the team are 
the updated CRVS-SAR tool (Table 11) and the as-is CRVS process descrip-
tions and maps. 

The output of this process is the consolidation, validation and documenta-
tion of redesign ideas, including as-desired CRVS process descriptions and 
process maps, as well as the completion of the “Redesign idea” and “Affected 
stakeholders” columns of the CRVS-SAR tool. The redesign steps are outlined 
in the following sections.

3.10.1 Identify and propose potential redesign ideas to create a  
better process

The core team should brainstorm ways to improve the performance of CRVS 
processes given the information included in the CRVS-SAR tool and the Field 
Assessment. The team should focus on solutions to the root causes of perfor-
mance issues. The activities and resources listed in Annex K can be applied to 
help establish more effective and innovative redesign ideas.

Steps to be followed are described below: 

1.	The team should identify redesign ideas to solve each performance issue 
and root cause and record those ideas in the CRVS-SAR tool.

17 	� If the core team has the appropriate skills and expertise with both CRVS and business process improvement, they can 
proceed with the redesign activity. If they need additional advice, they should seek support locally or internationally.
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2.Identified redesign ideas should be discussed until the team reaches a 
consensus, with ideas documented in the CRVS-SAR template. If the team 
cannot reach consensus after everyone’s ideas and positions have been 
heard, the team will have to accept that several design variations will exist 
at this stage and that the issue needs to be discussed again later, possibly 
by involving other stakeholders to reach a decision. This process may also 
entail revisiting the business process description and map and may involve 
several iterations to reach a decision.

Table 11 presents redesign ideas that would address performance issues and 
their root causes documented in the CRVS-SAR template from the earlier 
birth-registration example. For example, as shown in the table, one of the per-
formance issues is that a family must make at least four physical visits to the 
civil registration office to complete birth registration and obtain certificates. In 
this case, the pertinent question is “How can the process be simplified for the 
family?” To answer this, the team will examine the root causes, which include, 
for example, the lack of digitization of process and requirements in the CRVS 
legal and regulatory framework. Solutions to address these root causes might 
include proposing to establish regulation that would allow community health 
workers to act as informants for civil registration of birth.
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TABLE 11:  
Complete CRVS-SAR tool for the process of timely registration and certification of a birth occurring at home with example KPIs

KPI Baseline  
information

Data collection methods/ 
sources Desired target Performance issues Root causes Root cause category Redesign ideas Affected  

stakeholders

Client-centric

Average distance to 
registration service

>20 KM (rural)

~5 KM (urban)

National Statistics Office Geo-
graphic Information System Report

< 5 KM Distance from home to reg-
istration service is too far

law mandates registration at Civil Registration office 
at subnational (for example, district) level

•	 Policies, Laws and Regu-
lations

Change legal framework to allow local health facility staff to 
act as informants for the civil registration of birth

Family, civil registration 
office at subnational level, 
local health facilities, cen-
tral civil registration office

Number of visits 
needed to register 
and certify the vital 
event

4 

(1. report to local au-
thority, 2. Report to local 
health facility 3. apply 
for registration on dis-
trict registration office, 4. 
pick up certificate)

CRVS comprehensive assessment 1 Family must make multiple 
visits to different, distant 
locations before receiving 
certificate

•	 Law mandates registration at subnational level 
civil registration office

•	 Law mandates registration with birth notice from 
health facility 

•	 Law mandates the issuance of proof of birth from 
local authority to receive birth notice

•	 Too many births to process along with other duties 
(leading to lag between registration and certifica-
tion)

•	 Process not adequately digitized

•	 Lack of monitoring 

•	 Policies, Laws and Regu-
lations

•	 Business  
Process

•	 Human  
Resources

•	 Information Technologies

•	 Management  
and coordination 

•	 Establish regulation to allow Community Health Workers 
(for example, traditional birth attendant, midwife or village 
health workers) to act as informants for the civil registra-
tion of birth

•	 Allow Community Health Workers to complete and submit 
birth registration application form

•	 Link electronic data capture at health facilities, district 
hospital, or other data entry location to central civil regis-
tration IT system to adequately digitise the process

•	 Allow Community Health Worker to pick up certificates 
and deliver to family

•	 Implement monitoring system to measure performance 
of certification process (number of certificates issued, 
number of registration completed, and average time from 
registration to certification )

Family, local health facil-
ities, Community Health 
Workers, civil registration 
office at subnational level 
central civil registration 
office, central ministry of 
health 

…. ….. …. …. …. •	 …. •	 …. •	 …. …..

Service provider–centric 

High-level Inter-
agency CRVS Coor-
dination Committee 
at the national 
level exists and is 
functional 

Yes, but not functional CRVS comprehensive assessment High level CRVS 
Coordination Com-
mittee is officially 
constituted with 
TOR and member-
ship and meets 
regularly 

High level CRVS Coordina-
tion Committee exists but 
no regular meetings, no 
endorsed TOR, no defined 
membership 

•	 Designated lead agency with insufficient authority 
to convene other stakeholders

•	 Functioning High-Level CRVS Coordination Com-
mittee not prioritized by country leaders

•	 Management and  
Coordination

•	 Policies, Laws and  
Regulations

•	 Advocate with country leaders to prioritize CRVS system 
governance and ensure functioning of High-Level CRVS 
Coordination Committee

•	 Legal framework designates lead agency for High-Level 
CRVS Coordination Committee with necessary authority 
to convene other stakeholders

Country leaders,  
future High-Level CRVS 
Coordination Committee 
members

Technical Inter-
agency Coordina-
tion Committee at 
the national level 
exists and is func-
tional

Yes, but not functional CRVS comprehensive assessment Technical Coordina-
tion Committee is 
officially constitut-
ed with TOR and 
membership and 
meets regularly

Technical Coordination 
Committee exists but 
no regular meetings, no 
endorsed TOR, no defined 
membership 

•	 No functional or active High-Level CRVS Coordi-
nation Committee

•	 Management and  
Coordination

•	 High-Level CRVS Coordination Committee appoints Tech-
nical Coordination Committee

High-level CRVS Coordi-
nation Committee, future 
members of Technical 
Coordination Committee 

…. ….. …. …. …. •	 …. •	 …. •	 …. …..
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3.10.2 	Consolidate and prioritize the potential redesign ideas

In this stage, the core team consolidates and prioritizes the identified redesign 
ideas. The steps to arrive at this are outlined below. 

Step 1: Consolidate the potential redesign ideas

Once the redesign ideas for each root cause and performance issue have been 
identified, they are integrated to form an overall set of redesign ideas for each 
CRVS process. The redesign ideas need to be grouped based on root cause 
category so that similar ideas are identified and duplicates eliminated. 

Step 2: Identify quick wins

Major changes and continuous improvement efforts, take time. Complex 
efforts to change strategies, restructure organizations, and re-engineer pro-
cesses need to capitalize on quick wins by identifying short-term gains from 
the consolidated redesign ideas. The quick wins need to be identified before 
starting the exercises on prioritizing recommendations and redesign ideas. 
Quick wins, which are short term and less expensive to implement, favor suc-
cess. A set of rules18 for managing quick wins that will increase the likelihood 
of delivering early gains could be:

•	 Define “quick wins”

•	 Agree on what you want to fix and stick to your scope 

•	 Apply the core values for the CRVS system to improve the agency’s image

•	 Communicate regularly with all stakeholders

Countries can establish their own set of rules for quick wins. This should be 
done in a group discussion among key CRVS stakeholder agencies. Examples 
of quick wins are given in Table 12.

TABLE 12:  
Examples of quick wins.

No. Quick wins Description Benefit

1 Local civil  
registrar’s quality 
assurance  
(QA) checklist

Roll out a QA checklist in all 
registration offices

Improve the quality of documents 
submitted to the registration office 
at each level to reduce duplicate 
work and return of applications

2 Civil registrar 
uses an interim 
dispatch process 
to the next higher 
office

Implement a refined dis-
patch process at registration 
offices (presorting of appli-
cations)

Reduce the time it takes to send 
applications from the local regis-
tration office to the next higher or 
head office

3 Single courier 
service

Combine pickup of  
applications and delivery  
of birth certificates

Reduce turnaround times

18 	� This set of rules was adopted from Kotter, J. 1996. Leading Change. Harvard Business School Press; and from Wicinska, 
A. 2009. Making Quick Wins Your Springboard to Success. paconsulting.com/newsroom/expert-opinion/cio-update-
making-quick-wins-your-springboard-to-success-4-november-2009.
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4 Signage Install signs outside the 
building indicating where 
clients should line up for 
services (birth, death, mar-
riage), the legally stipulated 
time frame for registration, 
and documents required

Clients line up in the correct line

5 Seating area for 
clients

Designate and furnish a 
seating area for clients to 
facilitate waiting

Clients are waiting in a designated 
seating area, resulting in improved 
client satisfaction

Step 3: Prioritize potential redesign ideas

The results of the framework’s first Stage — the collective identification of 
problems, opportunities, and their causes — can lead to a long list of issues 
to address. Prioritization brings different stakeholder perspectives together to 
seek agreement on the main problems and opportunities and their respective 
priorities. Once quick wins have been identified and removed from the consol-
idated redesign ideas, the remaining ideas are prioritized in favor of those that 
would bring about major shifts in CRVS system improvement. The recommend-
ed prioritization methodology is summarized below.19 This prioritization likely 
will be revised in the course of developing the strategic action plan (Stage 2 of 
the framework). After a complete evaluation of each of the activities required 
for improvement of the system (for example, cost estimates) is completed and 
constraints considered, the priority and feasibility of activities may change.

Scoring

Evaluating and estimated scoring will be done according to four criteria: 

•	 Urgency: the extent to which the recommendation are critical and needs to 
be urgently implemented

•	 Feasibility: the ease with which the recommendation could be implemented, 
given departmental roles and responsibilities in government, and  
cultural traditions

•	 Cost: the costs associated with implementing the recommendation and the 
likelihood of obtaining funding from different internal and external sources

•	 Timeline: the period required for full implementation of the recommendation

Four scenarios are provided for each criterion, as shown in Table 13 below. 
Scenarios are then scored from 1 to 4 depending on estimates of urgency, fea-
sibility, cost, and timeline, with the highest priority score being 4 and the low-
est being 1. Scores across the four criteria are then calculated, giving a sum-
mary score for each recommended improvement goal. The higher the score, 
the higher the priority for implementing the recommendation. The four criteria 
were chosen to reflect the critical dimensions of any deliberative process that 
countries are likely to follow to decide upon the relative priority of recommen-
dations. The expected impact should be noted beside each issue. 

As shown in Table 15 and for simplicity, we suggest that for the scoring of 
19 	� This guidance was developed based on the prioritization matrix proposed by the World Health Organization and the 

University of Queensland: Strategic Planning to Strengthen Civil Registration and Vital Statistics Systems. getinthepic-
ture.org/resource/strategic-planning-strengthen-civil-registration-and-vital-statistics-systems-guidance/
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impact, only a qualitative scoring system of high, medium, and low impact be 
used. As mentioned above, this scoring will be based on initial estimates of 
the requirements to implement a suggested re-design. A more detailed assess-
ment of the requirements to implement the suggested redesigns will happen 
during the development of the strategic action plan (Stage 2 of the framework), 
and the final redesign described in the strategic action plan may need to be 
adjusted as participants better understand the requirements and constraints 
(e.g., cost) attendant to the redesign.

TABLE 13:  
Criteria for prioritization and scores.

Urgency

4 Should start immediately

Could be delayed for up to 6 months

Could be delayed for up to 2 years

Could be delayed until able to be done

3

2

1

Feasibility

4 Necessary action can be decided at the departmental level

Requires interdepartmental agreement

Requires legislation change

Requires change in tradition, culture, or policy

3
2

1

Cost

4 No cost implications

Can be funded within current budget

Need to apply for government funding

Need to find external resources

3
2

1

Timeline for 
completion

4 Less than 3 months

3 months to 1 year

1 to 5 years

More than 5 years

3

2

1

Impact

H High

M Medium

L Low

Ranking

Once all issues listed in the assessment, analysis, and redesign report have 
been evaluated and scored, they should be ranked in decreasing order of 
priority within each of the three impact bands. In the case of a large number 
of suggested improvements, it is further recommended that countries reduce 
these by considering only those that score above a certain cut-off point or 
focusing only on the high-impact ones.
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3.10.3 Create desired CRVS process maps

After consolidating and prioritizing the redesign ideas, the team should create 
the desired CRVS process descriptions and maps. To develop the desired pro-
cess map, the team can modify the as-is process map by introducing redesign 
ideas, or they can create the process map from scratch. The task of creating 
the desired process map should be carried out by the technical staff familiar 
with undertaking process mapping. Before beginning, the team should update 
the process description (see Annex E). An example of an as-desired process 
map is shown in Figure 6.

FIGURE 6:  
Desired business process map for the timely civil registration and  
certification of a birth occurring at home
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3.10.4	 Test the proposed redesign ideas 

After creating the desired process map, redesign ideas should be tested so the 
team can make corrections if necessary. Testing helps the team find unex-
pected problems in the process. The team may envision several alternatives 
for improving the redesign and test each one to determine which works best. 
After gathering as many ideas as possible, multiple options are analyzed and 
compared in terms of the chosen performance measures. Eventually, the most 
promising change options are combined, leading to a redesigned process.

The team may use one or both of the following as testing mechanisms:

•	 Role-playing: Have team members act out the proposed process to see how 
well it works. Assign someone to take the role of a family/informant, others 
the role of the government officials, and, as applicable, other stakeholders. 
Create artificial but realistic scenarios for registration or certification and 
ask each person to play their role while carrying out the process. Observe 
how things go, looking out for bottlenecks or other issues with the changed 
process.

•	 Practice: Have the people who will be using the actual improved process try 
out the redesign. Look for difficulties or surprises that may indicate problems 
with the proposed redesign. Seek feedback from staff testing the redesign to 
get their opinions about the changes.

3.10.5	 Examine the implications of potential redesign on enablers 

After designing and testing the redesigned processes, the team should  
examine how the new process might affect the enabling environment, as part 
of determining the feasibility of the redesign. This task should be carried out 
by the redesign team and core team through a consultative process, ideally in 
a meeting with only a few relevant stakeholders. The team should discuss and 
document the changes needed for each organizational capability to implement 
the new process. Table 14 provides an example of the operational capability 
requirements needed to implement the redesigned birth registration process 
to decrease the number of visits needed to register and certify the vital event. 
Depending on the implications of the redesign, the team may decide that the 
proposed processes need further changes.
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TABLE 14:  
Redesign’s implications for enablers.

 

Enablers The implication of the new process on the capabilities

Business process The Community Health Workers will complete and submit the birth registration 
application and pick up the birth certificate on behalf of the family. The health 
facility, hospital, or other data entry point will enter registration information 
 into the central IT system and print the birth certificate. Therefore, the CRVS 
organizational structure will change.

Human resources Community Health Workers and staff at health facilities, hospitals, or other  
data entry points will need to be trained on the new process, forms, and  
technological requirements.

Information  
technologies

The new process will require an IT solution that will link electronic data capture 
at health facilities, district hospitals, or other data entry locations to the central 
civil registration IT system.

Policies, laws, and  
regulations 

The legal and regulatory framework must be amended to: 

•	 Establish Community Health Workers as informants for the civil registration of 
birth

•	 Allow registration information to be entered and birth certificates to be printed 
at a health facility, hospital, or other data location 

•	 Permit Community Health Workers to pick up and deliver birth certificates to 
family 

Management and  
Coordination

A monitoring system will need to be designed, implemented, and managed to 
allow for measurement and reporting on the performance of the  
certification process.

Physical  
Infrastructure

Health facilities, hospitals, or other data locations will have to be assessed for 
ability to accommodate new services and adjusted accordingly.
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3.11 Finalize the Stage 1 report

The core team, after finalizing the proposed redesign for the CRVS system, will 
initiate the drafting of the Stage 1 report. The report should include:

•	 the objective of the Stage 1 exercise

•	 the approach and methodology used 

•	 the current status, which will include the as-is process descriptions and 
maps and the completed CRVS-SAR tool

•	 proposed improvement redesigns, which should include the desired process 
descriptions and maps, and a summary of suggested improvements for the 
system’s enablers

The core team should draft the report with input from the senior CRVS advisor 
and present the report to the Technical Working Group (TWG) for vetting. After 
vetting it, the TWG should present the report to stakeholders at a workshop 
to obtain their views. The report should be modified as needed based on key 
stakeholder input, then finalized. The core team should submit the finalized 
report to the TWG for final approval, and the approved report should go to the 
High-level Interagency CRVS Coordination Committee for endorsement.
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4. Stage 2: Development of the 
strategic action plan

Stage 2 of the framework helps guide the development of a strategic action 
plan to improve or strengthen CRVS systems based on the findings of Stage 1. 
Crafting a strategy depends on in-depth knowledge and skills in a variety of 
areas. It is important that selecting a strategy is done systematically to ensure 
that all issues impacting the future state and function of the CRVS system are 
carefully scrutinized. During Stage 2, the core team should seek planning and 
management advice to develop the strategic action plan  
if necessary. 

There are several planning and management approaches used by the public 
and private sectors. For the purpose of this guidebook, the Balanced Score-
card (BSC) was adapted as many government ministries, departments, and 
agencies use it. The BSC is a tool that helps planners identify what needs to 
change and how it should be implemented and measured based on inputs 
from stakeholders, both service providers, and users.

4.1 Developing the strategic plan

Developing a strategic plan requires several steps. Table 15 shows the  
steps, objectives, and activities involved. Planners should take the following 
important considerations into account when developing a national CRVS  
strategic plan:

•	 Buy-in for the strategic plan and alignment of the plan with the country’s 
overall development goals and national development plan are important to 
ensure financing of the improvements

•	 Terminologies and concepts should be aligned with government budgetary 
approval requirements to facilitate the financing of improvement efforts as 
part of government activities

•	 If a prior CRVS strategic plan exists, terminologies and concepts should be 
consistent, and any differences should be explained for consistency.
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TABLE 15:  
Main steps required in developing a strategic plan.

Main steps Objective(s) High-level activities

Setting strategic 
outcomes and goals 
for the CRVS sys-
tem

To define clearly the 
highest level of goals 
and outcomes that 
will drive the strategy

Step 1: Define strategic outcomes

Step 2: Develop long-term strategic goals

Strategy formula-
tion

To define strategic 
intent on where and 
how the organization 
will respond

Step 1: Develop strategic objectives

Step 2: Develop sub-objectives

Step 3: Compile a strategy map

Step 4: Define the strategic intent

Step 5: Identify critical success factors

Step 6: Identify strategic risks

Step 7: Identify or develop strategic interventions

4.1.1 	 Setting strategic outcomes and goals for the CRVS system

Strategic outcomes, goals, and objectives drive a strategy. These strategic out-
comes and goals form part of the strategy analysis phase. Strategic objectives 
form part of the strategy formulation phase, which comes in the next section. 

As the strategy is developed, modifications may need to be made to the  
desired business process descriptions and maps. The core team should allow 
for such flexibility and ensure that process descriptions and maps are updated 
as needed.

This subphase includes two steps:

•	 Define strategic outcomes

•	 Develop long-term strategic goals 

Step 1: Define strategic outcomes

Strategy formulation should be guided by a set of clearly defined outcomes 
from the CRVS system. An outcome is a change in the status of a beneficiary 
that results, wholly or in part, from a strategy, plan, or program. An example 
of an outcome and target of the CRVS system may be stated as “Distance to 
registration service reduced to less than five kilometers for all people.” 

An outcome may be positive (desired or intended) or negative (unintended or 
unexpected). To minimize the risk of negative outcomes, strategic outcomes 
should be carefully defined before the strategy is formulated. Progress toward 
reaching the strategic outcome should be measured using a limited set of  
outcomes or impact indicators.

Using outcomes to drive strategy means planning backward from the desired 
outcome. This underscores the strategic importance of defining the desired 
outcomes from the CRVS system before embarking on strategy development  
in the strategic planning process. 
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Step 2: Develop long-term strategic goals

Goals and objectives tend to have interchangeable meanings, depending on 
context. It is therefore very important for stakeholders to agree to a specific 
definition for each. What is important is the consistency of definitions and 
applications.

We define a strategic goal as the desired result the proposed CRVS system 
aims to achieve from a strategic set of issues or from developing a strategy 
for the system. The goal is where we want the system to be in the long term. 
Often a strategic goal is so general that it is expressed in nontechnical, quali-
tative terms rather than in quantitative terms. For example, a goal for the CRVS 
system might be “To achieve 80%  completion rate of registration of births, 
deaths, marriages, and divorces within three years.” The management team 
should define the gap — the difference between what you wish for and a real-
istic possibility. Filling the gap becomes the strategic goal.

4.1.2	 Strategy formulation

This step involves developing the strategic plan. It defines the direction an 
organization needs to follow to achieve its missions and vision. A graphical 
presentation of strategy formulation is given in the form of a strategy map 
based on the Balanced Scorecard approach in Annex L.

This subphase includes seven steps (see Table 15).

Step 1:	Develop strategic objectives 

All activities in the CRVS system should be linked to a strategic objective, 
whether they are new activities, improvement initiatives, or maintaining exist-
ing processes. Strategic objectives direct the activities of the organization or 
system and form the foundation on which decisions on actions are made. They 
provide direction for everyone in the organization and motivation for individ-
uals to achieve the objectives. Good objectives also help delegate authority 
effectively.

The formulation of strategic objectives should

•	 provide direction to achieve the mission

•	 be based on the results of the prioritization and ranking of potential redesign 
ideas discussed in Section 3.10.2 of Stage 1

•	 account for the values held by management (i.e. what does leadership want 
to see more of? Less of?)

•	 be specific, measurable, achievable, relevant, and time-bound (SMART)

Two examples of strategic objectives for the CRVS system are “To achieve 80 
percent registration of deaths in five years” or “To complete system integration 
in three years.”

Step 2:	 Develop sub-objectives

The development of sub-objectives is critical to realizing the strategic objec-
tives. The summarized information from the assessment phase, captured in 
Stage 1, should serve as key inputs for developing the sub-objectives. Howev-
er, the sub-objectives need to be more specific and need to cover all areas of 
the system. Sub-objectives also need to be SMART.
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Step 3:	 Compile a strategy map

The strategy map is a dynamic visual tool that describes and communicates 
the strategy (this is distinctly different from the business process maps used 
in Stage 1). An example of a strategy map is attached as Annex L. It ensures 
that the strategic objectives are balanced, covering all aspects of the CRVS 
system. As the strategy map shows cause-and-effect relationships, it allows 
organizations to:

•	 clarify strategies

•	 identify key internal processes that drive strategic success

•	 align investments in people, technology, and organizational capital for the 
greatest impact

•	 expose gaps in strategies and take early corrective action

•	 It is proposed that the strategy map be based on four perspectives:

•	 Social impact

•	 Stakeholder

•	 Business process

•	 Investment in learning and growth20

Strategy development is an iterative process. Following the compilation of this 
strategy map, the strategic objectives and sub-objectives should be revisited. 

Step 4:	 Define the strategic intent 

Strategic intent describes where you want to be and how you are going to get 
there. This section describes the strategic change required over a period of 
time. Strategic intent envisions a desired leadership position and establishes 
criteria the organization will use to chart its progress. It is a high-level descrip-
tion and statement of design for each strategic objective of how stakeholders 
will achieve the desired future stated in present terms. 

Each strategic objective should outline the strategic intent in the short, medi-
um, and long term by describing the desired end state and giving guidance on 
how to get there. Expression of strategic intent helps individuals and organiza-
tions share the common future goal through time and space. Strategic intent 
statements provide the following:

•	 Sense of direction: This includes an understanding of the long-term position 
that a system aims to build over the next decade. It is a view of the future 
that conveys a unifying sense of direction.

•	 Sense of discovery: Strategic intent should retain a sense of discovery and 
excitement about the future. 

•	 Motivation: Strategic intent should be perceived as inherently worthwhile by 
all stakeholders.

Step 5:	Identify critical success factors

Critical success factors are the essential areas of activity that must be per-
formed well if you are to achieve the project’s mission, objectives, or goals. By 

20	 Kaplan, R.S. and Norton, D.P.. 2004. Strategy Maps: Converting Intangible Assets into Tangible Outcomes. Harvard 
	 Business School Press.
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identifying your success factors, you can create a common point of reference 
to help you direct and measure success. Critical success factors help ensure 
that the improvement effort remains well-focused, avoiding wasted effort and 
resources on less important areas. Making the factors explicit and commu-
nicating them with everyone involved helps keep the improvement effort on 
track toward common aims and goals.

When identifying critical success factors, start with the mission, strategic 
goals, and strategic objectives (see also section 3.2 of Stage 1). Ask, “At what 
area or activity do we need to excel in ensuring that this goal is achieved suc-
cessfully?” These areas may relate to the organization, external environment, 
or internal environment. Consider what is essential and select the most critical 
areas or activities listed to ensure focused attention. Once your critical suc-
cess factors have been identified, it may be necessary to revisit your strategic 
goals and objectives.

Step 6: Identify strategic risks

Strategies are hypotheses based upon assumptions. Every single element of 
strategy can be influenced to some extent by uncertainty. While the concepts 
of risk and uncertainty commonly conjure images of what could go wrong, the 
idea of managing strategic risk includes consideration of seizing opportunities 
as they arise.

Risks can be externally based (for example, what happens if disaster strikes 
the community?) or internal (for example, what happens if a key statistician 
suddenly retires or a critical piece of technology fails?). These occurrences 
are usually unexpected and can become a major distraction that prevents the 
entire organization from executing the planned strategies.

Organizations that are faced realized risks may have to abandon strategies; 
ideally, they adapt and change the course of the originally developed strat-
egies. The worst-case scenario occurs when organizations forge ahead with 
strategies that are no longer appropriate simply because they appear on a 
strategic plan.

So how to address these strategic risks and keep the organization on track? 
The answer is twofold. First, identifying potential strategic risks and increasing 
organizational knowledge of these risks can reduce uncertainty. Second, per-
formance improvement tools can be adapted to help realign strategies. 

What are strategic risks, and where do you look for them? What risks threaten 
the achievement of your vision? Strategic risks take a variety of forms. The first 
step in strategy formulation is to identify risks that will have the biggest impact 
and are most likely to occur. Compare these risks with each strategic objective 
to ensure that you have not missed a major area of concern. The second step 
is to prioritize the strategic risks according to those two criteria. Finally, de-
velop mitigation strategies for each major risk and identify the organization or 
stakeholder to be tasked with driving critical activities related to the strategic 
risk mitigation plan, for which they will be accountable.
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Step 7: Identify or develop strategic interventions

This step involves identifying or developing strategic interventions in response 
to identified and prioritized issues and weaknesses.

To determine whether the intervention strategy is feasible, the following ques-
tions should be answered:

Economics: Is the strategy financially feasible? Does it make economic sense 
to apply this strategy?

Acceptability: Will the stakeholders and the community accept  
this strategy?

Resources: Is funding likely to be available to apply this strategy? Are organi-
zations able to mobilize the necessary resources?

Legality: Do present laws and regulations allow the strategy to be implement-
ed? What in the legal and regulatory framework needs to change for it to be 
implemented?

Barriers: What are the potential barriers to implementation and success? What 
are the suggestions to overcome the barriers?

The following template should be completed to analyze intervention strategies. 
A template for preparing a strategic plan report is given in Annex M.

TABLE 16:  
Issues, strategy, and intervention template.

Issue to be 
addressed

Strategy Intervention Economics Acceptability Resources Legality Barriers
Suggestions for  
overcoming barriers

4.2 Developing the action plan

Developing an action plan helps translate the strategic plan and priority  
issues into a series of activities aimed at the implementation of system  
improvements. An action plan for CRVS systems improvement describes the 
comprehensive set of activities, required resources, and phases for imple-
menting the national CRVS strategic plan. The development of the action plan 
should adopt a multi-stakeholder approach. This will ensure the commitment 
of participating actors and will greatly improve chances that action plans will 
be realistic and implementable.

The action plan should be developed iteratively, similar to development of the 
strategic plan. An initial plan is drafted based on the CRVS strategic plan. It is 
then refined based on a country’s constraints (such as funding) and environ-
ment. This approach ensures that the plan is grounded in the current context 
but is not overly constrained. It also allows for the identification of activities 
that could be implemented if additional resources become available. If a 
previous action plan exists, the core team should review it before work starts. 
The tasks, responsible entities (actors), and deliverables for the development 



60

CRVS Systems Improvement Framework

of a CRVS action plan are shown in Table 17. As the action plan is developed 
and specific activities to implement that plan are elaborated, constraints or 
other observations may require the adjustment of the desired business pro-
cess descriptions and maps. Detailing the activities may also indicate a need 
to revise the strategy. The core team should allow for such flexibility and make 
necessary changes to the strategy as well as the desired business process 
description and map.

TABLE 17:  
Example tasks to develop a CRVS systems improvement action plan.

Task Actors Deliverables 

Define the main action areas to de-
liver the CRVS strategic plan

TWG, core team, and  
senior CRVS advisor

Action areas and action plan  
working groups

Assign the outputs to each action 
area

TWG, core team, and  
senior CRVS advisor

Defined outputs for each  
action area

Develop the action plan for each 
action area

TWG, core team, and  
senior CRVS advisor

Individual action plans for  
action areas

Consolidate the individual action 
plan to a national CRVS action plan

TWG, core team, and  
senior CRVS advisor

Draft CRVS action plan

Conduct a workshop to validate  
the national action plan

TWG, core team, senior 
CRVS advisor, and  
stakeholders

CRVS action plan
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4.2.1 Define the main action areas to deliver the CRVS  
strategic plan

Preparation of the action plan requires a good understanding of the report 
from Stage 1, the CRVS strategic plan, and priorities based on the country pro-
file. In a meeting, the TWG, core team, and senior CRVS advisor should review 
the systems improvement strategic plan and the identified implementation 
priorities (see Stage 1). Table 18 provides a simplified example of how to build 
an implementation action plan. 

TABLE 18:  
Sample table that shows interventions or activities to achieve strategic 
objectives and outcomes.

Activities
Organization(s) 
responsible

Completion 
date

Cost
Source of 
funding

Actors
Coordination 
mechanism

Progress  
indicator

Strategic outcome: Establish a universal and responsive information and communications technology (ICT)-based CRVS system

Strategic objective 1: Review and design the CRVS digital system by [month/year]

1.1.    Study the 
desired CRVS 
process maps to 
identify key ar-
eas that require 
ICT  
intervention

National organiza-
tions responsible 
for CRVS and other 
key stakeholders

[month/year]

Desired CRVS process 
areas that require ICT in-
tervention established? 
(Y/N)

1.2.	 Define the 
CRVS informa-
tion technology 
requirements 
in light of the 
desired CRVS 
processes

National organiza-
tions responsible 
for CRVS and other 
key stakeholders [month/year]

CRVS information  
technology require-
ments established and 
approved by TWG

1.3.	 Define the 
CRVS systems 
requirements 
in light of the 
desired CRVS 
processes

National organiza-
tions responsible 
for CRVS and other 
key stakeholders [month/year]

CRVS functional and 
nonfunctional require-
ments established and 
approved by TWG

1.4.   Conduct a 
comprehensive 
and consulta-
tive analysis of 
potential gaps 
in the existing 
digital systems21

National organiza-
tions responsible 
for CRVS and other 
key stakeholders

[month/year]

Potential gaps in the 
existing digital systems 
for CRVS established

1.5.   Design the 
system architec-
ture for the CRVS 
digital system22

National organiza-
tions responsible 
for CRVS and other 
key stakeholders

[month/year]
System architecture for 
CRVS digital system es-
tablished and approved 
by TWG

21 	 For example, using the CRVS Digitization Guidebook: crvs-dgb.org/en/
22 	 For example, using the CRVS Digitization Guidebook: crvs-dgb.org/en/
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4.2.2	 Develop an action plan for identified action areas

In this step, the working group should develop an action plan for each priority 
identified in the previous step. Table 19 outlines the elements that should be 
included in every action plan so it can serve as a guiding tool for coordinating 
planning activities, implementation, and evaluation and monitoring.  

TABLE 19:  
Example of strategic objective, action areas, and outputs.

Strategic objective: Establish a universal and responsive information and communications technology (ICT)-based  
CRVS system

Action areas Outputs

Policy and regulatory 
framework

Revised legal and regulatory framework that supports ICT-
based CRVS systems

Human resources Required number of CRVS officers trained to use the ICT-
based CRVS systems 

Management and coordination Well-structured mechanism for organization and 
coordination involving key stakeholderswithin the CRVS 
systems

Information technologies Procurement of hardware and software for ICT-based 
CRVS system

CRVS processes ICT-based CRVS system that implements the desired CRVS 
business processes

Step 1: Identify activities required to deliver the output 

Activities needed to deliver the required output are identified. Activities are 
the basis of an action plan and should be defined as to their scope, timing, 
and dependencies. Table 20 presents examples of activities required to de-
liver a digital CRVS system. It also presents examples of activities to develop 
the legal and regulatory framework needed to implement the improved CRVS 
processes and realize the desired CRVS systems performance.

TABLE 20:  
Action plan review documentation template.

Outputs and activities

Action Area 1: Information technology for CRVS

Output 1: CRVS digital system is developed 

Activity 1.1: Conduct inventory of existing digital systems for CRVS

Action Area 2: Policy and regulatory framework for CRVS

Output 1: Revised and amended legal and regulatory framework 

Activity 1.2: Use a structured tool to analyze the CRVS legal and regulatory 
framework23

23 For example, using advocacyincubator.org/ghai-advocacy-tools/legal-and-regulatory-review-toolkit-for-crvsid/
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Step 2: Estimate the funding required to deliver the activities

Implementation of the action plan requires both financial and nonfinancial 
resources. In this task, the working group should create an estimate of costs 
for each specific activity. The working group should also identify nonfinancial 
resources such as skilled workers or specialized equipment. This step should 
not be focused on performing detailed financial costing, but rather on estimat-
ing the amount of funding required. 

4.2.3	 Validate the CRVS action plan

Validation of the action plan is a vital component of developing the CRVS ac-
tion plan and implementing the strategic action plan. It is an important mech-
anism to ensure that stakeholders are informed of the plan. It also provides a 
way to verify the completeness and correctness of the plan through discus-
sion. The objectives of this workshop are to:

•	 share the CRVS action plan with stakeholders

•	 get feedback from stakeholders

•	 discuss and build consensus on the institutional arrangements for imple-
menting the action plan

•	 obtain preliminary commitment to support implementing the action plan

•	 agree on further steps to implement the action plan

The workshop should be facilitated by the core group and other members of 
the TWG. The workshop participants should include the TWG members,  
representatives of relevant ministries or departments, representatives of  
development agencies and donor organizations, active non-governmental  
and civil society organizations, and selected members from academia.

Step 1: Presentation of the national CRVS action plan

The first step of the workshop is to introduce the CRVS strategy map, to 
provide participants with an opportunity to reflect on the overall strategy, the 
agreed-upon direction, and the mission and vision to which the CRVS action 
plan should be aligned. The CRVS strategic plan should then be presented 
before the presentation of the action plan. The presentation should include 
the methodology and development process followed as well as an explanation 
of the action areas, outputs, and associated activities, including how they were 
derived from the strategic plan.

Step 2: Review and agree on the action areas and associated outputs

Workshop participants should discuss and agree on the action areas and 
associated outputs before breaking out into groups for further review of the 
action plan for each action area. Participants should be given the opportunity 
to discuss and agree on the initial action areas and associated outputs, and 
they may delete, add, or amend them. 

Step 3: Review and validate the CRVS action plan

Workshop participants should review each action area to determine whether 
it is correct and complete. This should be done in a breakout session in which 
the approved action area should be reviewed by stakeholders divided into 
teams that correspond to their areas of expertise. TWG members should also 
participate in the breakout session. 
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The group should walk through and discuss all the activities of each output to 
identify missing, unnecessary, or incorrect activities, as well as activities that 
require amendment. At the end of the session, each team should present to 
the workshop participants in a plenary session for final validation. During the 
plenary session, the TWG and the core team should respond to each comment 
and document the response. 

Step 4: Costing of the CRVS Action plan

Following the validation workshop, the core team should finalize the CRVS  
action plan and submit it to the TWG, to engage appropriate agencies within 
and outside the government to cost the plan. The costing should begin at  
the activity level and aggregated bottom-up at all government planning and 
budgeting levels. 

Step 5: Approval of the CRVS Action Plan

The TWG should submit the cost of CRVS action plan to the High-Level  
Interagency CRVS Coordination Committee for approval, along with an  
executive summary of the plan and a brief account of the AAR exercise’s  
main findings. After reviewing these outcomes, the high-level committee 
should decide resource allocation and engage high Government authority (e.g., 
the minister responsible for CRVS) for final approval. 
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5. Stage 3: Implementation, 
monitoring, and evaluation
Stage 3 of the framework outlines the process of implementing the national 
CRVS strategic action plan, monitoring and evaluating the performance of the 
CRVS system, and monitoring and evaluating the progress of implementing the 
action plan. 

Some system improvements that are particularly innovative or represent a 
dramatic departure from current practice should be implemented to demon-
strate feasibility and deliverability at initial scale. This will allow learning about 
feasibility, technical, and implementation issues related to the new process 
that may need refinement. Once issues have been identified and refinements 
made, the national scale-up can begin.

Monitoring and evaluating the CRVS system’s performance should be based 
on key performance indicators developed in Stage 1 and can be adjusted 
based on possible changes in context. This monitoring and evaluation should 
be a continuous process throughout the improvement of the CRVS system. 
Annex N provides an overview of Stage 3 activities and related deliverables. 

5.1 Implementing the action plan

Implementing the action plan involves the following activities:

1. Mobilize implementation resources

2. Review and refine the CRVS action plan

3. �Determine organizational structure and process for implementation,  
monitoring, and evaluation

4. Develop change management and implementation plan

The action plan should result in system, changes that enable new CRVS  
processes to be implemented effectively.

5.1.1.  Mobilize implementation resources 

Availability of resources to support the implementation of the national CRVS 
action plan is critical to the improvement effort. The resource mobilization 
strategy outlines the approach for soliciting resources from partners who 
share the same CRVS improvement goals. In this context, resources mean 
financial resources, human resources, and goods and services. The TWG, with 
the core group and the support of the senior CRVS advisor, should formulate 
the resource mobilization strategy. It should be the responsibility of the  
national CRVS committee or the TWG to identify and secure resources needed  
to implement the action plan. 

The results of resource mobilization will directly affect the scope and scale  
of the improvement effort. Before implementation, objectives, targets, and ac-
tivities should be reconciled with available human capacity, time, and money. 
This may mean adjusting the desired process description and maps.
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A resource mobilization strategy will provide an essential roadmap detailing 
how resources might be leveraged to meet the resource requirements. The 
core team should ensure that key stakeholders are engaged throughout the 
process and that they are involved in all steps of strategy development.  
Figure 7 presents the steps for developing the resource mobilization strategy.

FIGURE 7:  
Resource mobilization strategy development steps. 

• Review the resources requirement as detailed in the CRVS strategic action plan
Step 1

Step 2

Step 3

Step 4

Step 5

Step 6

• Analyze the external and internal resource environment

•  Establish the goals and intended outcomes of the resource mobilization strategy

•   Identify potential resource partners

•   Develop a resource mobilization action plan

•   Develop a plan to monitor and evaluate the progress of implementing the 
    resource mobilization strategy

5.1.2   Review and refine the CRVS action plan

In Stages 1 and 2, the action plan for each action area was created with a cost 
estimate and timeline. Once resources are identified, the action plan should 
be reviewed and refined. If resource targets are not met, the scope, scale, 
and operational targets will need to be revisited. The TWG, together with the 
relevant stakeholders, should review and make any necessary changes to the 
action plan to ensure that:

•	 responsible individuals or organizations are identified as leads

•	 appropriate personnel and organizations are included for each action area 
and activities

•	 realistic timelines and SMART objectives are set for each action area and for 
activities

•	 necessary and available resources have been identified

During the review process, the TWG and leaders of the implementation teams 
should work together to identify opportunities for coordinating and combin-
ing resources. The prioritization exercise in Stage 1 can be revisited to guide 
refinement of the action plan for implementation. This adjustment to the stra-
tegic action plan may also require changes to the desired business process 
description and maps.
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5.1.3  Determine organizational structure and process for  
implementation, monitoring, and evaluation

One entity should be identified as responsible for ensuring that the overall  
implementation of the national CRVS action plan stays on track. In this task, 
the TWG should determine the structure and process for implementing,  
monitoring, evaluating, and communicating about the improvement efforts. 

Implementation teams should report to the TWG, which should provide over-
sight of the implementation, monitoring and evaluation, and communication of 
the work. The TWG should ideally perform three functions: (i) implementation 
oversight, (ii) monitoring and evaluation, and (iii) change management and 
communication.

The TWG should be responsible for:

•	 liaising with the individuals or organizations leading the implementation of 
each action area to make sure activities are coordinated with activities in 
other action areas, that activities stay on track, and that barriers are ad-
dressed

•	 formulating the monitoring and evaluation plan while insuring the availability 
of appropriate tools to enable this process

5.1.4  Develop change management and communication plan

Changes of varying type and scope will be needed for the improved CRVS 
processes to function. The steps below outline the development of a change 
management plan. 

Step 1: Assign the responsibility for change management to a person or team 

This individual or team should ensure that the changes brought by the im-
provement initiatives are adequately managed and communicated with all 
stakeholders.

Step 2: Identify the expected type and scope of change to create a change 
management plan

A change management plan consists of articulating how the team should do 
the following:

•	 Create awareness among primary stakeholders (those for whom business 
process will be changing);

•	 Address resistance to change and create desire for the change. Find out 
who feels they might be losing out because of the proposed change and re-
assure them of their value and role in the new process. Create desire for the 
change by explaining how it will lead to improvements that move the CRVS 
system closer to its goals;

•	 Create the ability to implement change by building the necessary skills  
and ensuring that supervision and reinforcement are planned for and  
available; and

•	 Reinforce skills and new business processes over time.
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Step 3: Identify implementation obstacles

The communication subcommittee and leaders of the implementation team of 
each action area should identify and document possible obstacles to imple-
menting the redesigned processes and other capabilities. What key assump-
tions and dependencies must hold for the change to succeed?

Step 4: Implement the change management plan 

In this step, the team should ensure that the scope of change and the change 
management plan are understood and implemented in collaboration with 
stakeholders. The team should communicate with stakeholders about when 
the changes will be put into effect and what transitional arrangements will be 
made to address problems during the transition to the new CRVS process.

5.2 Monitoring and evaluation plan

A country should have a well-established monitoring and evaluation (M&E) 
plan. M&E results guide implementation and provide an important feedback 
loop for continuous improvement.

A clear distinction should be made in the M&E plan’s between: (i) monitoring 
and evaluating the progress of implementing the CRVS strategic action plan, 
and (ii) monitoring and evaluating the performance of the CRVS systems.

The following tasks are performed in developing an M&E plan: 

1. Determine the KPIs and outcome indicators to guide M&E; 

2. Set the baseline and target measures for each indicator; and 

3. �Describe the governance and processes through which the national  
monitoring and evaluation will be performed. 

M&E should be an integral part of the CRVS continuous improvement. 

5.2.1.  Monitoring and evaluation of CRVS system performance

Data collection tools, approaches, and visualizations are part of a robust mon-
itoring framework. These can include software, databases, web-based dash-
boards, country-balanced scorecards, and others. 

During Stage 1, key performance indicators for measuring the performance 
of CRVS systems were identified in the CRVS-SAR tool. The tool also defines 
the baseline and targets for the identified indicator and includes sources and 
methods for collecting appropriate data for monitoring and evaluating the 
CRVS system’s performance. Together, these materials form the M&E plan to 
monitor and evaluate the results of implementing the strategic action plan (i.e., 
CRVS system performance). Through the evaluation of the CRVS system using 
the KPIs defined in Stage 1 in the course of implementing the strategic action 
plan, this provides the basis for a feedback loop that can inform current and 
future improvement efforts.

The performance of the improved process should be continually monitored 
and evaluated to determine whether the desired CRVS processes are deliver-
ing the desired results. This evaluation should also provide insights into fur-
ther issues to be addressed through continuous improvement. In the case of 
detected underperformance, the CRVS processes need to be further analyzed 
to identify issues, bottlenecks, and root causes before taking further action.
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5.2.2.  Monitoring and evaluation of the CRVS strategic  
action plan 

The monitoring and evaluation (M&E) plan will track and assess the progress 
and desired results of the interventions according to the objectives defined 
in the strategic action plan. Table 21 presents the template of an M&E plan to 
monitor and evaluate the progress of implementing the strategic action plan.

TABLE 21:  
Template for monitoring and evaluating the progress of implementing  
the action plan

Action Plan Measurement and Evaluation Efforts

Action Steps 
(Activities)

Organization 
Responsible

Completion 
Date

Indicators Data Collection 
Sources

Data Collection 
Method

Data Collection 
Timing

Example Goal: Regulatory and governance enhanced for CRVS

Example Objective 1: Review and design the CRVS digital system by September 2025

Example activ-
ity 1.1: Develop 
inventory of 
existing digital 
systems for 
CRVS that 
require legal 
support

National 
CRVS  
organization

[month/year]

An inventory 
of all exist-
ing digital 
systems for 
CRVS devel-
oped? (Y/N)

Regular report 
of IT expert  
to TWG

Analysis of  
report of  
IT expert

 [month / year]
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Definitions of key concepts  
and terms24

As-is business process — The current state of a business process.

Assessment and analysis of CRVS systems — A holistic, standards-based 
review of the performance of CRVS systems, subsystems, and their associated 
organizational capabilities against performance standards. This review helps 
identify key performance issues that need to be addressed to improve the per-
formance of CRVS systems toward their fundamental goal of registering every 
vital event within a given geographical area (country) and providing a source of 
vital statistics. The outcome is a report that is used as a key input for formulat-
ing the CRVS strategic plan. 

Baseline performance — The starting point used for comparisons.

Business process — A structured set of activities that takes an input and 
transforms it into an output — a more valuable and effective service or product 
— for a particular client or clients. In the context of this framework, the term 
“business process” refers to a chain of events, activities, and decisions asso-
ciated with the civil registration of vital events25 and/or the production of vital 
statistics.

Business process improvement — An approach designed to help organiza-
tions analyze and redesign their existing (as-is) business processes to accom-
plish significant improvements and implement desired processes.

Business process map — A visualization of a business process that takes into 
account roles and responsibilities.26

Clients — Members of the public who are served by the civil registration sys-
tem or who seek civil registration services, namely, for registration and certifi-
cation of vital events. 

CRVS stakeholders — All entities at all levels that affect or are affected by the 
CRVS system. There are various types of CRVS stakeholders — government 
institutions and their staff who have the functional responsibility to implement 
aspects of the CRVS systems; government institutions and their staff who 
need the services of the CRVS system as input to their own operations; devel-
opment partners and other institutions that provide technical and financial 
assistance for CRVS systems; individuals and families (clients) who  
experience the vital events and want them registered and certified; and  
community members who are required to report on events within their  
communities (informants).

CRVS strategic action plan — A document used to communicate the vision, 
mission, goals, and objectives of the national CRVS system and the actions 
needed to achieve those goals. Specifically, the action plan lists steps that 
should be taken to achieve the intended vision, mission, goals, and objectives 
of the national CRVS system. The purpose of an action plan is to clarify what 

24	� Note that definitions are provided in the context of and applicable for the application of the CRVS Systems  
Improvement Framework and may not be generalizable.

25 	� Specifically, the CRVS Systems Improvement Framework focuses on the business process for the timely civil registra-
tion of births and deaths (with cause of death) and the production of vital statistics from civil registration records. The 
framework can easily be modified to cover other vital events or late or delayed civil registration of vital events.

26 	 Definition adapted from smartdraw.com/business-process-mapping/.
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resources are required to reach the goal, formulate a timeline for when specific 
tasks need to be completed, and determine what resources are required.

CRVS system analysis and redesign (CRVS-SAR) tool — The tool designed to 
support countries in systematically collating and analyzing the performance of 
the CRVS business processes against a list of agreed-upon key performance 
indicators. These indicators are also used to monitor system improvements fol-
lowing the redesign.

Desired business process — The desired design of a business processes or 
subprocesses with required organizational capabilities.

Desired target — The desired level of performance for a specific action, de-
cision, or process as defined by the performance objectives, vision, mission, 
legislation, policies, or organizational culture.

Key performance indicator (KPI) — A key measure that enables evaluation of 
performance in terms of progress toward a specific defined objective. Perfor-
mance indicators and targets (see “Desired target” above) are mechanisms to 
operationalize objectives.

Organizational capabilities — The policies, laws, and regulations; manage-
ment and coordination; human resources; physical infrastructure; information 
technologies to support a country’s CRVS functions and processes to achieve 
the desired performance.

Performance issue — A failure to meet the defined outcome. Performance 
issues are based on reasonable expectations of the results of a particular 
action, decision, or process as defined by the performance objectives, vision, 
mission, legislation, policies, or organizational culture.

Policy, legal, and regulatory frameworks — A set of constitutional, legislative, 
regulatory, jurisprudential, and managerial rules that together establish the 
CRVS system and thereby the rights of individuals to have their vital events 
registered and that guide how systems should operate to align with defined 
goals and objectives. 

Process actors — All individuals or organizations that perform a specific activ-
ity in the CRVS process, or that interact with CRVS processes.

Process-centric approach — A holistic approach to assess the adequacy, effi-
cacy, and appropriateness of business processes in order to assess the perfor-
mance of a system overall. 

Process flow — A description of key steps of a particular process from begin-
ning to end. 

Process input — A set of requirements and/or actions that trigger the onset of 
a particular process.

Process output — The result that a particular process is designed to achieve.

Process owner — The individual or entity responsible for managing and  
overseeing the objectives and performance of a process.

Process purpose — The goal or output that a particular process is designed  
to achieve. 

Redesign of CRVS systems — Making changes to the structure and functions 
of the CRVS system or processes with the goal of improving their performance 
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so that they serve their intended purpose in a better way. See also Redesign 
proposals.

Redesign proposals — Suggestions for making changes to the structure and 
functions of a system or process to better serve the purpose of the original de-
sign, or to serve purposes different from those set forth in the original design.

Registration Completeness — The proportion of vital events that have oc-
curred to members of the population of a particular area within a specified 
period that have been registered in the system.27 

Root cause — The initiating cause of a condition or causal chain that leads 
to an outcome of interest. It is the earliest, most basic, or deepest cause for a 
given behavior. The manifest signs by which observers can see an error. Those 
signs can be widespread, infinite, and convoluted, whereas the root cause 
leading to them is often a lot simpler. 

Systems thinking — A holistic approach to analysis that focuses on the way 
a system’s constituent parts interrelate, and how systems work over time and 
within the context of larger systems. According to systems thinking, system 
behavior results from the effects of reinforcing and balancing processes. 

Task teams (TT) — A small group of people that brings together – into the-
matic groups – a specific set of skills to accomplish a short-term task. In this 
context, task teams are thematic groups of six to eight technical staff drawn 
from various CRVS stakeholder ministries or agencies that are charged with 
the responsibility of undertaking the field survey and associated tasks.

Timeliness — Timeliness in registration means that a vital event has been 
reported for registration within the legally stipulated time allowance. In reg-
ister-based vital statistics, it means that for every timely registered event, a 
statistical report form has been forwarded to the agency responsible for vital 
statistics within the fixed time schedule established by the vital statistics 
program. It also implies that the production, publication, and dissemination of 
the vital statistics have been carried out promptly enough to ensure that users’ 
needs are served.28 

Trigger event — An action that must occur to initiate a process.

27	 United Nations. 2014. Principles and Recommendations for a Vital Statistics System. Paragraph 576.
28	 United Nations. 2014. Principles and Recommendations for a Vital Statistics System. Paragraph 576.	�
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Sample terms of reference for the Technical Working Group

Background of the CRVS system in the country: In two or three  
paragraphs, provide background on the local CRVS system. 

Proposed terms of reference

1.	 � �Review and discuss the current CRVS systems in the country to identify 
gaps and weaknesses. 

2. � �Develop plans for resource mobilization (financial, equipment) to  
implement the CRVS Systems Improvement Framework.

3. � �Develop and submit the budget and action plan for conducting the CRVS 
Systems Improvement Framework to the High-Level Interagency CRVS 
Coordination Committee.

4. � �Provide policy guidance and direction for the CRVS system.

5.  �Identify and nominate staff from their respective organizations who will 
form the Core Team and other teams to be formed at various stages of 
the improvement initiative. 

6.  �Validate the CRVS systems analysis and redesign report and strategic 
plan prepared by the core team with guidance from experts.

7.	� � �Develop policy direction and guidance toward implementing the complete 
and comprehensive CRVS system in a sustainable way, as stipulated in 
the strategic plan.

8. � �Put plans in place for the continuous and sustainable assessment of the 
country’s CRVS system.

9.  �Propose an implementation plan for the country’s comprehensive  
CRVS system.

10. �Ensure that monitoring and evaluation frameworks for the country’s 
CRVS system are in place.

Membership: Members of the TWG are expected to be senior management 
and technical staff from key ministries, departments, and agencies, including 
UN agencies, international nongovernmental organizations, and civil society 
organizations. The chair is usually from the ministry responsible for the civil 
registration agency. 

Frequency of meeting: It is important that the TWG frequently meet — for 
example, once a month.
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Annex A: Sample terms of reference for the High-Level 
Interagency CRVS Coordination Committee and the 
Technical Working Group
Sample terms of reference for the High-Level Interagency CRVS  
Coordination Committee

Background of the CRVS system in the country: In two or three paragraphs, 
provide background on the local CRVS system and why it needs to  
be improved. 

Proposed terms of reference

1. �Review and discuss the current CRVS systems in the country to identify 
what needs to change and the type of systems and any improvement. 

2. �Approve plans for resource mobilization (financial, equipment) to  
implement the national CRVS improvement program.

3. �Provide policy guidance and direction for the CRVS system.

4. �Nominate staff from their respective organizations who will form the 
Technical Working Group (TWG) and approve their terms of reference.

5. �Review budget and assessment plans as developed by the TWG and  
approve them. 

6. Receive periodic reports and recommendations from the TWG for action.

7.	 �Ensure continuous and sustainable improvement of the country’s  
CRVS system.

Membership: Members of the High-Level Interagency CRVS Coordination 
Committee are expected to be high-ranking executives in their ministries 
and departments. In most countries, ministries represented on the commit-
tee would be the ministry responsible for civil registration (chair), Ministry of 
Planning, Ministry of Health, and Ministry of Local Government. The member-
ship could vary depending on the specifics of the country. The chair is usually 
the ministry responsible for civil registration. The registrar commonly serves 
as the rapporteur of the committee.

Frequency of meeting: The committee needs to meet a few times a year, de-
pending on the country’s situation — most likely two or three times a year.
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Annex B: Roadmap for conducting the assessment, 
analysis, and redesign Stage and for developing a  
strategic action plan 
Workdays indicated in the roadmap are indicative and should be adapted de-
pending on local settings.

Acronyms and short terms used in the roadmap:

AAR — Assessment, analysis, and redesign

BPM — Business process mapping

CRVS-SAR tool — CRVS systems analysis and redesign tool

FT — Field team

RT — Redesign team

S&AP — Strategic action plan

SA — Senior CRVS advisor

TO — CRVS technical officer

TT — Task team

TWG — Technical Working Group 

Activities
Responsible 
agency(ies)/ 
persons

Workdays 
(start day 
to end day)

Remarks

Prerequisite for the CRVS Systems Improvement Framework: The government has decided to 
strengthen the CRVS system by improving selected business processes and, as applicable, develop-
ing or updating the S&AP. The lead agency for CRVS has been identified; the TWG with membership of 
all stakeholders has been established or activated; and the core team has been constituted with the 
assigned responsibility to develop or update an S&AP, as applicable. A draft roadmap of activities has 
been created and the resources required for the exercise have been secured. The SA and TO have been 
identified and hired, as applicable, and are in position. 

Note: The estimated workdays indicated below are based on the experience of countries that have done 
the comprehensive assessments. They do not include weekends and holidays. The days required for the 
listed tasks are indicative and should be revised to local needs and settings. The working days in the 
roadmap indicate start and end days as in a few places there are overlapping activities.

A Setting the direction for the CRVS system

A.1 Preparation SA, TO 1–7 Some key materials and doc-
uments related to the CRVS 
system need to be sent to the 
SA to get acquainted with the 
system, as applicable

A.2 SA arrives in the country, as 
applicable, and meets the core 
team and TO 

Core team, TO 8 Meeting on the roadmap; road-
map is revised as needed
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Activities
Responsible 
agency(ies)/ 
persons

Workdays 
(start day 
to end day)

Remarks

A.3 SA field visit and meetings with 
key stakeholders 

Core team 9–12 SA becomes familiar with the 
actual processes of registra-
tion and certification and other 
activities, including the collec-
tion and compilation of vital 
statistics and causes of death, 
as applicable

SA meets with key stakeholders 
and prepares the ground for 
implementing the framework

A.4 Orientation training and  
envisioning

SA, core team, 
TO (and TWG 
for envision-
ing)

13–14 Core team is oriented on the 
principles, concepts, and meth-
ods of CRVS 

The framework, including the 
process of AAR and developing 
and implementing the S&AP, is 
fully explained, along with the 
roles and responsibilities of the 
core team and other teams at 
each stage of the process

First draft of vision and mission 
statements for CRVS systems 
are developed, or current  
versions are reviewed by the 
core team and TO with support  
from SA

B Documenting current CRVS business processes

B.1 Identifying business processes 
to improve and develop process 
descriptions and process maps 

Core team, SA, 
TO, with sup-
port of a busi-
ness process 
documentation 
expert

15–19 Core team and TO identify 
all business processes in the 
CRVS system, select the pro-
cesses to improve (will require 
input from the TWG and possi-
bly the High-Level Interagency 
CRVS Coordination Commit-
tee), and develop initial  
process documentation for 
those processes 

C Gathering performance information

C.1 Developing the KPIs Core team, SA, 
TO

20–21

C.2 Developing and filling in the 
CRVS-SAR tool and desk review 
(collect baseline information and 
identify possible performance 
issues)

Core team, TO 22–30 SA can be asked to join the 
exercise (possibly remotely)
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Activities
Responsible 
agency(ies)/ 
persons

Workdays 
(start day 
to end day)

Remarks

D Analysis

D.1 Preparing for desired process 
workshop 

Core team, SA, 
TO

31 Agenda for the workshop  
is finalized 

Core team establishes the TT

D.2 Workshop on analysis of the as-is 
business processes

• �Reviewing and updating current 
CRVS process maps, updating 
CRVS-SAR template with base-
line information and perfor-
mance issues

• �Identifying and validating root 
causes through breakout  
sessions (fishbone exercise)

TWG, core 
team, SA, TO,

TT leaders, 
planners, other 
stakehold-
ers, business 
process doc-
umentation 
expert

32–35 Core team, SA, TO, and  
TT leaders can serve as re-
source persons 

D.3 Conducting field assessment FTs, super-
vised and sup-
ported by core 
team, TO

36-51 Field questionnaire and the 
filled-in CRVS-SAR tool are 
used to ascertain and validate 
the baseline, performance is-
sues, and possible root causes 

D.4 Preparing field report Core team, TO, 
TT

52–56 FTs prepare reports based on 
field study and assessment and 
make notes on KPIs; this in-
cludes validated and corrected 
information on baseline, per-
formance issues, and possible 
root causes 

E Redesigning 

E.1 RT meeting for redesigning: 

•	 identifying and proposing  
potential redesign ideas to  
create a better process

•	 consolidating and prioritizing 
potential redesign ideas

•	 creating desired process maps

•	 testing proposed redesign ideas

•	 examining implications of rede-
sign on operational capabilities

Core team, SA, 
TO, leaders 
of TT, mem-
bers from key 
government 
stakeholders 
in TWG 

57–62

F Writing and approving the AAR report 
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Activities
Responsible 
agency(ies)/ 
persons

Workdays 
(start day 
to end day)

Remarks

F.1 Preparing and finalizing the draft 
AAR report 

TO, under the 
guidance of 
core team 

63–70 Report may be sent to SA for 
review and comments 

G Development of S&AP

G.1 Training on strategic planning for 
improvement of CRVS systems

SA, core team, 
TO, TT leaders 

before 70 

G.2 Meeting of TT leaders, select 
members from TWG, core team, 
and a few planning officers to 
discuss prioritized recommenda-
tions and intervention 

TT, SA, TO, 
TWG, planning 
experts from 
government 

71–72

G.3 Developing the S&AP TO, planning 
officers, core 
team

72–81 SA provides support (as appli-
cable remotely)

G.4 Validation workshop TWG, TO, 
planning offi-
cers, budget 
experts, core 
team

82

G.5 Finalizing of draft S&AP TO, planning 
officers, bud-
get experts, 
core team

83–87

G.6 Approval of the S&AP TWG 88-10 Following approval by TWG, the 
S&AP will need to be approved 
by the High-Level Interagency 
Coordination Committee and 
other components of govern-
ment (for example, the cabinet); 
this work is not included in the 
roadmap and needs to be local-
ly adapted
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Annex C: Envisioning 
To develop a vision statement, mission statement, and core values for the 
CRVS system, the core team can do an envisioning exercise. Specifically, the 
following steps can be used to develop the vision, mission, and values. 

Step 1: Review or develop a vision statement for the CRVS system

A vision for the CRVS system defines the desired future state of the system 
and its products. It is a compelling and clear image and requires big-picture 
thinking.

The visioning exercise aims to:

•	 rally participants to see and own what they are working toward;

•	 inspire participants to develop and share creative ideas, however divergent;

•	 encourage teambuilding through debate on areas they agree or disagree on 
to build consensus;

•	 decide through discussion what the system will or will not do; and

•	 work together to establish a new organizational paradigm toward shared 
goals.

The vision should be aligned with the national development plan, if one exists. 
Ideally, the plan is a driver of the vision. The issue to address is what the sys-
tem is intended to achieve.

Vision development should take into account budget implications, client base, 
staffing levels and other capacity issues, program domains, and impact on 
society, among other factors.

Vision statement: A vision statement should capture why the vision is need-
ed, what its objective is, and who is being targeted by it. Each CRVS system 
should have a vision statement that is clear, straightforward, and concise. 
Ideally, it should be a one- or two-sentence description of what the current 
system should become as a result of the improvement initiative.

A vision statement should include the main goal of the system without detail-
ing how to achieve the goal. It should consider the current state of the system 
and include a concept of the future directionof the system . It might include, 
among other items: meeting user needs, producing vital statistics of good 
quality, developing registration and statistical capacity, and coordinating the 
CRVS system.

Several country examples of vision statements are given below. 

•	 Rwanda (2017): Make every life known and count.

•	 Nigeria (2017): An enlightened society where all births, deaths, stillbirths, 
marriages, and divorces are registered.

•	 Cameroon: La vision est celle d’un système ESEC, instrument performant 
d’identification de l’individu et des faits d’état civil le concernant, via un reg-
istre de population qui lui assure l’exercice de sa pleine citoyenneté, qui soit 
un outil de référence pour l’élaboration des politiques publiques, leur mise 
en œuvre et leur évaluation.

•	 Benin: Le Bénin a en 2025, un état civil moderne, fiable, et performant 
au service des populations, et contribuant à la bonne gouvernance, à la 
démocratie, à la sécurité et au développement. 
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•	 Madagascar: D’ici 2027, le système d’état civil permet à chaque citoyen de 
bénéficier de ses droits à l’identité, du respect de la confidentialité de ses 
données personnelles. Que le développement inclusif et durable du pays  
se fasse également à travers les bénéfices de l’amélioration du système 
d’état civil.

•	 Kiribati (2016): (To have, by 2020) - A CRVS system that is accessible to all, 
records all vital events; with honesty and integrity; to provide quality, com-
plete, timely and accessible data; in order to establish and protect identity, 
support a safe, secure society; and provide data for government planning 
(and support good governance) – including strengthening health policy and 
services; for everyone.

•	 Afghanistan (2016): By 2024, all people in Afghanistan will benefit from 
universal and responsive CRVS systems that facilitate the realization of their 
rights and support good governance, health and development.

•	 Cambodia (2017): A mission-focused, service-oriented and modern area of 
public administration in Cambodia that manages data about population identi-
ty and vital events and produces reliable population and vital statistics.

•	 Philippines (2015): By 2024, all people in the Philippines will benefit from the 
universal and responsive CRVS systems, in accordance to the Asia-Pacific 
Shared Vision and Goals for CRVS.

Step 2: Review or develop a mission statement for the CRVS system

The mission is useful in guiding improvement efforts and should be included 
in the strategic action plan. 

The mission summarizes an organization’s or system’s core business or pur-
pose for existence for both internal and external stakeholders and the public. 
A mission for the CRVS system should define the fundamental purpose of the 
system, succinctly describing why it should exist and what should be done to 
achieve the vision of the system. It answers the question(s) “Why do we exist?”; 
“What is our core business?”; or “What do we do that makes us unique?”

A summary of the core business of the CVRS system assumes that the nation-
al leadership team and key stakeholders are in agreement on what the strategy 
should achieve; who the stakeholders are; what domains of the system are 
to be covered; what products should be produced for each domain; how the 
products should be produced; what value the products will add to stakehold-
er demand that cannot be provided by competitors; etc. The mission for the 
CRVS system should be based on national legislation.

It is important to be clear about the mission for the CRVS system strategy. It is 
more than the registration of vital events and the resulting vital statistics —it is 
about transforming the current and potentially ad hoc or lopsided way of orga-
nizing civil registration into a holistic and comprehensive system. The mission 
should pertain to the purposes and goals of the system.

Mission statement: The mission statement should suggest the successful way 
to achieve the vision of the CRVS system. The length of the statement var-
ies among organizations. Ideally, the statement should be a concise one- or 
two-sentence declaration defining the sole purpose of the CRVS system. Each 
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CRVS system should have a mission statement —to provide a context for plan-
ning and improvement efforts, and to ensure that everyone knows where they 
fit into the system and what direction the system aims to take. The statement 
should also define what makes the CRVS system unique.

The mission statement should contain the following:

1.	  �Purpose, aims, or overall goal of the CRVS system — the opportunities or 
needs the system is intended to address;

2.  �What the CRVS system will do to address those needs — the business of 
the system;

3.  Key stakeholders and clientele (users, producers, suppliers);

4.  �Contribution or actions of the CRVS system and the value they will add to 
stakeholders (for example, to improve coverage, quality, and timeliness);

5.  �Beliefs or principles of the system that will guide its work — values of  
the system.

Here are country examples of CRVS systems improvement mission  
statements:

•	 Rwanda (2017): To build a modern, timely, complete, and integrated CRVS 
system to ensure legal identity for all, good governance, and evidence-based 
decision-making for sustainable development.

•	 Nigeria (2017): An effective, accessible, and functional CRVS system that 
provides complete, accurate, and timely statistics of all births, deaths, still-
births, marriages, and divorces in a holistic, comprehensive, and collabora-
tive manner; and to maintain a robust and integrated database of vital events 
for effective planning, decision making, and national development.

•	 Cambodia (2017): To register all individuals and vital events in a transparent, 
non-discriminatory and efficient manner in order to issue proof of identifica-
tion for ensuring equal rights in society and for providing reliable and pro-
tected data for good governance and for the development of the private and 
public sectors.

•	 Philippines (2014): The Civil Registration and Vital Statistics System, as a net-
work, is committed to collect, compile, process and generate quality data on 
vital records through an effective and efficient civil registration system to meet 
the needs of individuals, the nation, and global community.

Step 3: Review or define core values for the CRVS system

Core values are the fundamental shared principles of the CRVS system that 
will guide the behavior of those involved in or with the system. They stipulate 
how the system will handle its business affairs.

There is a strong causal association between corporate values and corpo-
rate culture. In fact, corporate values are often used interchangeably with 
corporate culture. They create and drive a culture for strategy and provide a 
framework in which decisions are made. For example, values will affect how 
the strategy is managed by defining expectations for relationships among the 
people involved with the strategy. Culture, as a manifest pattern of behavior, is 
a function of values and the environment — it influences individual behavior. 
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Culture gives personality to the organization by answering the question, “How 
do we do things around here?”

Shared values guide organization members on how to approach their work 
and deal with each other and their clients and stakeholders. They help define 
members’ worldview, through customs and habits. It is easier to change the 
structure of an organization than the culture. But values play the biggest role 
in whether an organization succeeds.

Values for the CRVS system should be used as drivers of change, aiming 
to preserve what is good in the existing culture of the system and individu-
al CRVS institutions and changing those aspects of the culture that do not 
support the CRVS system. This requires an analysis of the existing culture to 
determine what to change or not change, with a view to cultivating a work eth-
ic that supports the CRVS improvement strategy. A performance-based value 
system that is in keeping with the principle of managing for results should be 
promoted to avoid outdatedness and wastage.

A set of values to be internalized by stakeholders should be defined to regu-
late behavior through setting boundaries (what to do or not do, when to do it 
or not do it, and why); promote norms (how people should behave); and pro-
mote beliefs or ideas in terms of shared views that aim toward the system’s 
goals (for example, a system’s view of “being the best it can be”).

Statement of values: A statement of values should be developed for the CRVS 
system and for its individual constituent institutions. Institutional value state-
ments should be unequivocally aligned with the system’s value statement in 
terms of what the system stands for, what it believes in, and what guides its 
behavior and decision-making.

Defining and implementing corporate values is often the weakest part of 
corporate envisioning. Value statements tend to sound like slogans, and they 
are hardly ever internalized by employees — a necessary step for them to be 
effective. 

Developing value statements should involve the entire staff. These statements 
should be continuously communicated so that they are internalized as corpo-
rate social norms and shared values. The basic statement of values should be 
the foundation of corporate culture and character. It should be enduring — its 
expressed values should outlast any studies of the system.

Values are intended to drive the people — not the business — of the organi-
zation. Accordingly, staff members should align their personal values with 
organizational values. Incorporating value statements into staff performance 
appraisal systems is recommended. Value statements should be institution-
alized within the system’s culture to stipulate how the system will handle its 
business affairs.

Here are four country examples:

•	 Rwanda (2017): Excellence and innovation; Collaboration and teamwork; 
Commitment to achieving results; Transparency and accountability; and 
Perceptiveness.

•	 Lesotho (2015): Transparency and accountability; Respect; Credibility; Integ-
rity; Accessibility; and Timeliness.

•	 Tanzania (2014): Integrity; Teamwork; Service excellence; Professionalism; 
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Stakeholder collaboration; and Innovative.

•	 Ethiopia (2013): Secure individual records; Customer satisfaction; Transpar-
ency and accountability; Confidentiality; Teamwork; Professionalism;  
Creating a healthy and convenient work atmosphere; and Gender equity  
and equality.

The three statements — vision, mission, and values — should be continuously 
communicated to both internal and external stakeholders (particularly inter-
nal stakeholders) in such a way that they are easily remembered and applied 
to their daily work. The statements should be assimilated into the culture of 
the CRVS system through internal and external dialogue, and they should be 
acknowledged tools for leadership and organizational change and be used to 
motivate and inspire staff.
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Annex D: Core CRVS business processes

System
Vital 
event

Process Description of process

Civil  
registration

Birth Timely registration and certi-
fication of birth occurring at 
home 

The civil registration and certification of  
a birth that occurs at home and that was  
declared to the civil registrar within the  
period specified by law.

Timely registration and certifi-
cation of birth occurring at  
a health facility

The civil registration and certification of a 
birth that occurs at a health facility and was 
declared to the civil registrar within the  
period specified by law.

Death Timely registration and certi-
fication of death occurring at 
home (with cause of death, as 
applicable)

The civil registration and certification of  
a death that occurs at home and has been  
declared to the civil registrar within the  
period specified by law; the process may 
contain measures to collect cause-of-death 
information.

Timely registration and certifi-
cation of death occurring at a 
health facility ((with cause of 
death)

The civil registration and certification of a 
death that occurs in a health facility and has 
been declared to the civil registrar within the 
period specified by law; the process should 
contain measures to collect cause-of-death 
information.

Mar-
riage

Timely marriage registration 
and certification

The civil registration and certification of 
marriage that has been declared to the civil 
registrar within the period specified by law.

Divorce Timely divorce registration 
and certification

The civil registration and certification of 
divorce that has been declared to the civil 
registrar within the period specified by law.

Vital  
statistics

All Production and dissemination 
of vital statistics

Timely production and dissemination of 
high-quality vital statistics from civil registra-
tion records. 



85

CRVS Systems Improvement Framework

Annex E: Completed Business process description for 
timely registration and certification of a birth occurring  
at home (as-is and desired process)
This is a sample process.

As-is Process Description Desired Process Description

Name of  
process 

Timely registration and certification of birth occurring 
at home

Timely registration and certification of birth occurring at home

Process  
actors

Authorized family member (“Family”), local authority, 
local health facilities, subnational civil registration (CR) 
office, central CR office

Authorized family member (“Family”), community health worker (CHW), 
local health facilities, hospital / other data entry site, central CR office

Process  
purpose

To ensure that every birth that occurs at home that has 
been declared to the civil registrar within the period 
specified by law for timely registration, is registered 
and certified.

To ensure that every birth that occurs at home that has been declared to 
the civil registrar within the period specified by law for timely registration, 
is registered and certified. The desired process reduces the number of 
visits to different locations required for the family.

Triggers Formal report of the occurrence of the birth by  
the family

Attending CHW is present at the birth or receives report of birth from the 
family 
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Process 
flow*

1.	Report Birth 

1.1.  �Authorized family member reports 
occurrence of birth to nearest  
local authority (for example, village 
head)

1.2.  �Local authority issues proof  
of birth to family 

1.3.  �Family receives proof of birth

1.4.  �Family submits proof of birth  
to local health facility

1.5.  �Local health facility receives proof of 
birth 

1.6.  �Local health facility verifies birth and 
issues birth notice 

1.7.  Family receives birth notice 

2.	Declare birth

2.1.  �Family submits birth notice and other 
documentations to the subnational (for 
example, District) CR official

2.2. �CR official receives the birth notice and 
other documentations from the family 
and requests family to fill out a declara-
tion form

2.3. �Family fills out declaration form and 
submits to CR official

2.4. CR official receives declaration form

2.5. �CR official issues acknowledgment 
of declaration and requests family 
to return in 15 or more days for birth 
certificate 

2.6. �Family receives acknowledgment of dec-
laration and waits 15 days or more

3.	Register birth

3.1. �CR official reviews and verifies  
documentation

3.2. �CR official enters birth into central CR 
IT system 

3.3. �Central IT system receives and stores 
birth data 

3.4. �CR official formerly registers the birth 
in CR IT system

3.5. �CR official archives the documentation

4.	Certify birth

4.1. �Family submits acknowledgment of 
declaration and requests birth certifi-
cate to subnational CR office

4.2. �CR official receives acknowledgment of 
declaration

4.3. �CR official confirms registration  
of birth

4.4. �CR official prints birth certificate and 
submits to family

4.5. Family receives birth certificate

1.	Report Birth 

1.1. � �Attending CHW (for example, midwife, traditional birth 
attendant, or village health worker) is present at the birth or 
receives report of birth from the family

1.2. �CHW verifies birth

1.3. �CHW fills out declaration form and collects other  
documentations 

1.4. CHW issues acknowledgement of declaration to family

1.5. Family receives acknowledgement of declaration 

2.	Declare birth 

2.1. �Attending CHW transmits declaration form to local  
health facility

2.2. �Local health facility receives declaration form and  
other documentations

2.3. �Local health facility reviews declaration form and other 
documentations

2.4. Declaration form is entered into central IT system:

2.4.1. If local health facility has IT capabilities

2.4.1.1. �the local health facility enters declaration form and 
scans and uploads declaration form and other  
documentations into central IT system

2.4.2. If local health facility does not have IT capabilities:

2.4.2.1. �Local health facility brings declaration form and 
other documentations to hospital/other data entry 
location

2.4.2.2. �Hospital/other data entry location receives declara-
tion form and other documentations

2.4.2.3. �Hospital/other data entry location enters declara-
tion form and scans and uploads declaration form 
and other documentations into central IT system

2.5.	 Central IT system receives birth data

3.	Register birth

3.1. Central CR official verifies birth declaration

3.2. Central CR official formerly registers birth in CR IT system

3.3. �Central IT system informs local health facility or hospital/
other data entry location that the registration is complete 
and certificate can be issued

4.	Certify birth 

4.1. Local health facility receives certificate 

4.1.1. If Local health facility has IT capabilities

4.1.1.1. Local health facility prints birth certificate

4.1.2. If local health facility does not have IT capabilities,

4.1.2.1. Hospital/other data entry location prints birth 
certificate

4.1.2.2. Hospital/other data entry location sends birth 
certificate to local health facility

4.1.2.3. Health facility receives birth from hospital/
other data entry location

4.2  CHW returns to local health facility

4.3  Local health facility issues birth certificate to CHW

4.4. CHW receives birth certificate 

4.5. CHW brings birth certificate to family 

4.6. Family receives birth certificate

Process  
output

Birth registered in the CR IT system;  
birth certificate printed

Birth registered in the CR IT system; birth certificate printed

Date  
created:

01.01.2020 Last revision 
date:

14.05.2020 Date creat-
ed:

01.03.2020 Last  
revision Date:

10.05.2020

* The level of detail of the process flow shown in this example may not be needed for the process description templet and the 
level of detail can be adjusted according to local needs. The details here will facilitate the development of the process maps.
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Annex F: Journey Map

Annex G: Suggested key performance indicators for use 
with the CRVS Systems Improvement Framework
Countries should identify the performance parameters associated with each 
CRVS process and aim to improve performance against these parameters. The 
following table presents suggested key performance indicators (KPIs) that 
can be used to assess the performance of the CRVS system. There are three 
different types of indicators in the table. One section, comprising two high-
er-level indicators, reflect the overall progress and efficiency of a country’s 
CRVS system. The remaining KPIs are grouped into two sections: client-centric 
and service provider-centric. The two high-level KPIs in section 1 and select 
KPIs from sections 2 and 3 can be used as monitoring indicators in the routine 
monitoring of the CRVS system (see Stage 3 of the framework).

The KPIs can be quantitative or qualitative. For example, the value for the indi-
cator “registration completeness” is numeric and is expressed as a percentage. 
Indicators such as “Does the country compile vital statistics based on civil 
registration?” will have a “yes” or “no” response. The data for other indicators, 
such as “Time taken to complete registration and receive certificate,” though 
quantitative, cannot be one single numeric value and may vary widely from one 
geographical area to another, especially between rural and urban areas. For 
indicators such as these, it is advisable to capture the variation; as an average 
in these cases will not reflect the actual performance issues in difficult areas 
of the country. Furthermore, exact values cannot be easily assigned to the 
indicators in some cases — instead, ranges can be used. For example, “average 
time taken to obtain a birth certificate” may be best expressed in a range, such 
as 1 to 3 days.

Scope of Experience:

________________________________________________________________________

NOTE: Print on A3 paper,
use  a sticky note for each 
entry;  alternatively, use 
pencil to fill in sections.

J o u r n e y  M a p
Developed by:

List out  the  steps in the  arrows above.

What are the activities being 
conducted and by whom? List 
the  responsible parties  for 
undertaking actions.

What are the  platforms (paper 
form, mobile apps, phone,
email) that a r e  u s e d ?

Where  is the  action occuring at
each step?  What’s happening 
during  this activity?

What are the  decisions that were
agreed upon? List who  is re-
sponsible for decision. How will 
these decisions be shared out?

D e c i s i o n s

P e o p l e

P l a t f o r m s ,  
t e c h n o l o g y

A c t i o n s /

A c t i v i t y / P r o c e s s

P h a s e s  o f
E x p e r i e n c e

Document the time & cost for  
each step

Time& Cost

Are there any pain points or 
challenges?

Pain points
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Sl 
No.

Key performance indica-
tors and milestones

Possible  
baseline value

Possible source(s) 
and challenges 

Possible root 
cause 

Possible  
redesign 

Comments  
(if any) 

1 High level 

1.1 Percentage of events 
notified, registered, and 
certified within the time 
limit prescribed under 
the law out of the ex-
pected number of events 
occurring within the 
territory of the country

•	 Separately for births, 
deaths, and marriages

•	 Separately for notifica-
tion, registration, and  
certification

•	 Separately  
for each sex

•	 Separately for each 
major administrative 
unit

Numerator: Number 
of events notified, 
registered, and certified 
during the calendar year

Denominator: Estimated 
number of events (to be 
obtained from  
National Statistics 
Organization or Ministry 
of Health

Registration records 

National  
Statistics  
Organization 
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Sl 
No.

Key performance indica-
tors and milestones

Possible  
baseline value

Possible source(s) 
and challenges 

Possible root 
cause 

Possible  
redesign 

Comments  
(if any) 

1.2 Percentage of events 
notified, registered, and 
certified within the time 
limit prescribed under 
the law and within one 
year of occurrence

•	 Separately for births, 
deaths, and marriages

•	 Separately for notifica-
tion, registration, and 
certification

•	 Separately  
for each sex

•	 Separately  
for each major admin-
istrative unit

X% within prescribed 
time limit

Numerator: Events [no-
tified, registered, or cer-
tified] within the legally 
stipulated period

Denominator: Estimated 
number of events

Y% after prescribed time 
limit but within 1 year of 
occurrence

Numerator: Events [no-
tified, registered, or cer-
tified] after prescribed 
time limit but within 
1 year of occurrence

Denominator: Estimated 
number of events

Z% after 1 year of occur-
rence

Numerator: Events 
[notified, registered, or 
certified] after 1 year of 
occurrence

Denominator: Estimated 
number of events

Registration records 
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Sl 
No.

Key performance indica-
tors and milestones

Possible  
baseline value

Possible source(s) 
and challenges 

Possible root 
cause 

Possible  
redesign 

Comments  
(if any) 

1.3 Percentage of events 
registered out of the 
number of events known 
to the health sector

•	 Separately for births 
and deaths

•	 Separately for each 
sex

Numerator: Number of 
events registered

Denominator: Number 
of events known to the 
health sector

Registration Re-
cords 

Ministry of Health 
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2 Client-perspective

Access to registra-
tion and certification 
services

2.1 Provinces, states, 
districts or other areas 
that have no registra-
tion services

List administrative 
units that have no 
services

Civil registration 
(CR) law and/or ad-
ministrative orders

Annual report on 
CR system

The law explic-
itly excludes 
certain areas 
and does not 
mandate reg-
istration of all 
events

Registration 
centers in 
some areas are 
non-functional, 
due, for example, 
to conflict or 
complete ab-
sence of phys-
ical infrastruc-
ture and human 
resources

Advocate to amend the 
CR law to mandate reg-
istration of al;l events 
and include all areas 
within the boundaries 
of the country

Make special arrange-
ments to register events 
occurring in conflict 
areas

Organize mobile regis-
tration units to cater to 
these areas

Change the process to 
use community health 
workers, village chiefs, 
or village-level workers 
to facilitate declaration 
and send the complet-
ed declaration forms to 
the assigned registra-
tion center

One of the main 
principles of CR 
is universality. 
It is critical that 
this rights-based 
approach is fol-
lowed in letter and 
spirit. Therefore, 
countries’ CR laws 
must ensure that 
no person is left 
behind by design

2.2 No specific population 
groups are left without 
registration services 
(e.g. noncitizens, 
refugees, or internally 
displaced persons)

List of omitted 
groups

CR law or adminis-
trative orders

The CR law ex-
plicitly excludes 
certain popula-
tion groups 

Advocate to amend the 
CR law to include all 
populations within the 
scope of civil registra-
tion

Establish special reg-
istration centers in big 
refugee camps to cap-
ture events occurring to 
refugee families 

In some countries, 
special arrange-
ments may have 
to be made for in-
ternally displaced 
persons
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2.3 Estmated average  
distance to  
registration service 

~X km (rural) 
~X km (urban)

or 

~Y km in, for exam-
ple, hilly province 

~Z km in other 
provinces 

or

~Y to ~Z km 

Past assessment or 
study. The average 
distance may vary 
by province or 
district. Range as a 
measure can also 
be used. This can 
also be obtained or 
validated during the 
field visit through a 
convenient sample 
of exit interviews.

Registration 
service located 
at province or 
district level 
or otherwise 
located at a far 
distance and 
hard to reach 

The CR law 
provides for 
the current 
organizational 
arrangement and 
process

Change process to 
use community health 
workers, village chiefs, 
or other village-level 
workers to facilitate 
declaration and send 
the completed dec-
laration forms to the 
registration service

Organize mobile regis-
tration units that will 
visit localities at regular 
intervals or organize 
periodic registration 
camps 

Explore digital transfer 
of declaration forms 
from health facilities 
using information tech-
nology

Amend law to authorize 
the abovementioned 
functionaries to act as 
informants 

It is assumed 
that the average 
distance in urban 
settings is not a 
major issue. How-
ever, there may be 
situations where 
mothers who come 
to cities or towns 
for from elsewhere 
for delivery and 
return to their 
usual residence 
must return to that 
city or town to 
register the birth 
of their children 
and obtain birth 
certificates. This 
is also true for 
the registration of 
deaths occurring 
in cities or towns 

2.4 Average time taken to 
travel to registration 
service

X hours (rural) 
X hour (urban)

Past assessment 
or study. Range 
as a measure can 
also be used as 
an alternate to 
average. This can 
also be obtained 
form a convenience 
sample during the 
field visit through 
exit interviews.

Registration 
service located 
at province or 
district level or 
otherwise in a 
location that 
requires long 
travel time to 
reach 

Same as above Same as above

Costs of registration 
and certification

2.5 Cost of registration 

•	 Separately for birth, 
death, and marriage 
registration

Cost in local cur-
rency for certifying 
each type of vital 
event

Rules or administra-
tive orders 

The CR law 
provides for reg-
istration fees 

Amend law to make 
registration services 
free

Some countries 
may have different 
fees for urban and 
rural areas or for 
different admin-
istrative areas. In 
such cases, this 
should be appro-
priately reflected 
in the baseline 
value

2.6 Cost for obtaining 
certificate

•	 Separately for birth, 
death,  
and marriage regis-
tration

Cost in local  
currency for certi-
fying each type of 
vital event

Rules or administra-
tive orders

The CR law 
provides for  
certification fees

Amend law to make  
the first copy of the 
certificate free

Same as above. 

In some countries 
the first copy of 
the certificate 
is provided free 
of charge and 
additional copies 
are charged. If this 
is the case, that 
should be noted.
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Certification of  
registered events

2.7 Percentage of popula-
tion who received regis-
tration certificates out 
of those who registered 
the events 

•	 Separately for birth, 
death,  
and marriage certif-
icates

•	 Separately for  
urban and rural and 
by major administra-
tive areas

•	 Separately by sex

X%

Numerator: Popu-
lation who received 
registration certif-
icates

Denominator: 
Population who reg-
istered the events

For birth certifi-
cates, mainly from 
Multi-Indicator 
Cluster Survey or 
Demographic and 
Health Survey

Ideally, the CR man-
agement informa-
tion system should 
collect the data 
for each registered 
event in a routine 
manner

The business 
process a) puts 
the onus on the 
parents or family 
members to col-
lect the certifi-
cate, which may 
involve visit(s) 
to registration 
center; and 
b) does not allow 
for certificates 
to be issued im-
mediately after 
registration

Certificate is 
not required for 
any purpose and 
therefore there 
is no incentive 
for collection

People are not 
aware of the 
importance of 
certificate

Blank certificate 
form not in stock 

Cost of certifi-
cate too high 

Shortage of staff 
or long absence 
of staff that 
are designated 
to sign certifi-
cates, making it 
difficult to issue 
certificates

Change the process 
to a) ensure that 
the certificates are 
issued promptly after 
registration; b) open 
registration centers 
within large health 
facilities for prompt 
issuance of certificate; 
and c) use networks, 
such as health and 
local administration, to 
deliver certificates

Create demand for 
certificates 

Launch publicity cam-
paign with messages 
related to importance 
of certificates

Ensure supply of forms 
and registers 

Amend law to make the 
first copy of certificate 
free of charge

Ensure that positions 
are filled quickly or al-
ternative arrangements 
are made through var-
ious possible actions, 
such as delegation of 
duties to other staff in 
the center 

Time required to com-
plete registration and 
certification
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2.8 Average waiting time to 
register an event after 
the declaration is made

•	 Promptly:

           o same day    
              (within 3  
              hours) or

           o same day  
              (beyond 3  
              hours)

•	 Within 1 to  
3 days

•	 Beyond 3 days 

Past assessment 
or study. This may 
vary depending 
on the level and 
extent of digitiza-
tion. This can also 
be obtained or 
validated during the 
field visit through a 
convenient sample 
of exit interviews 
and observation 
method.

The workflow 
in the regis-
tration center 
for converting 
the declaration 
to registration 
involves cum-
bersome and 
non-value-add-
ed activities 

Very heavy 
workload at 
the registration 
center

Shortage of reg-
istration forms 

If registration 
process is 
automated or 
digitized, the 
computer is not 
working or the 
internet is down

Redesign the workflow 
for the registration 
process by removing 
non-value-added 
activities 

Redesign process 
through opting for a 
more decentralized 
process 

Explore digitization of 
registration process

Ensure printing and 
supply of forms and 
registers in the registra-
tion centers

Ensure proper upkeep 
of equipment 

Redesign the process to 
enable offline regis-
tration 

When registration 
and certification 
are not completed 
on the same day, 
parents or family 
members must 
return to the  
registration cen-
ters a second time 

2.9 Estimated average  
waiting time to obtain  
a certificate after  
registration of event

•	 Separately for birth, 
death  
and marriage

•	 Promptly: 

       o same day  
       (within 3 hours)     
       

       or 

        o same day   
        (beyond 3  
        hours)

· Within 1 to 3 days

· Beyond 3 days 

Past assessment 
or study. This may 
vary depending 
on the level and 
extent of digitiza-
tion. This can also 
be obtained or 
validated during the 
field visit through 
exit interviews and 
the observation 
method. The idea 
is not to get the 
exact estimate but 
to get an idea about 
the extent of the 
problem, if any.

The workflow 
in the regis-
tration center 
for issuance of 
certificate after 
completion of 
registration 
involves cumber-
some and non– 
value-added 
activities 

Very heavy 
workload in 
the registration 
center

Shortage of 
blank certificate 
forms

In some places 
where the regis-
tration process 
is automated 
or digitized, the 
computer is not 
working or the 
internet is down

Redesign the workflow 
for the registration 
process by removing 
non-value-added 
activities 

Redesign process to be 
more decentralized 

Explore digitization of 
registration process

Ensure printing and 
supply of forms and 
registers in the registra-
tion centers

Ensure proper upkeep 
of equipment

Redesign or implement 
a process to ensure off-
line certification

Complexity of the  
CRVS processes
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2.10 Is name of the child 
compulsory for birth 
registration? 

Yes/no Civil registration 
law/standard op-
erating procedures 
(SOPs) 

The law does not 
allow registra-
tion of a child 
without a name 

Amend the law to allow 
registration without 
name and provide for 
insertion of name later

In many countries, 
children are not 
named immedi-
ately after birth; 
refusal to register 
a birth without a 
name acts as a 
barrier for regis-
tration 

2.11 Is production of mar-
riage certificates com-
pulsory for registration 
of birth? 

Yes/no Civil registration law 
or SOPs 

Law does not al-
low registration 
of child without 
parents showing 
their marriage 
certificate

Amend the law to 
remove this provision 
or allow production of 
alternative documents 

In many coun-
tries, marriage 
registration is not 
common, particu-
larly in rural areas; 
having to show a 
marriage certifi-
cate can become a 
serious barrier for 
birth registration

2.12 Do both parents have 
to be physically present 
for registration of their 
child?

Yes/no Civil registration law 
or SOPs

The law requires 
both parents to 
be present at the 
time of registra-
tion of the birth 

Amend the law to allow 
one parent or head of 
the household to report 
a birth for registration

In countries where 
time limits for 
registration are 
short, it can be 
a challenge for 
a mother to stay 
away from the 
newborn for long, 
especially when 
the registration 
center is far away. 
The father may be 
staying elsewhere. 
Therefore, it is 
important to have 
another person in 
the family who can 
be designated as 
informant. 

2.13 Is a court order or 
approval of higher au-
thority required for late 
registration?

Yes/no CR law The law requires 
that a court 
order or approval 
of higher author-
ity be obtained 
for registration 
of events after 
the time limit 

Amend the law to pro-
vide a grace period (for 
example, 1 year) after 
the time limit; allow 
informants to report 
the event after the time 
limit and before the end 
of the grace period by 
submitting an applica-
tion stating reasons for 
delay 

In countries with 
low levels of 
awareness and in-
adequate and inef-
ficient registration 
services, family 
members often fail 
to register events 
before the time 
limit 
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2.14 Number of visits 
needed to register and 
certify the vital event

•	 Separately for birth, 
death, and marriage

Number of visit Civil registration law 
or SOPs. This can 
also be obtained or 
validated during the 
field visit through a 
convenient sample 
of exit interviews 
and observation 
method.

Law mandates 
registration at 
subnational level 
civil registration 
office

Law mandates 
registration with 
birth notice from 
health facility

Law mandates 
the issuance of 
proof of birth 
from local au-
thority to receive 
birth notice

Too many 
vital events to 
process along 
with other duties 
(leading to docu-
ments not being 
ready when the 
family comes 
and them having 
to come again)

Process not ade-
quately digitized

Lack of  
monitoring

Establish regulation 
to allow Community 
Health Workers ( ex: 
traditional birth atten-
dant, midwife or village 
health workers) to act 
as informants for the 
civil registration of birth

Community Health 
Workers fill out and 
submit birth registra-
tion application form

Link electronic data 
capture at health facil-
ities, district hospital, 
or other data entry 
location to central civil 
registration IT system to 
adequately digitise the 
process

Community Health 
Worker can pick up 
certificates and deliver 
to family

Quality of registra-
tion and certification 
services
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2.15 Percentage of people 
satisfied with the quali-
ty of service provided 

•	 Process clarity 

•	 Friendly staff

•	 Friendly waiting area 
in the registration 
center 

percentage Past assessments 
or study. This can 
also be obtained or 
validated during the 
field visit through 
exit interviews 
and observation 
method. The idea 
is not to get the 
exact estimate but 
to get an idea about 
the extent of the 
problem.

Publicity mes-
sages do not 
cover processes 
and only appeal 
to people to 
register events 
by highlighting 
the benefits 

Registration cen-
ters do not have 
an information 
desk, portal or 
display board in 
the registration 
center providing 
details of the 
process

Not enough 
funds for 
improving 
infrastructure of 
the registration 
centers

Registration 
staff are not 
trained on the 
importance of 
client services 

Lack of  
supervision 

Redesign communica-
tion strategy to include 
messages on proce-
dures and documents 
required for registration 

Develop a standard ba-
sic minimum infrastruc-
ture for a model regis-
tration center required 
to improve the client 
experience and include 
this in the budget de-
mand for phase-based 
implementation 

Include client services 
in the training curricula 
of registration staff 

Develop a supervi-
sors’ manual that will 
include, among other 
things, ascertaining 
client satisfaction 
whenever they visit 
registration centers

This does not 
include prompt 
service, as it is 
already included  
in 8 and 2.9
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2.16 Number of corrections 
made per 100 registra-
tion records

X out of 100 regis-
tration records

This indicator 
should be com-
piled as a part of 
regular monitoring 
of the quality of any 
registration system. 
This is computed by 
counting the total 
number of correc-
tions made during 
a specified period 
divided by the total 
number of regis-
trations during the 
same period and 
multiplying the ratio 
by 100. Corrections 
in registration re-
cords are made only 
when requested by 
the clients, which is 
limited to the infor-
mation available on 
the certificates they 
receive. However, 
in many instances, 
certificates are 
not received by or 
issued to clients, 
and clients may not 
request corrections. 
Therefore, the total 
number of mistakes 
may go unnoticed. 

Registration 
staff are not 
sensitized to the 
importance of 
collecting cor-
rect information 

Lack of clarity 
among registra-
tion staff on the 
importance of 
data items in the 
registration 

Lack of proper 
supervision at all 
levels 

Quality parame-
ters not included 
as part of regular 
monitoring 

Redesign the training 
curricula for registra-
tion functionaries to 
appreciate the impor-
tance of each of the 
data items collected for 
registration

Develop standard 
operating procedures 
that will include a 
detailed description 
of the concepts and 
importance of each of 
the data items in the 
registration record and 
the possible sources of 
errors and how to guard 
against them

Develop a supervisors’ 
manual that will include 
routine checking and 
feedback on type of 
errors made at the 
time of collection of 
information in declara-
tion form and thereafter 
transcription in the 
registration records

Include indicators on 
quality of registration 
record as part of the 
monitoring and evalua-
tion framework 

Two types of infor-
mation are collect-
ed at the time of 
registration: legal 
and statistical. 
The collection of 
error-free legal in-
formation ensures 
error-free certif-
icates, although 
data entry or tran-
scription errors 
cannot be ruled 
out. Collection 
of good-quality 
statistical infor-
mation produces 
good-quality vital 
statistics.

Public engagement

2.17 Percentage of the  
population with a vital 
event who are aware 
of the importance of 
registration 

percentage 

percentage in  
rural areas

percentage in  
urban areas

Past assessments 
or study. This can 
also be obtained or 
validated during the 
field visit through 
exit interviews and 
the observation 
method. The idea 
is not to get the 
exact estimate but 
to get an idea about 
the extent of the 
problem.

Inadequate or 
inappropriate 
communication 
strategy and 
messaging

Develop a communi-
cation strategy with 
appropriate messaging 

Leverage interpersonal 
communication, for 
example, as part of 
the maternal and child 
health program, for 
messaging on registra-
tion of births 
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3 Service provider 

Supervision, manage-
ment, coordination,  
and monitoring and 
evaluation

3.1 Institutional mechanism 
for field supervision 
exists

Yes/no CR office documents 
and supervision 
reports 

There is no 
established 
systematic 
supervision and 
feedback mech-
anism 

No supervisors’ 
manual 

Establish an institu-
tional mechanism for 
field supervision and 
feedback for improve-
ment of quality of 
services and products

Develop a supervisors’ 
manual 

Train supervisors on 
the different aspects of 
field supervision and 
feedback 

3.2 Mechanism for regular 
performance monitoring 
of registration system 
exists 

Yes, on a regu-
lar basis

Yes, but not 
regular 

No

CR office documents, 
monitoring reports, 
annual reports

There is no 
established sys-
tem of regular 
monitoring of 
performance of 
the system 

Establish a monthly 
monitoring system to 
monitor the perfor-
mance of registration 
centers on the various 
aspects, such as 

a) number of events 
registered

b) level of registration

c) extent of late and 
delayed registration

d) certificates issued

e) stock of forms and 
registers

Establish a real-time 
monitoring system 

The monitoring 
system can help 
keep watch over 
poorly perform-
ing centers and 
enable managers 
to take steps to 
correct the situa-
tion as quickly as 
possible 

Countries that 
have a fully 
digitized system 
or that have auto-
mated their regis-
tration system can 
build a real-time 
monitoring system 
as an integral 
part of the system 
itself 



100

CRVS Systems Improvement Framework

3.3 Annual review of the 
CRVS system 

Yes/no CR office documents, 
annual reports

There is no es-
tablished system 
of annual review 
of the CRVS 
system 

Organize an annu-
al review meeting 
or workshop at the 
national level of senior 
registration func-
tionaries and other 
stakeholders, including 
relevant development 
partners and civil 
society organizations, 
to review the progress 
of CRVS systems, 
identify challenges, and 
propose further steps 
for improvement 

Organize an annual 
review meeting of civil 
registrars at the nation-
al or province levels 
to take stock of the 
performance of each 
province, identify field 
challenges, and make 
recommendations for 
action for improvement 

Review meetings 
of the civil regis-
tration function-
aries below the 
province level can 
be held on a more 
regular basis. 
The results of the 
regular monitoring 
system can be 
discussed in the 
annual review 
meetings

3.4 High-level interagency 
CRVS coordination com-
mittee at the national 
level exists and  
is functional 

Yes, fully func-
tional

Yes, but not 
functional

No, the com-
mittee does 
not exist

CR office documents, 
terms of reference 
of the high-level 
coordination com-
mittee, minutes of 
the meetings of the 
committee, 

Designated 
lead agency 
has insufficient 
authority to 
convene other 
stakeholders

Functioning 
high-level inter-
agency CRVS 
coordination 
committee not 
prioritized by 
country leaders 

Ensure that the high 
level CRVS coordina-
tion committee meets 
at predecided intervals 
and that guidance and 
directions are followed 
up through appropriate 
actions

Advocate with country 
leaders to prioritize 
CRVS system gov-
ernance and ensure 
functioning or estab-
lishment of high-level 
CRVS coordination 
committee

Legal framework 
designates lead agency 
for high-level CRVS 
coordination committee 
with necessary author-
ity to convene other 
stakeholders



101

CRVS Systems Improvement Framework

3.5 Technical Working Group 
at the national level ex-
ists and is functional

Yes, fully func-
tional

Yes, but not 
functional

No, the group 
does not exist

CR office documents, 
terms of reference  
of the Technical 
Working Group,  
minutes of the meet-
ings of the group

No functional or 
active high-lev-
el interagency 
CRVS coordina-
tion committee

High-level interagency 
CRVS coordination 
committee appoints 
Technical Working 
Group that provides 
technical guidance for 
the implementation of 
the CRVS system

Ensure that the group 
meets at  
predetermined intervals 
and that decisions are 
followed up through 
appropriate actions

3.6 Coordination mechanism 
at subnational level for 
day-to-day coordina-
tion exists and is fully 
functional

Yes, fully func-
tional 

Yes, but func-
tional only in a 
few areas 

No such mech-
anism exists 

CR office docu-
ments, administrative 
directions for the 
establishment of 
these mechanisms, 
minutes of the meet-
ings of the coordina-
tion groups 

No designated 
committees at 
subnational 
level to resolve 
day-to-day 
implementation 
problems

Lack of monitor-
ing and followup 
on actions of ex-
isting subnation-
al committees 

Establish coordination 
committees at province 
or district levels with 
officials representing 
departments involved 
in registration work 
to resolve the day-to-
day implementation 
problems 

Monitor the work of 
these committees in 
terms of meetings held 
and follow-up actions 
taken on the decisions 
of these committees 

These local com-
mittees are critical 
for the day-to-day 
functioning of 
registration at 
the local levels, 
particularly when 
the different 
departments of 
the government 
are involved in 
registration work 
at the local level: 
for example, CR, 
health, statistics, 
local administra-
tion 

Production of quality 
and timely statistics

3.7 Annual vital statistics 
report based on CR 
records compiled

Yes/no (indi-
cate for how 
many of the 
previous years)

Vital statistics  
compiling office 

The CR law does 
not provide for 
transmission 
of statistical 
records to vital 
statistics 

Low human re-
source capacity 
in vital statistics 
compiling office 

Change the law to 
clearly define roles 
and responsibilities for 
transmission of statisti-
cal records and compi-
lation of vital statistics 
compiling office

Simplify the process for 
transmission of records 

Explore digital transfer 
of statistical data items 

Build capacity of staff 
of vital statistics com-
piling office 
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3.8 Annual vital statistics 
report meets the quality 
standards and is pro-
duced on time 

Error rate: 

X% missing 
data

Y% inconsis-
tent data

Z% records re-
ceived beyond 
the cut-off 
date

Quality measures 
compiled by the vital 
statistics compiling 
office

The data col-
lected through 
the registration 
system are 
incomplete and 
inconsistent 

The statisti-
cal data are 
received in the 
vital statistics 
compiling office 
far beyond the 
cut-off date, 
resulting in 
incomplete vital 
statistics 

Orient civil registration 
staff at the local level 
about the importance 
of statistical data items 
and the need to ensure 
quality

In the case of online 
registration, build qual-
ity checks at the time 
of data entry to reduce 
error

Ensure that the vital 
statistics compiling of-
fice provides feedback 
at various levels to the 
registration offices on 
common types of errors 

Include transmission 
of statistical data from 
registration centers as 
one of the performance 
indicators of the CRVS 
system

3.9 If the country compiles 
an annual vital sta-
tistics report, does it 
produce all the tables 
recommended by the UN 
Statistics Division?

Yes/no Annual Vital Statis-
tics Report 

Not all data 
items recom-
mended in the 
priority list in the 
UN Principles 
and Recommen-
dations for Vital 
Statistics are 
collected at the 
time of registra-
tion 

Modify the declara-
tion/ registration form 
to add any data items 
that are not included 
from the priority list of 
the UN Principles and 
Recommendations for 
Vital Statistics

3.10 Vital Statistics  
Performance Index

Annual vital statsitics 
report

Production of timely  
and quality  
causes-of-death data

3.11 Country collects cause-
of-death statistics for 
all deaths occurring in 
health facilities using the 
international standard 
form for medical certifi-
cation of cause of death

or

Percent of deaths with 
medically certified cause 
of death

Yes, in all 
health facil-
ities 

Yes, but in X 
out of Y health 
facilities 

No, not in any 
health facility 

Report on causes of 
death

Health and CR office 
documents 

No systematic 
process has 
been implement-
ed for collecting 
data on causes 
of death from 
health facilities 

Not all health 
facilities are 
included within 
the purview of 
collection of 
causes of death 
data

Develop a roadmap 
for implementation on 
collection and compila-
tion of causes-of-death 
statistics program 

Include all health 
facilities in the country, 
if required, in a phased 
manner

Harmonize practices for 
medical certification of 
cause of death so that 
the international stan-
dard form for medical 
certification of cause 
of death is consistently 
used



103

CRVS Systems Improvement Framework

3.12 Causes-of-death statis-
tics produced meet the 
quality standard and are 
produced in a timely way

And / or

Percent of deaths with 
unusable COD

Yes 

Yes, partially 

No

Causes-of-death 
report 

ICD-10 or, start-
ing latest from 
2022, ICD-11 
is not used for 
mortality coding 
of causes of 
death

Introduce WHO-rec-
ommended form for 
collection of data on 
causes of death from 
health facilities

Introduce ICD-10 or, 
starting latest from 
2022, ICD-11 in mortal-
ity coding of causes of 
death 

Implement a regular 
orientation and training 
program for doctors 
on the importance of 
cause of death and the 
actual process

Implement a regular 
training program for 
coding staff on using 
ICD mortality coding 

3.13 Does the country have 
any system for collecting 
and compiling causes of 
death for deaths occur-
ring at home?

Yes

Yes, but not 
routinely 

No

Causes-of-death 
report 

There is no es-
tablished routine 
verbal autopsy 
system for col-
lecting causes of 
death

Advocate for a routine 
verbal autopsy system 
of collection of data 
on causes of death 
for a sample of deaths 
occurring outside of 
medical care

Financing

3.14 Is there adequate 
government funding 
allocated for maintain-
ing the CR system and 
implementing the CRVS 
improvement plan?

Yes, for both 

Yes, for main-
tenance but 
not for imple-
mentation of 
improvement 
plan or vice 
versa

No

Civil Registration 
Office 

Government 
does not see the 
CRVS system as 
a priority 

Advocate with policy-
makers at the highest 
levels about the impor-
tance of CRVS systems, 
including the utility for 
the system 

3.15 Is there funding available 
from development 
partners and donors to 
support implementation 
of the CRVS System 
Improvement Plan? 

Yes 

Yes, but not 
adequate 

No

Civil Registration 
Office 

Some develop-
ment partners 
do not see the 
CRVS system as 
a priority 

Advocate with donors 
and development 
partners about the 
importance of the 
CRVS system and how 
it aligns with their 
respective partners 
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Annex H: Level 1 and Level 2 maps of the business process 
for the timely civil registration and certification of a birth 
occurring at home
Level 1 business process map for timely registration and certification  
of a birth occurring at home.
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Level 2 business process map: Report birth

 
Level 2 business process map: Declare birth
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Level 2 business process map: Register birth

Level 2 business process map: Certify birth
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Annex I: Further fish bone examples for  
performance issues

Human 
Resources

Physical 
Infrastructure

Information 
Technologies

Business
Process

Policies, Laws
and Regulations

Management 
and Coordination

Distance from home 
to registration 

service is too far 

Law mandates 
registration at 
district civil 

registration office

Civil registration 
only possible at 

district level

Law mandates 
registration at district 
civil registration office

Civil registration 
computers only at 

district level

Law mandates 
registration at 
district civil 

registration office

Civil registration 
offices located at 

district capital

Human 
Resources

Physical 
Infrastructure

Information 
Technologies

Business
Process

Policies, Laws
and Regulations

Management 
and Coordination

High-level 
interagency CRVS 

Coordination 
Committee exists 

but no regular 
meetings, no 

endorsed TOR, 
no defined 

membership 

no identified High-Level 
CRVS Coordination 

Committee members

Designated lead agency 
with insufficient 

authority to convene 
other stakeholders 

Relevant agencies have 
not appointed High-Level 

CRVS Coordination  
Committee members

Functioning High-Level 
CRVS Coordination 

Committee not prioritized 
by country leaders

No directive to legal 
agencies to draft 

such policies, 
regulations, laws

No clear policies, 
regulations or laws 

regarding governance 
of High-Level CRVS 

Coordination Committee  

no clear roles or 
responsibilities 
among agencies

Designated lead 
agency with insufficient 

authority to convene 
other stakeholders 

 Lack of TOR

Stakeholder collaboration 
fraught

Designated lead agency with 
insufficient authority to convene 

other stakeholders 
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Human 
Resources

Physical 
Infrastructure

Information 
Technologies

Business
Process

Policies, Laws
and Regulations

Management 
and Coordination

Interagency 
Technical 

Coordination 
Committee exists 

but no regular 
meetings, no 

endorsed TOR, 
no defined 

membership 

Technical Coordination 
Committee members

 not appointed

No functional or 
active High-Level 

CRVS Coordination 
Committee

No clear definition and 
criteria for Technical 

Coordination Committee

No existing management 
structure for establishing 
and activating Technical 
Coordination Committee

No functional or active 
High-Level CRVS 

Coordination Committee
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Annex J: Conducting the field assessment 
Preparation for field visits

The core team, in consultation with the Technical Working Group (TWG), 
should select the sites for field visits. The unit of selection will be local reg-
istration offices and their catchment areas. The other offices or institutions 
with which these registration centers interact on a day-to-day basis (such as 
the local health facility) should also be visited to observe, better understand, 
and analyze the processes and possible associated challenges (for example, 
limitations in enablers or coordination issues). The provincial or district offices 
that coordinate the work of the local registration offices should also be visited 
to learn about and observe upstream processes and capabilities. 

The selection of sites will not necessarily be random but should be repre-
sentative of geographic diversity, making sure that the sample covers rural, 
semi-urban, and urban areas, as well as hard-to-reach areas, as required for 
the validation of information in the CRVS-SAR tools. The capital city should be 
necessarily included in the sample. The sample should also cover any special 
populations, such as refugees, internally displaced persons, and nomads. The 
number of sites will be decided based on resources at hand.

The field teams, after having received the orientation training and having 
planned their field visits, will embark on the actual field assessment. There are 
some preparatory steps that each team will have to take before proceeding to 
the actual field assessment. A schedule of visits will be required: offices to be 
visited will need to be briefed well in advance. Those in roles of counterparts 
in the field offices will have to be well specified and provided with guidelines 
to help prepare for the visit and any prior arrangements for interviews. Careful 
consideration will have to be given to the issue of advance notice for some of 
the office visits. The effect on the visit may vary from country to country. The 
preparatory information provided to the officials who are to be visited should 
be sufficient to help them prepare for the visit, but details about what the 
team will be looking out for should not be provided so field teams can observe 
business as usual in the offices.

All field assessment teams should be provided with the following documents:

•	 Copies of the as-is process maps finalized in the workshop;

•	 Copies of the CRVS-SAR tools updated in the workshop;

•	 Copies of key laws, rules and regulations, and all relevant standard  
operating procedures; and

•	 Field questionnaires (as applicable).

 
Data collection during the field visit

Field teams can adopt a variety of approaches for collecting information 
during the visits. These include observations, face-to-face interviews, and 
focus group discussions with service providers, clients receiving the services 
(including those waiting for the service and those who have just received the 
service), program managers, key informants and other individuals whose views 
can influence the service process, and representatives from parts of the popu-
lation who have no experience with any of the registration services. Each team 
may need a combination of methods to complete the assignment in the field. 
Suggested methods are described below.
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•	 Face-to-face interviews: Interviews should be conducted to obtain in-depth 
information about the knowledge and execution of current practices and 
perception or knowledge of problems within those practices. Information 
collected in the applicable CRVS-SAR tool should be used as a guide to elicit 
the information. As an informal conversation, the plan should be to explore 
specific topics raised in the interview and to follow all leads that emerge 
during the discussion. Probing and posing follow-up questions should be key 
to gaining an understanding of the perspectives of interviewees. 

•	 Observation: The field team should observe practices pertaining to registra-
tion, validation, certification, transmitting, compiling and storing of data, and 
other steps in the CRVS business processes, as applicable. Observation is an 
important way of collecting information about people, since their description 
of their work don’t always match with actual practices. The field team should 
anticipate that something could go awry with the process during their ob-
servation. The decision to intervene should have to be weighed against the 
impact of being able to observe actual practices in the field. For example, if 
the objective is to assess how long it takes to register an event, then observ-
ers should not intervene in situations that could reduce the time. But if it 
would ease a mother to be helped with carrying her child, this can be done, 
since it does not affect the time for the registration. The burden that the pro-
cess places on the mother could nevertheless be noted. If exit interviews are 
planned, however, intervening with this help may affect the outcome of the 
interview and should not be undertaken.

•	 Focus group discussion: Some interviews can be conducted in a group set-
ting. The groups are used to clarify or confirm data gathered through other 
qualitative methods. An effective focus group should include six to twelve 
participants purposely selected to provide information of interest for the 
assessment.

The field teams should make every effort to take extensive field notes, which 
should be used later in the analysis. All team members should take field notes 
on a daily basis and make sure that their notes cover their area of expertise 
(for example, the legal expert should document observations on the legal bot-
tlenecks observed in the field). If available, the use of photography and video 
is recommended to help with observation; however, it should be carried out in 
a way that acknowledges local cultural context.

Reporting on the assessment findings 

The core team should use the information gathered from the survey to review 
the as-is process descriptions and maps and the information in the CRVS-SAR 
tool. The team should discuss if any of their work in the field ought to lead to 
changes or additions to these documents. For example, if the process in the 
field is different from that shown on the process map, this should be noted and 
the relevant adjustments made to the map. Changes to the CRVS-SAR tool may 
include observations on baseline information, unidentified root causes, or even 
new issues to be added to the CRVS-SAR.

Each team should prepare a field report that should include a narrative on the 
actual observations, notes, recordings of interviews and focus group discus-
sions, photographs, and video recordings. The report should include recommen-
dations for redesigning CRVS processes as well as enabler improvements that 
may be required. This information is to be captured in the “Redesign proposals” 
column of the CRVS-SAR. The as-is process descriptions and maps and the 
CRVS-SAR tools with comments should be annexed to the field report. 
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Annex K: Process innovation techniques29

Heuristic (“R”)/question Apply when …

1 Rethink

How could the efficiency of an activity be improved? •	 examine every activity to see if any rethinking is possible.

2 Reconfigure

How could an activity be eliminated? •	 the activity generates minimal or no value

How can similar activities be consolidated? •	 similar activities are performed in multiple locations

•	 similar activities are performed inconsistently

•	 there could be shared services or other economies of scale 

How can reconciliation be reduced by putting quality at 
the source?

•	 considerable time is spent reconciling paperwork and correcting errors

•	 there is little accountability for errors

How can information-sharing with partners and clients 
improve the process?

•	 demand is uncertain or unpredictable

•	 items are frequently out of stock

•	 inventories are excessive

How can intermediaries and non-value-added work be 
eliminated?

•	 intermediaries add no value, merely relaying goods and services

How can best practices from other sectors be borrowed 
and improved upon?

•	 keep looking for new ideas

3 Resequence

How can predicting increase efficiency? •	 accurate information on client demand is available early

•	 time compression is more critical than accuracy or inventory costs

•	 product or service variations are relatively low

How can postponement increase flexibility? •	 clients want customized products or services

How can parallelism reduce time? •	 limited timing dependencies exist between activities

•	 time compression is critical

•	 rework is necessary due to late error detection

How can the number of interconnections and dependen-
cies be minimized?

•	 bottlenecks, large queues, or frequent handoffs are an issue

4 Relocate

How can the activity be moved closer to the client or 
partner to improve effectiveness?

•	 distance from the client or supplier introduces delay, miscommunication, 
or error

•	 client convenience is critical

•	 client volume is large enough and transportation lead times or costs are 
high

How can the activity be moved closer to related activities 
to improve communication?

•	 activities require a high level of teamwork or collaboration

•	 review and errors are hard to trace back to the source

How can the cycle time be decreased by reducing travel 
time and distance?

•	 travel accounts for a significant part of the process

How can geographically virtual organizations be created? •	 resources are geographically dispersed, but don’t need to be physically 
nearby to produce an outcome

5 Reduce

How can the frequency of the activity be reduced or 
increased?

an activity is non-value-added but necessary

there is low variation in the process or product

there is high variability and low setup costs and times 

How would more information enable greater effective-
ness?

•	 higher accuracy is needed

•	 greater segmentation would yield greater marketing effectiveness

29 Adapted from “The 7Rs of Process Innovation” (http://www.stephenshapiro.com/pdfs/7rs.pdf; accessed 30.  
	 June 2020)
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Heuristic (“R”)/question Apply when …

How would less information or fewer controls simplify 
and improve efficiency?

•	 a high proportion of costs goes to data collection or controls

•	 the value received from information or controls is minimal

How can critical resources be used more effectively? •	 utilization of key resources is low

•	 critical resources are performing non-value-added or waste work

6 Reassign

How can existing activities and decisions be moved to a 
different organization?

•	 another organization has skills or resources you lack

•	 it is too difficult to change the previous operating model or culture

How can the activity be outsourced? •	 it is neither critical nor a core competency 

•	 you have limited resources and want to focus on core competencies 

How can the client perform this activity? •	 clients want to be empowered to help themselves (self-serve)

•	 costs need to be reduced

How can the organization perform an activity that the 
client is already performing?

•	 the client wants more value or convenience

•	 the organization wants to get closer to the client

How can cross-training integrate and compress tasks? •	 multiple tasks are needed to produce an outcome

How can suppliers or partners perform this activity? •	 the activity is not a core competency

•	 the activity is in an area of the service that may change rapidly in the 
future, requiring added flexibility

7 Retool

How can technology transform the process? •	 attempting to make time, location, or performer irrelevant

How can the activity be automated? •	 the current process is paper-based or manual and cannot be eliminated

•	 the activity suffers from errors, inconsistency, or reconciliation problems

•	 greater transaction volumes are needed

How can up-skilling, down-skilling or multi-skilling im-
prove the process?

•	 client satisfaction is low (up-skilling)

•	 multiple specialists are needed to produce an outcome (multi-skilling)

•	 technology can create knowledge workers (down-skilling)
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Annex L: Example of a civil registration and vital statistics 
strategy map30

30  CRVS Systems of Rwanda. National Strategic Plan. statistics.gov.rw/publication/crvs-national-strategic-plan/.
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Annex M: Template for strategic action plan

Section A: Strategic overview 

1. Introduction 

2. Background 

3. Purpose of the strategic action plan 

•	 State why the plan was developed. 

•	 Describe the activities and processes followed to develop the strategic 
plan, including stakeholders consulted. 

4. Legislative mandates 

	  �State the name of the relevant laws and outline the key responsibilities of 
the different institutions involved in the project. 

5. Situation analysis 

	 Present the results of the analysis and assessment of the CRVS system in 
relation to findings in the external and internal environments. It is import-
ant to summarize the service delivery environment, including the demand 
for services and the nature of the challenges to address. Describe where 
you are now, what the issues and bottlenecks are, and what opportunities 
and threats exist. 

6. Problem statement 

	 Conclude section A by summarizing or synthesizing the overall problem 
the strategic plan aims to address and thereby defining the rationale  
for change. 

Section B: Strategic direction 

7. Strategic shift 

	 Discuss the paradigm shift required to drive a new strategic direction  
	 for CRVS in response to the problem statement. 

8. Vision 

	 State the vision of the CRVS project. 

9. Mission 

	 State the mission of the CRVS project. 

10. Values 

	 List and describe values. 

11. Strategic outcomes 

	 State the strategic outcomes (what you wish to achieve). 

12. Strategic goals 

	 State long-term overall strategic goals (what will drive the strategy). 

13. Strategic objectives 

	 This section covers the strategic objectives identified to achieve the  
	 strategic outcomes and goals. 
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14. Strategic intent 

	 Summarize the strategic intent for each strategic objective in the short, 
 	 medium, and long term. 

15. Critical success factors 

	 List and describe the critical success factors. 

16. Strategic risks 

	 List the five key risks that may affect realization of the strategic objectives  
	 and outline the mitigation strategy. 

Strategic risk Impact of risk on outcome Risk management strategy

1.

2.

3.

4.

5.

 
17. Resource considerations 

•	Describe the funding environment and requirements to realize the  
	 strategic objectives. 

•	Describe the human resource environment and requirements to  
	 realize the strategic objectives. 

•	Describe the physical environment and requirements to realize  
	 the strategic objectives. 

•	Describe the technology environment and requirements to realize  
	 the strategic objectives. 

Section C: Strategy implementation and action plan 

18. Purpose of the strategy implementation and action plan 

19. Strategic objective and sub-objectives 

	 Discuss the strategic intent in detail for each strategic objective. 

	 State the sub-objectives under each strategic objective and  
	 responsible entity. 

Strategic  
objective

Sub-objective statement Entity Responsible 

1.

1.1

1.2

1.3

1.4
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20. Five-year improvement plan 

	 Outline interventions and projects on a five-year horizon. 

	 Outline the changes and improvements that will drive the strategy in  
	 the next five years. 

Sub-objective Year 1 Year 2 Year 3 Year 4 Year 5

1.1

1.2

21. Strategy map 

	 Include the strategy map that summarizes the CRVS strategy. 

22. Monitoring, reporting, and evaluation 

	� Describe who will be monitored and reported on in the strategic plan 
and how this will be done. Outline when the plan will be reviewed and 
out comes evaluated. 

23. Conclusion 

	 Consolidation of the strategic action plan, for example: 

•	The central tenet of this plan is…

•	The overall strategic intent is to… 

•	Critical to the success of this plan is … 

This strategic action plan needs to be supported by the work program of the 
various agencies, which outlines the outputs and milestones toward achieving 
the vision and mission.
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Annex N: Overview of Stage 3 activities 
Implement, monitor, and evaluate the national CRVS strategic action plan im-
plementation and performance

Activity Responsible Tasks Deliverables

Mobilize resources 
for implementing the 
national CRVS action 
plan

Technical Working Group 
(TWG), National Core 
Team (NCT)

Develop a resource mobilization 
strategy 

Develop a resource mobilization 
action plan

Implement the resource mobiliza-
tion action plan

Resource mobilization 
strategy

Resource mobilization  
action plan

Resources for  
implementing the plan

Prepare for implemen-
tation

TWG, NCT Determine organizational structure 
and process for implementing, 
evaluating, and communicating the 
work

Review and refine the national 
CRVS action plan

Prepare for monitoring and evalua-
tion of the implementation progress 
and results 

Develop a change management 
plan

Refined national CRVS action 
plan

Monitoring and evaluation 
plan

Change management plan

Implement the action 
plan and roll out new 
CRVS processes

TWG, subcommittee, and 
leaders of the implemen-
tation teams 

Implement activities of each action 
area 

Monitor and evaluate the progress

Monitor and evaluate 
implementation results

TWG, subcommittee Implement the monitoring and 
evaluation system

Monitor and evaluate the results of 
implementing the action plan

TBD


