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Abbreviations and Acronyms
CB

=
Capacity Building

CBSD

=
Community-Based Services Department

CSO

=
Civil Society Organization

DP

=
Development Partner

FMA

=
Financial Management Agency

GF

=
Global Fund for AIDS, Malaria and Tuberculosis

GOU

=
Government of Uganda

INGO

=
International Non-Governmental Organization

LFA

=
Local Financial Agency

LG

=
Local Government

M&E

=
Monitoring and Evaluation

MGLSD
=
Ministry of Gender, Labor and Social Development

MIS

=
Management Information System

M/SS

=
Monitoring and Support Supervision

NIU

=
National Implementation Unit

NSPPI

=
National Strategic Plan and Program of Intervention

OVC

=
Orphans and other Vulnerable Children

QA

=
Quality Assurance

RFA

=
Request for Application

TA

=
Technical Assistance

TOR

=
Terms of Reference

TMA

=
Technical Management Agency?

TSO

=
Technical Services Organization

UDHS

=
Uganda Demographic and Health Survey

I.
BACKGROUND

This document sets out the thinking and plans regarding the use and management of Technical Service Organizations (TSOs) within the CORE Initiative project. To officers, management and staff of MGLSD, CORE Initiative project and individual TSOs, this document is intended to be a reference point and a resource material to guide decision making and action in managing TSOs to perform specified tasks in pursuance of CORE Initiative project objectives. 

Zonal structures in Uganda are not administrative structures but rather are used to refer to purposeful zoning of areas into operational regions. There are a number of criteria that implementers of various programmes have used to demarcate regions. The UDHS demarcation of Uganda into 8-regions will be used for this purpose. The same regions were used to group HIV sero-prevalance results. Since there is a high correlation between HIV/AIDS and OVC prevalence, it is logical to use this criterion for implementing the NSSPI. 

The NSPPI defines a comprehensive and coordinated approach to programming, implementation, monitoring and evaluation of interventions aimed at mitigating the situation of orphans, other vulnerable children, their caregivers and communities in Uganda. Currently the MGLSD that is charged with this technical support and coordination has limited Human resource capacity at the central level to fulfil this mandate in a rapid manner, covering all districts in the country. It is therefore logical and practical for MGLSD to delegate the technical support and coordination function to able TSOs. Close supervision and monitoring of these TSOs would ensure compliance with national policies as well as MGLSD and district systems and processes.

MGLSD will outsource and decentralize the technical management function to competent TSOs to specific regions. Each TSO will be responsible for providing the same package of technical support to each district response in order to ensure that the most vulnerable orphans and other vulnerable child access and utilize comprehensive, holistic quality services.  Working in close partnership with local government and civil society, primary responsibility of the TSOs is to provide technical backstopping (on behalf of MGLSD) to the district integrated OVC response in a rapid, comprehensive and multi-sectoral manner to huge numbers of OVC and their Households at the community level.    
Each of the 8-regions will be assigned a TSO to oversee and support the districts response in the region. DPs will work through the TSOs to reach districts and CSOs  

II.
PURPOSE AND OBJECTIVES

The overall purpose of the CORE Initiative project is to “expand and enhance multi-sectoral services for orphans and vulnerable children and HIV/AIDS-prevention services for youth”. To achieve the purpose, the project provides technical assistance and capacity building, funding through grants, and support for coordination activities. Technical assistance and capacity building are particularly critical to the ability of Districts and civil society organizations to absorb and effectively utilize available resources to plan, implement and evaluate services. 

Against the foregoing background, the rationale for utilizing TSOs is to decentralize the delivery of OVC technical and management support services to Districts, to facilitate access to such services. TSOs are intended to complement and assist the MGLSD/CORE to enable, support and oversee Districts as they develop and manage services for OVC in partnership with CSOs. TSOs will serve as extensions of technical resources and additional hands of the MGLSD/CORE to fulfil its role and carry out its responsibilities in facilitating and supporting the response of Districts and CSOs. In this regard, TSOs are intended to enable the MGLSD/CORE to implement its complex, multi-sectoral, comprehensive, and coordinated approach to the delivery of quality services to reach huge numbers of orphans and other vulnerable children and their households. The following are the specific MGLSD/CORE objectives of involving TSOs in the CORE Initiative project:

1. To regionalise operational structures to facilitate oversight of District and CSO implementation of OVC programmes and services

2. To facilitate and support District-level coordination processes including coordination with CSOs

3. To increase the proximity of Districts and CSOs to technical resources and financial assistance

4. To strengthen District-level monitoring and supervision of interventions
Arising from the involvement of TSOs, the following key outcomes are targeted:

· Identification of underserved populations/regions guiding plans for service delivery

· Increasing congruence and coordination of programmes between government departments and CSOs to maximize impact. 

· Enhanced and equitable programme coverage nationally, 

· Rapid scale-up of OVC service delivery in a coordinated and manageable approach 

· More effective use of limited resources 

· Enhance comprehensive OVC service delivery 

· Enhanced monitoring and support supervision of integrated district OVC response (both by LG and CSOs) as well as enhanced district capacity

· Basis for advocacy and resource mobilization 

III.
STRATEGY AND MAIN ACTIVITIES


1. Overview

The core strategy is to build, support and manage a team of four (minimum) to eight (maximum) TSOs to design and deliver a package of technical services to MGLSD/CORE, Districts, and CSOs to strengthen technical and management capacity for programmes and services for OVC throughout the country. “Build” implies and requires deliberate and systematic actions to identify and develop the required range of expertise among the TSOs. “Support” means constructive engagement of the TSOs, individually and collectively, in ways that guide them and seek to fill gaps in technical capabilities relative to fulfilling the purpose of TSOs.


2. Main Activities

Under this strategy, activities will be implemented by TSOs, Districts (Community-Based Services Department), and Civil Society Organizations. In addition, the MGLSD/CORE will undertake activities to manage and coordinate the work of the TSOs and to oversee activities in Districts and CSOs. The main activity areas will be the following: 

· Coordination

· Planning

· M&E/QA

· OVC technical capacity building

· Management capacity building

· Granting

· Materials dissemination

· OVC service delivery (TSO for North-Central only)

Annex 1 presents a matrix with details of the areas and elements of services to be provided by TSOs as well as Districts and CSOs to fulfil two-three functions, namely: 

· Assisting MGLSD with rolling our national level policies, strategies, standards, principles, guidelines, quality assurance systems, and data collection systems

· Providing technical support to districts for building capacity to plan, manage, supervise, monitor and evaluate, and strengthen OVC service provision

· Awarding and managing service delivery grants to districts and civil society organizations providing OVC services (in the case of the TSO selected for the North-Central zone)

In each of the foregoing areas, each TSO will deliver a package of two-seven essential management and technical OVC support services to and/or with the MGLSD, seven to eight Districts, and a varied number of CSOs in Districts.  

Utilizing the support to be provided by TSOs where appropriate, Districts (CBSD) will plan, implement, coordinate and monitor District integrated and comprehensive OVC services, in accordance with established policies, standards, and guidelines. Similarly, within the relevant and appropriate networks, and utilizing support to be provided by TSOs, CSOs will plan and implement their respective OVC programs and services.

Section V below presents in detail the main management and coordination activities to be implemented by MGLSD/CORE.

3. Strategic Factors, Issues and Considerations

The success of the TSO strategy hinges greatly on the capacity of the selected TSOs to design and deliver the required package of services. While the expectation is that there will be a pool of capable and experienced organizations from which to select the required number of TSOs, provision needs to be made for a measure of support to develop some of the TSOs to make them more capable of delivering the required services to the required standards. 

3.1. TSO Selection Criteria

The mix of a TSO’s complementary expertise (assessments, training, facilitation of varied processes, coaching and mentoring, etc) and years of work experience will be critical to successful performance by TSOs. Expertise and useful experience are likely to have been gained through focused work on capacity building (human and organizational), not in work situations where capacity building was incidental or secondary to other, primary objectives. 

Given the thrust of support services envisaged, the basic core areas of expertise and capacity in each selected TSO should cover training (management and/or technical OVC), systems design and operatinalization, and human resources development. To ensure that the most qualified organizations (potential TSOs) are selected, the following criteria will be applied:

· Number of focused technical and management capacity building assignments previously undertaken

· Range and depth of management and technical capacity building assignments previously undertaken

· Number of years of experience working on focused capacity building assignments

· Experience with working with the public sector, especially district agencies

· Availability and mix of capacity building expertise among human resources (in-house and externally sourced)

These criteria will need to be reflected in the tool for reviewing applications/proposals from candidate TSOs. In addition, TSOs short-listed after the first round of review of applications will be asked to make presentations to a review panel in which expertise and experience in capacity building will be the focus of assessment.



3.2. Phasing of Activities

Given the number, range and complexity of activities, the phased approach to implementation will be necessary and important. While all districts will receive the same support, a comprehensive package will not be feasible for all in year 1 due to the financial and human resources available and capacity of Districts. Not only activities but also the taking on board of Districts will need to be phased. Whether with activities or Districts, phasing will depend on the readiness of Districts. In this regard, the TSOs will need to consult with Districts in their assigned regions prior to rolling-out, to get buy-in and input to fine-tune and strengthen the approach. Once agreed, the phasing of activities and districts will be incorporated into the work plans of the respective TSOs.



3.3. Availability and Management of Grant Funds

The largest source of grant funds will be CORE Initiative Project itself. However, depending on success with other Development Partners, additional sources may become available. One such possible source is Global Fund. To facilitate and expedite the work of TSOs in granting (supporting Districts to develop comprehensive OVC plans), it is important to ensure that resources from this and other sources go through the MGLSD grants mechanism. This will permit the use of one set of systems and tools instead of having to comply with different donor requirements which will increase the administrative workload not only for TSOs but Districts, too. Depending on how money flows from the GF to principle recipients (PR), it would be necessary to discuss how money would flow to local governments: through MGLSD or through LFA.  Also, it will be necessary to ensure consistency and harmony of other DP activities with comprehensive District OVC plans.

3.4. Clarity of Roles and Responsibilities

In addition to managing the TSOs (in collaboration with CORE?), the MGLSD is responsible for setting policy, quality standards, and guidelines, and establishing and maintaining the overall national MIS.  On their part, the TSO’s will support implementation of these and other related MGLSD responsibilities at district and lower levels.

The TSO’s/LA’s will not sub-grant; the sub-granting responsibility will be left to the LFA/FMA. However, TSO’s will be responsible for supporting Districts to develop comprehensive (LG and CSO) plans for submission to LFA/FMA for approval and funding.

Although funding will be direct from LFA to recipients i.e. TSOs, LGs and CSOs, Districts and CSO’s, with support from TSOs, will be expected to use MGLSD/LG systems for monitoring and reporting.

IV.
TARGETED DELIVERABLES

The targeted deliverables and outputs under this strategy are envisaged at three levels: national, district and sub-county. In each of the levels, both process and outcome deliverables are envisaged as follows.

National
1. Functional National OVC coordination mechanism

2. Capacity of households, communities and other implementing agents and agencies to deliver comprehensive and quality services strengthened 

District
3. Enhanced capacity of the CBSDs to deliver integrated OVC services

4. Integrated District OVC implementation plans rolled out each year

Sub-County

5. Effective national, regional and district support supervision to districts, sub-counties and CSOs

6. Comprehensive and equitably distributed essential services that are of sufficient quality delivered to OVC and households

General

7. Local government and CSO integrated OVC plans funded by the granting mechanism

V.
MANAGEMENT

This section deals with how TSOs will be managed and their inputs coordinated by MGLSD/CORE. The section focuses on performance monitoring and assessment of TSOs, review and planning of the work of TSOs, and management of knowledge arising from the work of TSOs. The section also covers cost areas and estimated requirements.


1. Management Base

This strategy will be based in and managed by the National Implement Unit (NIU) of the National Strategic Programme Plan for Interventions (NSPPI). The NIU will be strengthened accordingly in terms of human resources, and the cost of operations, equipment and supplies. Specifically, the following resources will be provided to support the management role and activities of the NIU:

· Human resources (possibilities: Project Manager, Specialists for each of the four NSPPI Strategic Objectives: OVC policy/QA, Advocacy & Communication, Capacity Building, M & E/Research and other key functional areas such as AB, and finance and support staff 

· Operational activities 

· Equipment 

· Supplies

2. TSO Management Committee

The TSO Management Committee (TMC) will be established to serve as the center-point for leading, guiding and generally managing the TSOs. The structure will be made up of five members drawn from the MGLSD, CORE (Project Director or designee), the Alliance secondee (STA), a representative of Districts, and a representative of CSOs. A membership of five ensures ease of convening the Committee and decision-making. At the same time, it accommodates representatives of the key stakeholders in the TSO initiative. Chaired by the MGLSD, the TMC will meet at least quarterly to review and monitor TSO activities and make necessary decisions for future actions. 


3. Orientation Workshop

Once the TSOs have been selected and contracted, the first main management activity will be an induction (orientation?) workshop with the group. The purpose of the workshop is to provide a common forum for discussing and reaching agreement on respective roles, responsibilities and activities as well as issues and concerns around these. The specific objectives will be to:

1. Introduce TSOs and key TSO staff to Districts and CSOs

2. Review respective roles, responsibilities, activities and working procedures

3. Review and come to agreement on TSO performance monitoring plans including performance milestones and indicators and means of verification

4. Highlight and discuss anticipated key interpersonal and communication issues in the interactions among the partners

Workshop participants will include MGLSD/CORE, all TSOs, and District and CSO representatives. A major focus of the workshop will be defining and coming to agreement on the meaning of “supporting” or “working with” districts. In view of the partnership nature of this strategy, another important focus of discussion will be interpersonal relations and communication. 


4. Performance Monitoring Plans (PMPs)

MGLSD/CORE will execute a PMP with each of the TSOs as part of the TSO contract. TSOs will be consulted and will be given the opportunity to make inputs to the plan (through the orientation workshop) prior to its finalization. The plan will state the basis (milestones, indicators, timelines, etc) for monitoring and eventually evaluating the activities and accomplishments of TSOs. 


5. Work Review and Planning

Each TSO would have prepared a work plan as part of its proposal. Once selected TSOs will be expected to revise their work plans, where necessary, to form the basis for implementation, and for monitoring the pace and progress of the approved activities. Thereafter, quarterly meetings will be used to review and plan work. MGLSD/CORE (through the TMC?) will convene individual (bilateral) meetings with TSOs to review work plans. Subsequently, a review and planning meeting will be held with all TSOs together to harmonize and consolidate the different work plans, and to incorporate MGLSD/CORE inputs and timing.


6. Progress Reporting

MGLSD/CORE will develop and distribute the format (tool) for preparing progress reports. Each TSO will be required to submit quarterly progress reports to the MGLSD in line with the format provided. The report will present activities and accomplishments by approved objectives under each of the functions, and present solutions applied or contemplated to address issues and problems. Components or appendices of the report will provide details on the various areas of TSO work at the three levels – MGLSD, District and CSO. After reviewing the progress reports, MGLSD/CORE may, as appropriate, convene a meeting with other partners (TSOs, Districts, and representation from CSOs) to discuss general issues and concerns arising from the reports


7. Knowledge Management

Implementation of this strategy is expected to generate new or supplementary knowledge that would be useful to inform and guide modifications and re-planning (ADD MORE)

	
	Annex 1: 

MATRIX: AREAS AND ELEMENTS OF TSO WORK WITH MGLSD, DISTRICTS AND CSOs


	Organization/

Unit
	Functional Areas /Tasks

	
	General
	Coordination and Planning
	M&E and QA
	OVC Technical Capacity Building
	Management Capacity Building
	Granting
	Materials Dissemination
	Service Delivery (only for those carrying out services delivery as well) 

	TSO
	Obligations to MGLSD

	
	· Attend other scheduled meetings


	· Review TSO proposals (post TRC) 

· Submit revised TSO work plan 

· Quarterly review and planning meetings in the region


	· Submit both financial and programme performance progress reports (based on agreed PMP and report format)

· Submit documentation on lessons learned and best practice
	· Submit capacity building plans and reports to MGLSD
	· Submit capacity building plans and reports to MGLSD


	· Submit grants status report

· Submit recommendations on proposed grants for funding

· Recommend CSO project/grant concept papers for consideration
	· Submit report on type and quantity and geographic coverage of materials distributed and recipients
	· Submit quarterly progress reports

	
	Obligations to CBSD

	
	· Share quarterly reports sent to MGLSD

· Attend scheduled meetings

· Submit quarterly progress reports on OVC services and networks in the district


	· Orient districts to the OVC planning and mapping guidelines

· Support DCDO to map partners and collaborating organizations involved in OVC programming and services

· Support DCDO to identify, determine, document appropriate OVC coordination mechanisms in line with MGLSD guidelines

· Support DCDO to make coordination mechanism functional through:

-meetings

-Joint planning

-feedback

-resource sharing

-support supervision

· Support the CBSD to prioritize gaps in OVC programming and services 

· Support DCDO to develop annual integrated OVC plan (as per given guidelines)

· Support DCDO to integrate OVC plan into the main district plan

· Disseminate the district OVC plan to stake-holders

· Document coordination process and lessons learnt
	· Support CBS staff to identify M&E and QA training needs

· Support the CBSD to institutionalize the OVC MIS (data collection, analysis, dissemination, and feedback)

· Train CBS staff in use of the MIS

· Train CBS staff in QA methods & use of standards

· Support CBS staff to carry out quality audits in accordance with guidelines

· Support CBSD to identify, document and disseminate lessons learned and best practice
	· Support CBS staff to identify OVC technical training needs

· Design OVC technical training plan and materials

· Provide training in identified OVC technical need areas

· Provide monitoring and coaching through ongoing technical support
	· Support CBS to develop HR development plan (according to given guidelines)

· Support the CBSD to institutionalize the Support Supervision guidelines

· Provide training to improve support supervision skills

· Provide training in the use of public service performance appraisal tool

· Provide technical support to districts to carry out and document support supervision visits to sub-counties and CSOs

· Ongoing coaching and mentoring through technical support


	· Support DCDO to map partners and collaborating organizations involved in OVC programming and services

· Support the CBSD to identify and prioritize gaps in OVC programming and services to be addressed

· Support CBSD to identify actors to receive grants for filling OVC programming & service delivery gaps

· Recommend CSO project /grant concept papers for consideration

· Convene and document quarterly grant status review meetings with District, FMA and representatives of CSOs
	· Develop dissemination plan (type, recipients, geographic overage, distribution mode and distribution monitoring process)

· Implement the district dissemination plan in collaboration with the district CBS team

· Plan and organize dissemination workshops for targeted audiences
	· Identify gaps in OVC programming and services to be filed

· Develop proposal for filing gaps in OVC services

· Implement OVC services as per approved project

· Collect and submit service delivery data to district MIS

· Demonstrate OVC service delivery excellence

· Document and disseminate field lessons learned and best practice

	
	Obligations to CSO

	
	· Receive quarterly financial and progranmme reports

· Review and provide feedback on reports


	· Identify and mobilize stakeholders to participate in district OVC mapping exercise

· Plan and conduct training for CSOs on strategic planning, and project development and management

· Facilitate proposal design workshops

· Facilitate CSO strategic planning and project development processes on as needed basis
	· Support CSOs (on as needed basis) to identify M&E and QA training needs 

· Plan and conduct training for CSOs on M&E and QA standards

· Disseminate grant s, M&E and QA standards with CBSD

· Provide quarterly support supervision with CBSD

· Provide special needs support supervision with CBSD
	· Support CSOs (on as needed basis) to identify OVC technical training needs

· Design OVC technical training plan and materials

· Provide training in identified OVC technical need areas

· Provide training in mapping of OVC programs/services

· Provide monitoring and coaching through ongoing support supervision
	· Conduct a capacity needs assessment for new grantees

· Develop capacity building plans for new grantees

· Implement capacity building plans

· Support CSOs (as requested) to develop HR development plan 

· Provide training to improve support supervision skills

· Ongoing coaching and mentoring (as requested) through technical support


	· Orient CSOs on Granting process and RFAs

· Disseminate grant proposal guidelines

· Invite project concept papers from CSOs

· Facilitate proposal design workshops
	· Provide materials for distribution

· Train CSOs in materials distribution

· Monitor distribution of materials
	· Facilitate CSO exchange visits



	CBSD
	Role in the TSO Model

	
	
	· Plan and convene OVC district OVC stakeholder coordination meetings as per MGLSD guidelines

· Disseminate coordination meeting reports to all identified stakeholders

· Plan and convene district integrated OVC planning sessions

· Develope 3 year and annual District OVC Plans 

· Integrate district OVC plans into district development plan

· Submit 3 year and annual District OVC Plans to MGLSD

· Consolidate and disseminate district integrated OVC plan


	· Submit quarterly progress reports to MGLSD

· Disseminate grant s, M&E and QA standards to sub counties and CSOs with TSO

· Provide quarterly support supervision to sub counties and CSOs with TSO

· Provide special needs support supervision to sub counties and CSOs with TSO
	· Identify and document training needs in OVC technical for district and sub counties 

· Develop OVC technical training program and plan for district and CSOs (as per guidelines)

· Participate in OVC technical training sessions
	· Organize the development of district HR development plan

· Implement the HR development plan

· Carry out and document support supervision visits to sub-counties and CSOs

· Participate in support supervision skills development training
	· Recommend CSO project/grant proposals to MGLSD for consideration
	· Collaborate with TSO to implement dissemination plan

· Participate in dissemination workshops (resource persons and participants)


	· Monitor performance of TSO as service provider

· Submit quarterly reports on TSO service delivery activities to MGLSD

	CSO
	Role in the TSO Model

	
	
	· Join appropriate OVC network

· Actively participate in CSO OVC networking activities

· Participate in electing representatives to district OVC stakeholder coordination forum

· Submit OVC strategic and project plans to the district as and when developed


	· Identify and communicate M&E/QA training needs to TSO

· Submit grant performance reports to TSO


	· Identify and document training needs in OVC technical

· Develop OVC technical training program and plan

· Participate in OVC technical training sessions
	· Participate in planed training sessions.

· Provide feedback on the relevance and quality of training
	· Support CSOs to expand approved project concept papers into grant proposals

· Plan and conduct pre-grant implementation workshops (to cover grant management expectations)
	· Collaborate with TSO to implement dissemination plan

· Participate in dissemination workshops (resource persons and participants)


	


Annex 2: Concept Map

The diagram below gives the structure, reporting and functions/responsibilities of the proposed regionalization process















Development Partners


Functions/responsibilities:


Financial support to MGSLD and to grants mechanism


Technical support/CB to MGLSD and overall NIU and grants structure








MGLSD


Functions/responsibilities:


leadership


Quality assurance


Resource mobilization 


Coordination 


Policy guidance





NIU/TMA


Functions/responsibilities:


Policy Guidance


Coordination 


Planning (NSPPI) 


M&E/Quality Assurance





Granting (through Granting Mech.)


Work with LFA to develop and issue RFA,Review proposals 


Operational Research


Advocacy


Capacity Building





Solicit for TSOs





Draft terms of reference for TSOs























TSO


 Functions/responsibilities:


District Planning:


Coordination:


Monitoring & Support Supervision and Quality Assurance


Capacity Building











    FMA


Functions/responsibilities:


Work with TMA to develop & issue RFAs


Process applications


Give grants to MGLSD, LG, TSO and LGs


Monitor implementation (financial)








Districts


Coordination mechanism


CBS Dep.


CSOs





Sub counties


Plan and policy implementation 


Coordination 


Monitoring and evaluation 
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