
[bookmark: _Hlk481064012]FOR:	The Ministry of Internally Displaced Persons from the Occupied Territories, Labor, Health and Social Affairs of Georgia (MoIDPOTLHSA )


SUBJECT:	Request to strengthen the organizational capacity of the analytical unit at the ministry

In response to the request from the Ministry of Internally Displaced Persons from the Occupied Territories, Labor, Health and Social Affairs of Georgia, the UNICEF office in Georgia hired two experts to assist the analytical unit in developing the framework for an analytical information support and monitoring capacity that is intended to strengthen MoIDPOTLHSA’s ability for strategic evidence-based policy making and programming planning. The experts intend to conduct a baseline assessment for the analytical unit to better understand and analyze existing gaps and challenges. Afterwards, the experts plan to increase the unit’s organizational capacity by implementing the Common Assessment Framework (CAF). CAF is a total quality management tool that helps state agencies in conducting self-assessments and increases their confidence in policy and program design and planning. 


STATEMENT OF WORK

Baseline Assessment and Introduction of the CAF Self-assessment tool in the analytical unit of MoIDPOTLHSA in Georgia:


Introduction 

The project aims to complete three inter-connected tasks: (1) conducting a baseline assessment for the analytical unit of MoIDPOTLSHA in Georgia and the identification of gaps, challenges and best practices of the unit in producing robust, evidence-based analysis; (2) the development of recommendations to address the major barriers to the consolidation of analytical capacity of the unit and (3) introducing   the Common Assessment Framework, a total quality management tool, within the analytical unit to launch a self-assessment process and to identify unit’s strength, areas of improvement and to develop a list of concrete actions to be implemented to sustainably strengthen MoIDPOTLSHA’s capacity in evidence-based decision making and programming. The baseline assessment will critically analyze and define the core problem(s) of the unit, identify actors and institutions that could support or resist improvement, and consider MoIDPOTLSHA’s position to improve the unit’s approach to program design and development as well as program implementation and monitoring. The CAF implementation process will enable the experts to march alongside with the unit to identify concrete actions for addressing the core problem(s) and challenge(s) identified.  Overall, the entire process to improve the organizational capacity of the analytical unit will be divided into two stages: stage 1 is dedicated to the baseline assessment and stage 2 focuses on the introduction of CAF at the unit level. 

Statement of Work:

Stage 1 – Baseline Assessment

The expert team will closely follow the methodology outlined in this document. Stage 1, the baseline assessment is divided into four steps and is designed to serve as an analytical tool for developing strategies that address the core problem(s) in the analytical unit, make recommendations, and guide resources to the areas where they will have the most impact. The team conducts a single series of semi-structured interviews, but will consider each of the four steps as it embarks on the process.

Step 1(Desk Review): The team will analyze the context the analytical unit operates in as well as its type and direction in order to identify the key problem(s),challenge(s) and strengths. It then will focus the analysis on six elements of the unit: management and legal structure of the unit; financial management system; administrative and procedural aspects of the operational capacity of the unit; human resources and IT aspects in the design and production of products of the unit; performance management sustainability and their compliance with strategic management. 

The completion of this baseline assessment should result in a concise yet nuanced statement of the central challenges and problems of the analytical unit.  Challenges may be characterized as deficits in one or more of the six elements.. The team shall also prioritize among the challenges to guide resource allocation when budgets are tight or to clarify second-best options when the primary challenge cannot be productively addressed. 

[bookmark: _GoBack]Prior to conducting the field work, the team requests from MoIDPOTLSHA relevant documents for analyzing the six elements outlined in this framework, including guidelines and reports. In particular, the team would expect MoIDPOTLSHA to provide a document outlining a strategy and vision of the analytical unit which is in compliance with the overall strategy of the ministry; instructions or policies on program monitoring, evaluation or data gathering; program planning and management cycle guidelines, policies or instructions; continuous learning and innovation as well as personnel training plan guidelines/ instructions; policies that can help in understanding the funding mechanism that the ministry uses to support the operational capacity of the analytical unit. Any other policy that MoIDPOTLHSA considers necessary and important for the analytical unit to operate and perform. 

Alongside the above documents, the team also requests MoIDPOTLSHA to provide a list of programmatic areas that are core to the analytical unit’s performance. Moreover, the team requests MoIDPOTLSHA to provide an organizational structure of the ministry as well as an organizational structure of those LEPLs that would fall under the interest of the analytical unit. 

Moreover, MoIDPOTLHSA shall grant the experts access to the citizen/customer thematic complaints database (if available, the access should be granted without revealing personal data about citizens/customers) and provide a list of key personnel (heads or deputy heads of those units that have to interact with the analytical unit at the ministry level as well as at the level of LEPLs) and facilitate access to them to be interviewed by the team. 
 
Step 2 (Field work): Having defined the problem(s),challenge(s) and strengths that the analytical unit faces, in Step 1, the team will then examine the key actors in the respective institutional areas that can support or obstruct the operational capacity of the analytical unit. The actors, together with the institutions that structure their incentives, constitute the main agents of change. Identifying the proponents and opponents of specific processes, along with the resources they can mobilize, is necessary to understanding the drivers of change and crafting an optimal strategy to organizationally strengthen the unit. The assessment of key actors in the following nine institutional areas should be examined: 

· Actors in the administrative area 
· Actors in the institutional leadership area
· Actors in the financial area
· Actors in the human resources area
· Actors in the IT area
· Actors in the strategic (minister level) area 
· Actors in the civil society area (the unit may have to rely on third actors to gather information on various programs to make robust analysis)
· Actors in the citizen/customer area (the unit may have to engage directly with citizens/customers to gather and to verify information)
· Actors in the local governance area or actors in the department of Statistics (the unit has to engage with local governance actors as well as with other state actors either directly or via subordinated LEPL to analyze various assistance program at regional or community level)

The team should provide an analysis of actors and institutions that support or obstruct the operational capacity of the analytical unit within the relevant areas analyzed in Step 2.

Step 3 (Desk Review and Field work Data analysis):  Introduces MoIDPOTLSHA’s interests, resources, and comparative strengths and weaknesses. This information serves as a filter that removes those options that fall outside the existing capabilities of MoIDPOTLSHA, and highlights those that are a good fit for the immediate improvement for the analytical unit. In this step, the team will consider MoIDPOTLSHA’s policy concerns and broader development concerns for the unit; the existing structure; resource availability (staff, knowledge and money); comparative strengths and weaknesses of the analytical unit and practical constraints.  

Step 4 (Field work and Data Synthesizing):  On the basis of the analysis in steps 1-3, the team will develop a strategy that outlines an initial approach to strengthening the analytical unit. The strategy should reiterate the primary problems for the unit governance, and based on the analysis of key actors from respective institutional areas, formulate short, medium and long-term interventions and objectives. 

The strategy will be based on the findings of the analysis of six elements as outlined in this framework. Moreover, a detailed analysis of each element will be conducted to identify the strengths and weaknesses of the unit. The baseline assessment of the unit’s operational capacity will identify problems and best practices both in qualitative and quantitative terms and will allow the experts to develop recommendations for effectively addressing the identified problems. The team will also list assumptions underpinning the success of the analytical unit, and may need to present various recommendations based on different scenarios.  

What the assessment team outlines as an approach to improve the analytical unit’s organizational capacity is only a recommendation to MoIDPOTLSHA.  It is then up to MoIDPOTLSHA to determine whether and when to implement standards recommended in the approach.

Stage 2 – Introduction of CAF at the analytical unit level

In stage 2, in addition to the one off baseline assessment, the experts will assist the analytical unit in conducting a self-assessment by using a Common Assessment Framework (CAF). The findings of the baseline assessment will help MoIDPOTLSHA to be better prepared for the introduction of CAF at the analytical unit level. CAF is a total quality management tool that will allow the analytical unit to perform self-assessment and to identify a set of concrete actions to be implemented in the future. 

CAF implementation will take several months and will start after the completion of stage I. It will consists of trainings, workshop and remote assistance. CAF implementation will require close interaction and cooperation between experts and the analytical unit as well as a working group established to implement CAF. It would require a firm and assertive commitment of top management as well as management of the analytical unit to walk along with experts to implement total quality management by the CAF instrument in the unit.  

The table below outlines the different activities that the experts will undertake to produce the deliverables for the successful implementation of CAF. The activities are divided into 3 stages and include necessary steps to guide the quality management process.

	Stage 1: INITIATION & PREPARATION

	
Steps and Activities
	
 External support 
	
Implementation 

	1. Intro to management
Meeting with the project team preparing the project

Induction Meeting / training with the management (top and middle management – directors)
1day training for the management team

	Support the project team in defining the scope and project approach. Learning to focus on the important steps and together with the team prepare the next steps and prepare the communication to the organisation.
Present the general lines of the CAF instrument and approach. Introduce the principles of a quality culture to the management, with the aim of having this principles in mind for the long run
	
2 EXPERTS
(ON-SITE MISSION 1)





	2. Communication
The project team defines a communication plan (mix of media)
Info session(s) towards all staff 

Give clear information to staff on the CAF project, raise awareness, call for involvement 

	Support in elaborating documentation on the CAF project. Coach the team to translate the key messages with the right media to the target groups 
Support in the info session by preparing the message and delivering the presentation to the staff.
	

PART OF ON-SITE MISSION 1





	3. Compose a Self Assessment Group (SAG). The SAG are composed with +/- 10 people after the communication session 
	Coach the team by giving feedback on the criteria to compose the groups and decisions to be taken
	PREPARE THE PROJECT TEAM DURING THE ON-SITE MISSION 1

	Timeline for the implementation: June – July 2019
	



	STAGE 2: SELF- ASSESSMENT

	
Steps and Activities
	
 External support 
	
Implementation 

	4. Training Self Assessment Group (SAG). 2day training of the self assessment team
Prepare the self assessment group president and secretary for the self assessment

=> prepared SAG members and president for good SA 
	Delivery of a 2 day training, introducing the members of the SAG in CAF and how to work with it in order to become well trained assessors. 
A similar training will be delivered for the management team prepare the president(s) and secretary/ies before the first consensus meeting by coaching them on their role, behavior, methodological and technical issues. However, management team can attend the training conducted for SAG if number of participants or modality of the process permits. 
	
2 experts
on-site mission 2




2 experts
on-site mission 2


	5.  Undertaking the SA Staff Team
members conduct individual self -assessment and gather as a group to come together for consensus meeting (7 half days)  
	coaching (learning SA team to carry out the assessment on the job), via:
videoconference / mail at some key moment 

visit and discussion with the SAG, discussing problems and preparing the prioritisation (see infra) 
	
2 experts 
(one expert at distance VC and one expert on the field)



	Timeline for the implementation: August – September 2019
	



	PHASE 3: IMPROVEMENT

	
Steps and Activities
	
 External support 
	
Implementation 

	6.  Prioritisation 
seminar with SAG to prioritise the actions
	Support in a 2 day seminar, providing the methodology and facilitate the meetings in order to prioritise and select the actions
	
2 experts
on-site Mission 4



	7. Draft an action plan
An action plan(s) is drafted with a concrete timing, project leaders, how to monitor the actions.

	Support in drafting the action plan and discussions on the follow up. Coach the project team on the different elements to take into account. 
	
2 experts
on-site Mission 4


	8. Communicate 
Communication on the action plan(s) to respective units and staff

	Support in the communication of the action plan(s)
	part of on-site Mission 4


	Timeline for the implementation: November  – December 2019
	



CAF will help the analytical unit in making a meta-diagnosis of its organization capacity and point at which areas of quality are already handled and should be maintained or improved, and which areas should be further developed or introduced.

Illustrative Level of Effort and Timeline

The following levels of effort are illustrative and might vary during stage 1 and stage 2. 

The entire process will be managed by a team of two experts, one international and one national expert:
· MoIDPOTLSHA provides a set of documents outlines in this methodology as well as a list of personnel (with their email, contact details and positions) to be interviewed during the baseline assessment by March 7, 2019
· Development of a methodology for the baseline assessment by March 15, 2019
· Conducting Baseline Assessment and producing a draft report by April 20, 2019
· Developing a final report of the baseline assessment by May 31, 2019
· Introducing CAF at the analytical unit level by July 5, 2019, including planning trainings, workshops and developing a schedule for the entire implementation of CAF
· Conducting prioritization seminar for actions developed under CAF by November 22, 2019
	
The process will last for approximately 10 months (100 days in total) and will require close coordination and cooperation between the experts, MoIDPOTLSHA, the analytical unit and SAG. 

Before the fieldwork starts, team members shall prepare for the assessment by familiarizing with the documents submitted by MoIDPOTLSHA and by developing a questionnaire. The fieldwork will start immediately upon completion of the teams’ preliminary assessment. The team will debrief UNICEF and MoIDPOTLSHA on their preliminary findings if necessary. 

UNICEF and MoIDPOTLSHA will give oral comments and initial feedback at the debriefing. The team will submit a baseline assessment report by the deadline outlined above. UNICEF and MoIDPOTLSHA will provide written comments in two weeks’ time. Comments should be reasonable and substantive to help develop the final baseline assessment.  If there are concerns about the comments submitted, the MoIDPOTLSHA will make the final determination based on consensus. Once the team receives all written comments, it will finalize and submit the final report and will start preparing for the introduction of CAF in the analytical unit of the ministry. CAF implementation will be aligned with the proposed timeline and activities indicated in this document. 

