Annex D: 2007 ENCISS Annual Review 

DRAFT TERMS OF REFERENCE
CONSULTANCY ON INSTITUTIONAL DEVELOPMENT 
FOR ENCISS

September 2007

The purpose of the consultancy is to develop an integrated organisational development plan for ENCISS 2008-201. This work will be complimented by a separate and prior consultancy to recommend the appropriate legal personality under Sierra Leone law.
Background 
ENCISS was established in 2005 in support of the Government of Sierra Leone’s efforts to engage citizens in the planning, implementation and monitoring of key national initiatives. The purpose of the programme is the increased capacity of representative civil society to participate in, influence, contribute to and monitor the Poverty Reduction Strategy and local government policy, planning and implementation. Its goal is to help establish a Government institutional framework that delivers sustainable peace, security and democracy as an enabling environment for economic and social development.

At present, ENCISS is a programme with a Programme Advisory Group (PAG), and Programme Implementation Team (PIT) operating under the aegis of the managing agent for the programme CARE-UK.  The Annual Reviews of ENCISS conducted in 2006 and 2007 recommended that ENCISS graduate to an independent legal personality under Sierra Leone law in 2008.
The Annual Reviews further recommended that in 2007 CARE begin to decentralise the financial management system of ENCISS and that when the current arrangement expires on 31st December 2007, CARE’s role should be renegotiated with the aim of supporting ENCISS to become an independent institution at the earliest possible date.  It is intended that under this arrangement CARE provide the following financial and technical services:

1.1 necessary technical and professional services for the financial and budgeting management system, legal arrangements, MIS, personnel and corporate governance 

1.2 Set up and operation by CARE of an internal audit system for at least two years until end 2009, with a schedule of reporting planned in advance 

1.3 The financial structure of the contract should be revised so that CARE makes payments based to a consolidated annual budget of ENCISS, replacing the system whereby CARE costs are factored into staff consultancy rates. 

Considerations

The consultants will work with the ENCISS Executive Director and Staff to develop a strategic plan for the organisation to reflect the following:
1. Review the budget of ENCISS for the period 2008-2010 in the light of plans for decentralisation, grant -making and programme delivery.  The review should take into account the possibility of EC funding over this period
2. Develop a phased plan to deliver ENCISS stand alone capacity to manage finance, budgeting, personnel, Management Information System (MIS) and other corporate management systems 

3. Review and recommend a new organogram for ENCISS 

4. Recommend an Internal Audit and Compliance system able to review and report on compliance on all ENCISS systems, including finance and wider performance monitoring.  

5. Review and amend the ENCISSS logframe, and simplify the M&E framework,  so as to reflect the rights- and governance- base of the project, and its strategic plan, through a revised working purpose and outputs 
6. Integrate the above with the recommendations of the consultant report on legal status.
7. Make recommendations to DFID on the requirements for the revision to the CARE UK contract
A list of areas to be addressed to chieve operational independence is attached.
Arrangements 
The TORs of the consultancy will be reviewed and agreed by the PAG.  It is proposed that two external consultants be identified to carry out the work:

· An expert with experience of financial and management systems, either a qualified accountant or senior manager with knowledge of finance and corporate governance
· An expert in rights-based programme design and M&E, with a knowledge of institutional development
In view of the strategic nature of the planning exercise, it is recommended it be led by the ENCISS Executive Director.

The team will work over a period of two weeks and provide a written report to the PAG.
The work should be carried out in September 2007.
ANNEX

· Legal: Selection of a model and incorporation which maintains an organic link with government and civil society, without becoming either a government body or NGO.  The Government offered to assists with the investigation f the appropriate model, and suggested that a small technical team of one international and two local experts be appointed to develop this.

· Finance and Budgeting: Establishment and staffing of a fully fledged Finance and Administration Department. Set up and run (six months minimum) of the Financial Management System (FMS) to record ENCISS’s own transactions and those relating to grant funding of partners (based on CARE SCALA system). Develop an accounting framework. Transfer project balances from CARE

· Management Information System (MIS) - establishment of MIS to provide a comprehensive record in relation to applications of funding and ongoing projects;

· Personnel - establishment of a Personnel Management System (PMS) which includes payroll functions and backed by appropriate human resources policy, and transitioning all contracts onto this.

· Corporate Governance Policies dealing with conflict of interest, board responsibilities etc

· Internal Audit and Compliance - Set up an internal audit department able to review and report on compliance on all ENCISS systems, including finance and wider performance monitoring.  The internal audit unit should have the power to report directly to the ENCISS Director, PAG, CARE and DFID.  A dedicated internal audit function is unusual in an NGO of the size of ENCISS but can provide significant assurance about the effectiveness of financial systems to the Board, senior management and funders especially for a new organisation anticipating expansion of funding. 

