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1. introduction
The Global Fund to Fight AIDS, Tuberculosis and Malaria requires from Country Coordination Mechanism (CCM) of clear operational procedures and guidelines for the implementation of the basic CCM functions. This document is the operational manual which defines a mechanism for the implementation by the National Coordination Committee of the Republic of Tajikistan of supervision responsibilities for the implementation of grants provided in the country by the Global Fund. Supervision plan defines the basic principles, roles and responsibilities of the NCC members in supervision, structure, terms of reference for such structures, and used tools.

Supervision Plan is a framework document and shall be reviewed periodically with a view to making the necessary changes in accordance with the newly adopted requirements, standards and recommendations of the Global Fund. Supervision plan is approved at the NCC meeting. In addition, the Supervision Committee prepares an annual work plan of the supervision, the appropriate calendar and budget, which are then approved at the NCC meeting.
2. Global Fund guideline principles on supervision
2.1. CCM Supervision function
CCM shall base its work on the principles of good governance, i.e. operate in transparent and accountable manner. Surveillance is a key principle of a good governance. Under the new guidelines and requirements of the GF to the Country Coordination Mechanisms, ensuring the implementation of the supervision function is one of the 6 requirements defined by the Global Fund as a list of minimal criteria which have to be followed by  ALL CCMs to be eligible for funding from the Global Fund (see requirement 3 of new guidelines for CCM).

Despite the fact that it is the CCM that is ultimately responsible for success or failure in obtaining of funding and providing of its proper use, the Global Fund recognizes that all the organizations (CCM, MR, SR, LFA and the Secretariat) are working towards the same program objectives to reduce the adverse effects of HIV/AIDS, tuberculosis and malaria. Well-established communication with these parties will help to ensure access of the CCM to information that is needed to carry out of supervision.

2.2. What is supervision?
The main objective of supervision is to monitor the effectiveness of the grant implementation by the MRs, to ensure the achievement of the planned objectives in the grant activities and the efficient and effective use of human and financial resources.
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At the national level, the CCMs are responsible for ensuring the proper and efficient use of the GF resources - both human and financial - to the benefit of the country.
. This CCM role differs from the MR responsibility to carry out monitoring and evaluation. Activities in the framework of the monitoring and evaluation is focused on the work on implementation of program activities, and is the responsibility of the main recipients, sub-recipients, and other organizations, involved in the implementation of the grant. In contrast to the monitoring and evaluation, CCM supervision on the implementation of the grant is focused on the general view, which emphasizes accountability and effectiveness of the implementation of the grant. CCM shall ensure the participation in the supervision process of not only CCM members, but also a wide range of stakeholders, including people living with or affected by disease. Drawing on the work of those who are non-members, the CCM provides a larger national support and increases the objectivity of decisions made.

Supervision of the implementation of the grant involves the search for answers to a number of issues relating to the implementation of the grant:

· Finance: Are the money come into the country on time and according to the plan? What is the amount of money which is transferred by the MR to its sub-recipients? How much money was spent?
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Procurement: Are the main goods connected with the health of citizens (medicines, mosquito nets, laboratory supplies, etc.) procured and distributed on time? Do they go where they are meant to be? Do those, who engage in the implementation of the grant get it on time? Is distribution system securely and safe? Are their patients receive it on time and in full?

· Grant implementation: Were staff hired? Have the sub-recipients been identified and evaluated, and have they signed contracts? Are all organizations have submitted their reports on the work done on time?

· Implementation: Are the events held on schedule? Are the necessary services properly received by those who need them?

· Technical assistance: What are the main obstacles to the successful and timely implementation of the grant (for example, purchasing, human resources, etc.)? What technical assistance is needed for to capacity building and addressing the problems? What are the results of the use of technical assistance?

· Impact: Are the goals achieved? Are the objectives met? Has the situation in health care field improved?

Supervision by the NCC shall be supported and provided in cooperation with the MRs. It is demanded from the NCC the creation and maintenance of a transparent and documented supervisory process of the program, while the MR is required to provide information necessary for the implementation of supervisory functions of the NCC.
2.3. CCM Legal credentials on supervision conduction
The CCM power for the supervision over GF grants implementations are determined by the governing documents of the Global Fund, such as: "CCM Guide on supervisory activities." The grant agreement signed between the Main Recipient and the Global Fund includes a series of articles that give CCM the legal credentials to carry out its supervisory responsibilities. Those articles include:

· Article 7a: CCM supervises the implementation of programs financed by the Global Fund.

· Article 7b: MRs are obliged legally to cooperate with the CCM and hold regular meetings with the CCM to discuss plans, share information and continue interaction on issues related to the programs. MR is also legally obliged to provide on-demand of the CCM of reports and other information on the programs.

· Article 15: MR is legally required to provide CCM with copes of their reports, which they submit to the Global Fund.

· Article 23: Any decision to MR change shall be agreed with the CCM.

· Article 25: MR is legally required to provide a copy of all CCM messages, queries, documents, reports and other correspondence to the Global Fund Secretariat.

· Article 28b: MR implements its programs on behalf of the CCM.
3. NCC of the Respublic of Tajikistan Supervisory function
3.1. Roles and responsibilities of parties at conduction of supervision
3.1.1. NCC RT members
All NCC members have overall responsibility for the supervisory function. While some of the below listed functions can be delegated to the NCC Supervision Committee, NCC responsibility is to:

· Gather information on grants

·       Achieve an understanding of the current status of implementation and progress     on each grant with the help of dashboard,
, which are provided to the NCC with comments made by Supervision Committee;

· Get MRs clarification on the issues that arise from the selected dashboards
· Get of an additional information through field visits, when required 

· Examine other available information, when required

· Analyze the information

· Identify and understand the key achievements
· Identify and understand the key issues and challenges
· Study the recommendations made by the Supervision Committee

· Take action

· Decide what action shall be taken in order to overcome difficulties and solve problems, and to straighten efforts to implement grants (actions may also include the collection of additional information needed to solve the problem)
· Provide MRs with all the necessary information and feedback on actions taken by the NCC to address the problems and strengthen work on effective grant implementation 

· To review from time to time, this existing plan for supervision in order to properly consider and respond to the challenges and problems that may arise in the future

3.1.2. NCC Supervision Committee
Supervision Committee (SC), elected by the NCC members at its meeting, shall act as the NCC division. SC shall be responsible for regular study of the effectiveness of MRs on the relevant Global Fund grants implementation, identifying upcoming problems and proposing solutions to address the barriers to successful development of the grants.

Supervision Committee will:

· Collect information on grants

· To study and provide comments on the dashboard
· To receive clarification from the MRs on issues arising from the selected dashboards
· To receive additional information through field visits, when required
· Examine other available information, when required
· Analyze information

· To identify the main problems and difficulties
· Develop recommendations and present them to the NCC members
· Implement presentation of dashboards and other reports on supervision, together with recommendations for the review to the NCC members
· Take actions
· Provide tracking of necessary actions and enforcement of the NCC decisions
· Reporting
· Report to the NCC on the process of implementation of the decisions taken at the NCC meetings earlier (for example, reports on field trips, reports on the study of specific issues / problems)

 As required, the SC may involve external experts to assist / advise on specific technical issues that may arise while analyzing the process of the grants implementation.

The Supervision Committee shall hold its meetings at least once a quarter, synchronizing their meetings with the NCC quarterly meetings. These SC meetings shall be held at least 6 days before the NCC meeting. Dashboards presented by MRs shall be studied by the SC in the second and fourth quarterly meeting of the Supervision Committee. This is due to the fact, that dashboards shall be developed once every 6 months, as the MRs in Tajikistan are preparing its reports on the results of implementation / requests for funds (IRR/FR) every six months, and these reports in its turn shall serve as the primary source of data for dashboards.

The full terms of reference for the Supervision Committee of the NCC RT is reflected in Attachment 1 of this plan of supervision.
3.1.3. NCC Secretariat
NCC Secretariat plays an important role at providing of the support in the NCC and SC work.  

NCC Secretariat shall:

· Collect, organize and store all the information necessary for the SC functioning

· To direct the necessary inquiries to the Secretariat of the Global Fund and the Fund's portfolio manager, responsible for grants managing in the Republic of Tajikistan

· Provide logistical support during field visits by the SC members

· To ensure proper communication between SN, MRs and SRs of the Global Fund grants.

· To provide scheduled and unscheduled SC meetings

· Distribution on time of all documentation, including dashboards and other reports on the implementation of grants among NCC members

· To insure the submission by MRs, within predefined deadlines, of dashboards and other documentation (if there are any requests) to the Secretariat for the further use by SC and NCC members

· Check the correctness of the data in the dashboard before sending it to the Head of the SC for further study of these dashboards by the SC
· To include comments and recommendations made by the SC members in the dashboards during the SC meeting

· Ensure dissemination of the filled in dashboards and reports among NCC members at least 5 days before the NCC meeting

· To support the NCC in filling out of dashboards in the part relating to record of the activities decision-making to take the necessary action, to the definition of responsible implementators and deadlines, as well as to monitor the progress of implementation and maintenance of appropriate records for consideration at the next NCC meetings

· Maintain protocols of the SC and NCC meetings, distribute and archive protocols
· Assist at the documentation of the problems associated with the grants implementation that at time arise between regular meetings. Provide a reflection of such problems at filling out of other dashboards and other reports

· Back up all the documentation which is connected to the grant, including the dashboards, meeting protocols and other reports as required by the Global Fund guidelines for documentation and communication.

· Manage the communication with the public sector on matters, relating to the grant implementation, including the maintenance of the NCC website, which will also reflect the supervision processes and the results of the activities

· Perform other activities necessary for maintenance of the NCC supervision function for the grant implementation

3.1.4. Main Recipient (MR)

The Main Recipient shall have the overall responsibility for monitoring and evaluation of the implementation of its grants. MR is receiving reports from the sub-recipients, verifies and analyzes the data for completeness, accuracy and quality. Then, MR fills out the IRR/FR, which is sent to the LFA within 45 days from the end of the reporting period. When receiving a grant from the Global Fund, the MR by this agrees to cooperate with the NCC to implement its supervisory function.

"The Main Recipient shall cooperate with the CCM and the Global Fund. The Main Recipient shall participate in regular CCM meetings. The Main Recipient shall provide information to the CCM, upon receiving a request from the CCM, a copy of the report and of the information materials related to the program. This may include, but not to limit, requests for payment of funds execution, reports on implementation of the preliminary conditions, letters on the implementation of the grant and information on any changes in the agreement. In addition, the MR shall assist CCM in the preparation of any request for continuation of funding. MR understands that the GF, in its sole discretion, may share any information about the program with the CCM».
 

Thus, the role of MR in relation to the NCC supervision functions is:

· Providing the NCC / SC with the requested data on a regular basis

· Providing the NCC / SC with the copies of all the important documents (including the grant agreements, letters about grants implementation, audit reports, etc.)

· Providing the NCC / SC with the additional information concerning any other individual questions

· Cooperation with the NCC / SC in the organization and conduct of the supervisory field visits

3.1.5. Sub-recipients (SR)

SRs carry direct responsibility for the activities on the implementation of grants. Every SR starts regulated relationship by signing of a contract with the MR, and it is required from the SR to perform specific program indicators. The role of the SR in the implementation of the supervisory functions of the NCC is to:

· Timely and regularly provide MR with data (this information is the basis for the NCC supervisory activities)

· When receiving the request from the NCC / SC, providing of additional information on a particular issue, and

· Together with MR, to assist members of the NCC / SC during the field visits, as well as contribution to a better understanding by the members of the NCC / SC of  processes for grant implementation

3.1.6. Local Fund Agent (LFA)

The role of the LFA is to provide independent and objective opinion on the implementation of Global Fund grants to the Secretariat. Although NCC is a last instance, who decide on all matters relating to the GF grants and has primary responsibility for the supervision, LFA has also play an important role in supervision. Each MR reports to the Global Fund through the LFA according to special procedures, as reflected in the grant agreement. Inspecting and reviewing the data presented by the MRs and related to financial, programmatic and procurement activities, LFA provides allocation of reliable information to the GF. LFA also sends requests to the MR on any issues that they consider as problematic, and provides its recommendations to the GF relatively the next transfers of the funds to the MR, for the next period.

Although the LFA does not provide directly to the NCC reports on what was able to discover and find out the at studying and verification of the data received from the MR, LFA activities on IRR/FR review of the MR is critically important in terms of accuracy and reliability of data used in completing of dashboards.
 

3.2. Supervision system
General procedure for the NCC and the Supervision Committee at the conducting of supervision of the Global Fund grant implementation, including the identification of indicators for supervision, data sources, approaches and tools for data collection, data management, analysis and use of data in decision-making is described below.

For the NCC to carry out of its supervisory functions effectively and fairly, the need of the proper resolution of any conflict of interests that arises at the NCC or the SC members. The implementation of the supervisory function according to the adopted rules and procedures for the resolution of conflicts of interests will ensure fairness and transparency in decision-making from the NCC part, shall protect the reputation and integrity of members and the organizations represented in the NCC, and shall as well help to win the trust and confidence of the public in the NCC decisions and actions on the implementation of supervisory activities.

It is also important to note that the supervision covers all the levels connected in the implementation of Global Fund grants in the country, starting from the preparation of the country application until the closing of the grant after its implementation. NCC shall implement a comprehensive inspection and supervision activities reflected in the work plan (including the schedule and budget) according to its periodicity. Supervision is carried out at the following stages:
· The development of the application. As a part of the qualification requirements for funding, the NCC shall be closely involved in the development of the application and in the supervision process, of not only the NCC members, but also in a wide range of stakeholders.

· Negotiations on the grant. NCC shall supervise the process of negotiations for its progress and determine from where, if it is necessary technical assistance can be obtained, as well as to keep track of any changes made in the application.

· Implementation of the grant. This is the largest section on supervision conducted by the NCC, which is described in detail in this Supervision Plan.
· Phase II. NCC is preparing an application for the continuation of funding for Phase 2, and may revise the requested amount of funding and / or to choose another MRs. Both the solutions shall be based on a clear understanding of the results of the grant. Re-approval and re-selection of the MR are the key aspects of the supervisory activities, and this decision shall be based on regular supervision, conducted throughout the entire period of the grant implementation.

· Harmonization of the supervisory function to follow national practices. NCC shall take into account of already existing national supervision plans (if there are any) in an effort to achieve consistency and to avoid duplication of efforts.

· Closure of the grant. NCC shall perform its function of supervision, not only during the implementation of the grant, but also during its closure. This requires of a careful approach because the responsibility of the NCC s to endorse the closure plan and budget closure, including MR plan on distribution or elimination of software assets.

3.2.1. Information, required for conduction of supervision 

To determine the proper use by the main recipients and sub-recipients of Global Fund money we need information about:

(a) Cumulative total grant agreement under the program budget in comparison to the cumulative cash, received by the Main Recipients of the Global Fund;

(b) An accruing result under the work plan of budgetary appropriations in comparison to the actual program costs of MR;

(c) An accruing result under the work plan of budgetary appropriations on each program tasks in comparison to the actual program tasks of MR;

(d) An accruing result of the Global Fund to the MRs, in comparison to the funds spent by the MRs or transferred to the sub-recipients;

(e) Any other information which, in terms of the SC, can confirm the proper use of funds from the Global Fund.

To determine of the adequate provision of drugs and medical products the following information is needed about:

(a) Quantities of medicines and medical supplies purchased on funds from the Global Fund;

(b) Existing stocks of medicines and health products for a certain period of time;

(c) Timely process orders for the supply of products and terms of its actual delivery;

(d) Timely distribution of goods to the final beneficiaries and / or sub-recipients;

(e) Confirmation of receipt of goods by the final beneficiaries;

(f) Depletion (including buffer stocks) or the likelihood of its occurrence,

as well as any other information that, in terms of SC, can confirm the proper provision of drugs and medical products in the framework of the program.

To determine the timeline of the activities under the agreed programs schedule the following information is needed about:

(a) The timeline funds transfer of tranche of the Global Fund grants 

(b) Timely appropriations of allocations to the sub-recipients under the plan of work;

(c) Accordance of the time of the key activities of the program to the schedule, provided in the work plan in grant agreements

as well as any other information that, in terms of SC, can serve as confirmation of the activities implementation, under an agreed schedule of programs.

To determine the achievement of targets of programs the following information is needed:

(a) The current status of key indicators of program performance, regularly provided reports by the main recipients to the Global Fund;

(b) The current status of other indicators (impact, targeted outcomes, scope) on each of the key objectives of the grant, tracking and analysis of which have been approved by SC
As well as any other information about any other program indicators, this, in terms of SC, can confirm the achievement of the basic objective indicators of program by the recipients.
To determine the effectiveness of the grants from the main recipients the following information is needed:

(a) Whether all staffed key positions of main recipients are hired;

(b) Whether the sub-recipients receive technical assistance (trainings, consultations, educational sessions, etc.) which was to be provided in the work plan for the implementation of grants;

(c) Whether there are any problems in the relationship between the main recipients and sub-recipients, affecting the implementation of grant programs;

(d) the extent to which the main recipients of the Global Fund have carried forth preconditions or implemented time-bound actions necessary for the successful continuation of the implementation of grants,

As well as any other information relating to the issues of grants implementation processes by the Main Recipient, which, in terms of SC, can confirm the effectiveness of the grants implementation by the main recipients.

3.2.2. Information sources
The sources of information necessary to the SC members in order to perform its supervisory functions are:

(a) Key Documents of the Main Recipients (initial and revised versions):

- Work plans and program budgets

- Monitoring and evaluation plans

- Procurement and supply management

- IRR/FR sent to the main recipients to the GF Secretariat 

- The results of the annual audit of the MRs

- The annual (or extended) financial report

(b)  The results of the supervisory field visits

(c)  Additional information from the MRs in response to requests from the SC

(d)  Information / observations / comments received from the Fund portfolio manager of the Republic of Tajikistan

(e)  The information and documentation received from the sub-recipients of the grants;

(f)  Documents of the Global Fund:

- A report on the implementation of grants (Grant Performance Report - GPR)

- Scorecard Grant (Grant Score Card)

      - Letters of the GF managers and other correspondence of the GF Secretariat with the main recipients
- Information on the results of meetings with members of the main recipients, sub-recipients and LFA
- Other possible sources of information

3.2.3. Analysis and reporting
The Supervision Committee is reviewing the information provided by the MRs, and makes recommendations for consideration and approval by the members of the NCC. SC can also identify the issues that need to be clarified with the MRs before the NCC meeting. The Supervision Committee organizes meetings with MRs for receiving of more detailed information on any specific issues in order to then develop and submit to the NCC recommendations.

The problems revealed by the NCC and its Supervision Committee, can be divided into various categories. Some problems may be of an internal nature, or to be related to the Main Recipients, and can only be solved by the Main Recipients. For example, recruitment can take place with a delay because of the complex organizational procedures on recruitment. MRs aim to either to change their procedures to recruit staff to work, or to take any other action to rectify the situation, i.e. to fasten the process. Some of the problems may be of external nature. For example, the MR cannot on time procure medicines, and this problem may be closely related to the country policy in the field of ​​procurement of medicines, to which the main recipient cannot influence. In this case, the NCC may discuss at the governmental level the modification of existing policies / regulations and procedures / so that the MRs shall be able and on time to buy and bring to the country of vitally required medicines.

The process to identify problems and obstacles in the implementation of grants is depicted in Figure 1.

Figure 1. The process of defining the problem
3.2.4. Decision making and monitoring of its performance
Prior to submitting of their comments and recommendations at the NCC meeting, Supervision Committee sends a brief prepared overview of the results of the analysis to the NCC members. Presentation of the comments and recommendations of the Supervision Committee is put on the agenda for the NCC meetings, and the head of the Supervision Committee reports on the obstacles and difficulties in the implementation of the grants that they have found and proposes actions to address them. On the basis of their recommendations and subsequent discussions, the NCC RT makes further decisions.

In the case of dashboards usage the Supervision Committee fills out the comments and recommendations on the appropriate page and familiarize it to the NCC members. Dashboard contains the corresponding field to track the actions taken to execute the NCC decisions.

The process of development by the Supervision Committee of solutions of specific problems is presented in Figure 2.

Figure 2. The process of development of the solutions to problems


NCC solutions reflect the measures to be taken, identify the persons responsible for implementing the decisions. The decisions are recorded into the protocol of the meeting and dashboards, if it’s used. For the implementation of the decisions the NCC may involve additional technical assistance. The following are the examples of possible actions on the decisions taken.

· Examples of the actions for the implementation by the MRs:
· NCC / SC offers to the MR to provide additional information on a particular issue

· NCC / SC reports to the MR of the intention to make a field visit on the site and MR helps the organization such trip
· NCC / SC offers to the MR to implement specific changes in the management of the programs to make them more effective 

· NCC / SC offers to the MR to take further measures to address the problem

· Examples of activities for the implementation by the members of the NCC / SC 

· Members of the NCC / SC go to the field trips to study the specific problem 

· Members of the NCC / SC appeals on behalf of the NCC in the relevant ministry / agency to address the problems identified 

· Members of the NCC / SC mobilize of additional technical assistance 

· NCC refers to the Fund's portfolio manager to organize an external, impartial assessments of the grant 

NCC determines what actions shall be taken by the Secretariat to meet the NCC decisions. NCC Secretariat keeps a record of all the decisions made and contributes to the scrutiny of the implementation of these decisions.

3.3. Implementation and use of a dashboard
The Global Fund recommends that countries, which implement grants, the use of a tool that facilitates the standardization and streamlining of reporting, which is necessary to address the implementation of supervisory activities.

3.3.1. Advantages of dashboard usage
The dashboard is used to review on a quarterly / semi-annual basis of the efficiency of performance of each MR on the GF grants implementation. The dashboard is based on MS Excel spreadsheets and:

· Provides a convenient format for the organization of reporting by the MRs and allows to avoid the "cumbersome data" and congestion of the members of NCC / SC from a huge amount of information
· Helps to gather and organize data from a variety of sources of information in one place

· Systematizing the various levels of reviewing of grant implementations: starting from SRs, to the MRs, from the MR to the SC, and from the SC to the NCC

· Defines the frequency of collection and review of the data related to the supervision

Based on the analysis of data, the dashboard helps to evaluate the effectiveness of the grants implementation and to identify possible obstacles. In the dashboard, the information is presented in the form of charts, graphs and tables, and with the use of digital encoding, which allows to identify the so-called "red signal flags." In addition, due to the fact that the information in dashboards is updated and supplemented for each of the reporting periods, the NCC also has the opportunity to monitor trends and to receive consolidated figures. Information presented in the dashboard has a standard form and covers the main areas that need to be considered and studied in the analysis of the implementation of the grant, including its financial condition, grant management, purchase of the most important of medical supplies and the achievement of program target indicators. The cycle of action on the dashboard and regularity of actions are included in the Attachment 2 of the plan of supervision.

3.3.2. Roles and responsibilities of the parties at filling out of dashboard 
The Principal Recipient: is responsible for the data on the implementation of the grant in the dashboard each quarter / every six months, including information on financial flows and on any changes in management terms. Main Recipients provide dashboards electronically to the NCC Secretariat. Each Main Recipient submits the completed dashboard to the Supervision Committee at the meetings of the committee.

The NCC Secretariat: is responsible for the initial review of the information provided by the Main Recipients, for errors, typos and consistency of the data and then sends checked dashboards to the SC Head. The NCC Secretariat archives filled out dashboards. For completing of this activity the NCC Secretariat must be completed appropriately by human resource.
Supervision Committee: considers the completed dashboards of the grants, make comments, and offers recommendations for further actions, which may relate to an explanation of the un-achieved indicators or problems in the use of funds, requests for receiving of additional information from the main recipients, field trips, etc. The member of the NCC Secretariat writes recommended by NCC actions in the corresponding fields of the dashboards.

The head of the Supervision Committee: presents filled out dashboards with the corresponding recommendations of the SC at the next NCC meeting

The NCC RT: reviews the submitted dashboards and the SC recommendations and sets out further actions to address the identified problems and the principal executers from the members of NCC, SC, and members of the NCC Secretariat and / or MRs.
3.3.3. Indicators for dashboard
The dashboard in graphical format reflects the results on a set of indicators, which meet the following key questions for each grant:

· Where is the money?

· Where are the drugs, medical supplies and equipment?

· Are the sub-recipients receive funding and technical assistance as it is planned?

· Are the grants implemented according to the plan?

· Are the planned target indicators achieved whether?

These questions reflect the financial, administrative and programmatic aspects of the grant. Dashboards use four financial indicators (relating to the transfer of funds, budgets and actual expenses), 6 management indicators (to track the performance of the MR on grant management) and 10 program indicators.

While the financial and management indicators are the same for each grant, the NCC / SC together with MRs shall select maximum up to 10 program indicators on the basis of grant agreements. These program indicators shall more fully answer questions on a timely and effective implementation of the grant and the achievement of goals. When you select a program indicators priority shall be given to those indicators that are included by the Global Fund in the list of the 10 most important indicators. These 10 indicators are used by the Global Fund at determining the rating of the grants.

3.4. Field trips
Field visits by the SC members are an integral part of the supervision process. The purposes of these visits are not the solutions of daily management issues, and not an audit - the responsibility for this lies to the Main recipients and LFA. The purpose of the field trips is to:

· Create the impression of program implementation on the ground and to improve understanding of the nature of the grant

· To get more information on the specific issues that have arose at the considering of the dashboards, the solution is necessary for the NCC members to make decisions
· To verify and confirm the individual data on the MRs reports
· To check the implementation of decisions of the NCC

The following are recommendations for field trips to carry out of the supervision activities.

3.4.1. Time for the field trips:
· The field trips by the members of Supervision Committee may be carried out in the form of regular or targeted visits as needed.

· Common regular field trips - are periodic (e.g. quarterly / semi-annual) visits to the main recipients, SR or SSR, during which the members of the SC are able to obtain information on existing successes and / or problems from the original source.

· Target site visits are usually aimed at the study of a specific issue or issues discovered during the supervision activities. SC determines the need for such a trip for a complete explanation of the circumstances or the solution of the issue (problem).

3.4.2. Structure of team participants who carry out field trips
· The field trips may be carried out by the members of the NCC and / or members of the SC. The participants of the traveling teams may also include technical experts in order to provide the team with additional technical support on specific issues (e.g. management and procurement of medicines). In essence, any NCC member may participate in the supervisory field trips with strict adherence to rules and procedures for the resolution of the conflict of interests.

· Several teams can be created for carrying out of the field trips, when each team visits one or more locations of the program. Each team must consist of no more than 4 people.

· The structure for the field trips shall be determined by a list of problems identified. For example, supervision of financial problems will require a different structure of the team members, rather than supervision of procurement and supply chain.

3.4.3. Planning of the field trips
· SC shall schedule the field trip on the site together with the relevant MR or SR. Field trips shall not be "a surprise." This allows to MR and SR staff to prepare properly for the trip and to ensure the presence of the staff and the availability of the necessary information for the SC members and documentation. Preliminary discussion of the plan of the trips with the MRs shall allow avoiding of possible misunderstandings during the trips itself. Main recipients shall provide environment enabling for the implementation of field trips by the SC.

· When preparing to the trip it is needed to clearly identify of the host organization and its responsible staff. The choice of a place of the trip is identified according to the subject under discussion.

· The Supervision Committee establishes a clear time frame for the field trips and carefully plans out a program of the field trip to create the conditions necessary to consider all your key questions
3.4.4. Preparation to the field trips
Before going to the field trip study the following documents on the specific grant:

· Payment plans (transfer of funds) and reports of the main recipients
· The Global Fund and AIDSPAN websites: 

http://portfolio.theglobalfund.org/ru/Country/Index/TAJ 

http://www.aidspan.org/index.php?page=gfgrants&menu=globalfundgrants 
· Annual audit reports on the MRs activities 
· Summary of the IRR/FR, the work plan, the annual budget

· Procurement and supply management

· Grant Agreement

· Epidemiological data on HIV/AIDS, tuberculosis and / or malaria in those geographical areas where the trip field is planned

· Correspondence with the MR

· The available at SC and NCC documents  of LFA and the GF

· The list of sub-recipients

· Agreement with the SRs (objectives, indicators, a detailed work plan and budget)

· Schedule of reporting and types of reports provided by sub-recipients

·  Annual MR plan on payment of cash to the sub-recipients

3.4.5. At the field trips

We team going to the trip shall:

· Not ask for information that is available from the existing sources - for example, from dashboards or IRR / FR - unless the request is not related to the confirmation of the information available.

· Use of a standardized form (see Attachment 3) to ensure the collection of necessary information and to address related issues systematically and efficiently.

· Possess accurate information on the indicators of implementation (expected results) of the program prior to the field trip. Main Recipients shall help the team in the provision of such information, as well as to clarify certain issues.

· Hold meetings / interviews with leading experts of the MRs and SRs, as well as with the representatives of target groups with their consent.

3.4.6. After the field trips
After the end of the field trip, the team provides a brief summary report to the Supervision Committee (see Attachment 4). After reading the report, SC prepares the necessary recommendations to the NCC and transfers them to the NCC Secretariat for distribution among the NCC members and makes the issues on the agenda of the next meeting NCC. Summary of the analysis of the recommendations are also sent to the MRs and SRs.

3.5. Reporting and communication
SC regularly reports on its activities and the results of work at the NCC meetings. NCC Secretariat records the information provided.

In case if the Supervision Committee examines the dashboards, NCC Secretariat gives out a short survey certificate (see Attachment 5) and circulates it to the NCC members.

According to the Global Fund principles on ensuring transparency of the grant implementation and supervisory activities in a spirit of partnership of all interested parties working towards the same goal of the NCC / SC supports communication with interested parties who are non-NCC members. Thus, the dashboards can serve as a universal tool of communication between partners. At the same time, members of the NCC / SC protect the confidentiality of informal communications.

attachment 1. Terms of reference for the Supervision Committee of the National Coordinating Committee for the Prevention and Control of HIV/AIDS, tuberculosis and malaria in the Republic of Tajikistan
1. Goals and tasks
To ensure the implementation of the plan for supervision NCC creates Supervision Committee (SC) to which it delegates the implementation of measures to implement the supervision functions. SC is a permanent structural body of the NCC RT. The purpose of the Supervision Committee is to ensure the proper implementation of the activities and development of the resources in accordance with the grant agreement.

In its work the SC reviews the progress in the implementation of grants, aims to provide the conditions in which the Global Fund programs, as a whole, can achieve good results in the performance of the stated tasks and to act in accordance with the principles of good governance, transparency and accountability.

The objectives of the Supervisory Committee include: development and implementation of the annual work plan on the supervision, the analysis of problems and obstacles, arising in the implementation of grants and recommendations made to address them and overcome, ensuring effective use of resources in the implementation of the supervisory function, and promote the maintenance of good working relationships between the NCC and the Main Recipients, as well as between the Main Recipients and the Sub-recipients.

SC contributes to the process of NCC decision-making by providing of the necessary information and evidence-based recommendations. If necessary, the NCC requests the SC to implement measures for the implementation of decisions taken.

Supervision Committee reports to the NCC on all issues of its activities. SC does not make decisions beyond its powers.

2. The structure of the Supervision Committee
Supervision Committee of the NCC consists of _______ (__) NCC members, one (1) of which is the head of the given committee. If necessary, the NCC and the SC may decide to set up sub-committees depending on the tasks.

SC members shall represent different sectors and communities. The Supervision Committee shall include NCC members, having special technical and / or financial knowledge and experience, as well as NCC members, representing the non-governmental sector, and the people living with, or affected by three diseases.

Supervision Committee members are can be representatives of interested parties who are non-NCC members. Supervision Committee can involve in their work of external experts to perform specific tasks.

3. Elections to the Supervision Committee and terms of the permissions
Candidates to be elected as the permanent members in the Supervision Committee are proposed by the NCC members, including self-nomination. Voting for the election of the permanent members of the SC is conducted at the next NCC meeting at the quorum.

If members of the SC have a conflict of interests during the time of their election in the Supervision Committee, or if such a conflict arises already during the execution of the duty of a Supervision Committee member, Supervision Committee must declare the presence or appearance of conflict of interests at them. The presence or appearance of a conflict of interests is not a ground for the revocation of a Supervision Committee member, but it shall be considered under the rules and procedures for the resolution of conflicts of interests, approved by the NCC RT.

The elected members of the Supervision Committee shall ensure in the Committee of presence of the following types of expert knowledge and skills:

· Management, monitoring and evaluation of HIV/AIDS, tuberculosis and malaria, including those funded by donors;

· Knowledge in the field of strategies to ensure access to services and advocacy of interests of target groups;

· Understanding of modern provisions of epidemiology of HIV/AIDS, tuberculosis and / or malaria;

· Knowledge and possession of communication strategies and methodologies;

· Financial planning and management;
· Procurement and supply management.
SC members are chosen for a term of three years with an annual rotation of at least 30% of the permanent members of the SC. Duties of the Supervision Committee members may be terminated:

· due to the expiration of their term of office;

· by personal application of the Supervision Committee member;

· due to the deprivation of the existing Supervision Committee member of his / her term on the decision of the NCC.

Duties of the Supervision Committee members, whose term of office has expired, remain until the time of the conduction of the next, before the expiration, NCC meeting (ordinary or extraordinary), where the election of new SC members is conducted. If within three months after the expiration of the term as a Supervision Committee member such meeting was not hold, or if on this meeting the election of the new (or re-election of existing) members of the SC was conducted, the powers of those SC members whose terms of duties are expired by that time, are terminated. The re-election of already existing members shall be conducted on the same basis.

Decision on attraction of foreign and local experts to the Supervision Committee work is taken at the Supervision Committee meeting by the majority of members of the Committee and is approved at the NCC meeting. Foreign and local experts do not participate in the Supervision Committee election because of their performed activities.

Control over the terms of duties of the Supervision Committee members are assigned to the NCC Secretariat.

4. The Head of the Supervision Committee
Supervision Committee Head is the NCC member elected to the Supervision Committee. The Supervision Committee Head is elected by a simple majority of votes at the first SC meeting convened for the first time, or during a regular meeting after the expiration or termination of duties of the previous Supervision Committee Head. The SC Head is elected for two years, with an opportunity for another term as permitted by the general procedure of re-election of members.

In addition to the general requirements for the Supervision Committee members, SC Manager must possess the following skills and abilities:

· Skills to coordinate and organize work;

· Skills in the analysis conduction and presentation of results;

· Experience in planning and budgeting;

· Detailed knowledge of the processes and mechanisms of the GF;

· Skills to establish useful business contacts;

· Interpersonal Skills.

5. Obligations of the SC members conduction of supervisory function 

In order to fulfilling its tasks, SC is responsible for:

· collection and analysis of the required information;

· field trips to headquarters, divisions, departments and other units of the main recipients, sub-recipients, as well as to their partners in the implementation of Global Fund grants;

· meetings with senior staff of the main recipients, sub-recipients, as well as with their partners in the implementation of Global Fund grants, and with the representatives of the target groups (with their consent), in which the interests the implementation of grants are carried out;
· Identify problems and obstacles in the implementation of grants, its documentation and search for the most successful approaches to solving of these problems on various grants and types of diseases;

· Reviewing and confirmation of the information received on any sign of mismanagement or alleged violations of rules and procedures, using: 

· reports on the work done and other grant documentation;

· information from LFA, periodic reports on the work done, financial statements, reports on procurement and supply, personnel management reports, surveys of program beneficiaries and other special reports;

· information provided by other individuals, who are concerned about the situation;

· Other possible sources of information.

· Holding of meetings and / or field trips to the institutions – implementators of grants and collection of the information and verification of the data obtained from the above-mentioned reports;

· providing the NCC with recommendations based on the results of these studies, meetings, field visits and analysis;

· Implementation of specific actions that promote to problem solving, on behalf of the NCC;

· monitoring of the actions of all parties involved to address the problems which were identified;

· Internal monitoring of the NCC activities.

SC Head is responsible for:

· presentation of the SC recommendations (based on the analysis of documentation, data from dashboards, results of field trips, etc.) at the NCC meeting;

· meeting, supported by the NCC Secretariat, and the holding of regular and special meetings of the SC;

· Ensuring, at the support of the NCC Secretariat, the preparation of the annual work plan and the budget for the implementation of the relevant supervisory functions of the NCC.

NCC Secretariat provides technical and logistical support to the Supervision Committee at the implementation of its supervisory activities.

6. Supervision Committee work plan and the budget 
SC at the support by the NCC Secretariat develops: the annual work plan of the Supervision Committee and the corresponding calendar of events, which are then submitted for approval by the NCC, as well as budget of the supervisory activities, which is included in the general / consolidated / annual budget of the NCC.

After approval by the NCC, the consolidated budget of the NCC is submitted to the Secretariat of the Global Fund to obtain appropriate financing.

7. Supervision Committee meetings
SC shall meet not least than once a quarter. The timing of the Supervision Committee meetings is when all the SC materials needed for consideration at the NCC meeting are prepared by the Committee.

The conduction of the SC meetings is prepared by the SC Head or, in his / her absence, by the temporarily elected for this period acting head. Supervision Committee elects an acting head by a simple majority of votes in the presence of a quorum.

The quorum at the Supervision Committee meetings is the presence in the meeting of at least fifty percent of the SC members. The decisions at the Supervision Committee meeting are made by a simple majority (over 50 percent) of the votes of the members of the Committee.

The Head of the Supervision Committee is entitled to convene of extraordinary SC meetings or the sessions of temporary subcommittees, as necessary and in consultation with members of the SC.

Keeping the protocol of regular and extraordinary SC meetings is provided by the NCC Secretariat. The protocols of the meetings are sent within one week after the Supervision Committee meeting to all the NCC members by e-mail and are archived in the NCC Secretariat.

8. Supervision Committee activities financing 
The costs, associated with the implementation of the SC members of their supervisory responsibilities, are made from the NCC budget and from the other sources which are not prohibited by the legislation of the RT.

The list of expenditures which are to be financed as part of supervisory activities shall be approved at a general meeting of the NCC.

The annual budget of the supervisory activities is developed on the basis of the work plan and calendar of events and approved at the NCC meeting.

Report on implementation of the supervisory activities budget is provided annually by an authorized SC member at the NCC meeting.

attachment 2. cycle of activities according to dashboards
	
	Activities according to dashboards
	Time limits
	Responsible party

	1
	The message is sent to the MRs with a request to submit the next filled out dashboard

	Data, to which  IRR / FR shall be submitted by the MRs to the LFA (15th February and 15th August)
	Secretariat

	2
	Dashboards are filled out and submitted to the Secretariat

	7 days prior to the Supervision Committee meeting
	Main Recipients

	3
	Checking of filled out panels for accuracy, completeness of information, consistency, appeal to the MR with a request to validate the data, if necessary


	6 days prior to the Supervision Committee meeting
	NCC Secretariat

	4
	The dashboards is sent to the SC members

	5 or more days prior to the Supervision Committee meeting
	NCC Secretariat

	5
	The second and the fourth SC meeting:  
	
	Main Recipients
NCC Secretariat

	5a

5b
	· MRS present the dashboards and answer the SC members questions
· SC members write down their comments, recommendations and actions on them in the dashboards

	During the SC meeting
During the SC meeting
	

	6
	Preparation of a brief overview help on dashboards 


	6 days prior to the Supervision Committee meeting
	NCC Secretariat

	7
	Dissemination of short overview information on dashboard and dashboards itself  among the NCC members within the limits of the preparation to the NCC meeting
 
	5 days prior to the Supervision Committee meeting
	NCC Secretariat on behalf of the SC Head

	8
	Short survey information on dashboards, dashboards and the recommendations from the SC are reviewed and discussed by the NCC members, after which decisions are made on further actions, if there is a need for this

	During the NCC meeting
	NCC Chairman

	9
	Decisions taken at the presence of all the NCC members are written down in the dashboards

	During the NCC meeting
	NCC Secretariat

	10
	Archiving of the dashboards

	Once every six months
	NCC Secretariat

	11
	Monitoring of the implementation process of the recommended actions to correct the situation 

 
	In between the NCC meetings
	Supervision Committee


attachment 3. the form for noting and REPORTING ON field trips
Regular visit: ____

   Special visit: ____

	A. General grant information

	Name and the number of grant:
	

	Main Recipient:
	

	Beginning and the end of the grant:
	

	Phase:
	

	Total sum of the grant:
	

	Last reporting period:
	

	B. General information on the field trip (add lines upon the quantity of the team participants) 

	Name of the person, going to the field trip:
	

	Sector (tick the correct):
	1. SC member:

2. NCC member, but non SC member :

3. Technical expert:

4. Other (specify): ……………………….
	




	Dates of the field trip:
	

	The name of the visited Institution / site:
	

	The name of the organization – sub-recipient (if it is applicable in the given situation):
	

	C. The aim of the field trip

	1.
	Based on the fact, which You already know about the given grant, what else would you like to know? Enumerate the specific questions, to which You would want find an answers to, in the course of the given field trip.  

	
	Question 1:



	
	Question 2:



	
	Question 3:



	D. Results of the field trips

	1.
	Below, list the results of your field trip (things that you've managed to figure out), grouping them according to the above mentioned questions. (Please indicate the source (s) of information. Use the reverse side of the sheet or additional sheets if necessary)

	
	Question 1:



	
	Question 2:



	
	Question 3:



	2.
	What have you managed to find out about this grant, which have pleasantly surprised you (if this is appropriate)? 



	3.
	What concerns do you have about the mentioned grant (if applicable)?




	E. Conclusions and recommendations for the NCC

	1.
	List your conclusions drawn from the field trip (use the reverse side of the sheet if necessary)


	
	

	2.
	List your recommendations to the Supervision Committee (use the reverse side of the sheet if necessary)

	
	


Signature of the person who filled out the form              _________________________________

Date:  ________________________________________________________________________

attachment 4. brief overview information on dashbords 

[Reporting period]

To:

NCC Members
From: 

Supervision Committee
Date:



During consideration of the dashboards on the grant [for AIDS, tuberculosis, malaria – underline the needed], the Supervision Committee has identified the following key issues for discussion and resolution during the plenary NCC session. 

Grant: Round [X]

MR: [XXXX]

Provide a brief description of the comments made by the SC
SC Recommendations: 

Provide a brief description of recommendations, made by the SC for the consideration at the NCC meeting
Grant: Round [X]

MR: [XXXX]

Provide a brief description of the comments made by the SC

SC Recommendations: 

Provide a brief description of recommendations, made by the SC for the consideration at the NCC meeting

Grant: Round [X]

MR: [XXXX]

Provide a brief description of the comments made by the SC

SC Recommendations: 

Provide a brief description of recommendations, made by the SC for the consideration at the NCC meeting

This brief overview will be filled with information and attached to the dashboards every six months for consideration by the NCC for 5 or more days prior to the next meeting of the NCC. The questions discussions and recommendations can be taken directly after the SC meeting from the page for comments and recommendations in the dashboard. This brief overview information should not be more than 1-2 pages.
�





Requirement 3: 


Recognizing the importance of supervisory functions, Global Fund directs all CCMs to present and strictly execute supervisory plans on implementation of all grants, approved by the Global Fund. Supervision Plan shall have detailed description of supervisory activities and measures, which CCM undertake to involve in participation in supervisory activities of all the parties of program, including CCM members and parties who are non-CCM members, particularly, elected non-governmental organization groups and people living with the diseases.








Definition of supervision


Supervision is a set of activities that are coordinated with each other - data collection, data analysis, and action and prepare a report on the results achieved - in order to provide and support the implementation of activities in accordance with the plan, and to identify and solve problems related to the grant implementation.








Analyze information: dashboards, IRR/FR, and other information





Recognize the warning signals of a poor work 





Recognize the signs of successful and good results





Discuss with main recipients





Identify the problem or the obstacle 





Study factors, underlying the problem





Audit





Expert supervision





Field Trips





Discussions with MRs





Additional Information





Classify the problem or the obstacle (and its decision): internal (MR), external (NCC), complex (MR, NCC, МПФ)





Problem or the obstacle is defined and classified 





Defining of the ways to address the problems





Conduction of consultations with MRs, SRs, experts, other interested parties, or with new partners





Finding out of one or a few solutions





NCC choses the appropriate decision; appoints responsible people





Discussion of the options and making of reccomendations  





In problem solving, MRs, NCC or the SC plays an important role





Additional technical assistance if needed








� CCM Guideline on supervision activities, page 2. See GF website : � HYPERLINK "http://www.theglobalfund.org/en/ccm/guidelines/" �http://www.theglobalfund.org/en/ccm/guidelines/� 


� Dashboard – Is an MS Excel®, which adds – in order to supervise - each grant in its financial, management and software parts, and includes indicators that provide answers to the key questions on supervision. If mentioned further – dashboards - mean to be implemented in the future.


� Grant agreement between the Global Fund and the MR, article 7 (b).  


� At filling out of dashboards, it is important that MRs at last started to use finally approved LFA IRR / FR, but not those, which they previously presented to the LFA, as LFA may quite often ask for corrections after the verification of data.
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