Annex 1A. Drafting terms of reference (ToRs) for the NIS development team

This annex provides examples of key information that can be included in the content of the ToR(s) for the NIS development team.
This annex is provided as a guide and acts as a potential tool for your country to use as a template, if needed. Each country and NIS Team should tailor the NIS development process to suit their own context and needs.









Final TORs can be annexed to the final, signed NIS document to provide transparency on the working of the NIS development team and to help ensure continuity of commitment, including in the event of a change in MoH leadership.

NIS development team composition 
The ToR(s) serve to capture the responsibilities required of the individuals assigned to the NIS development team. The NIS development team will be temporary, in place to deliver the tasks required during the NIS development process.
The NIS development team will look slightly different in each country, yet the following roles should be considered (see NIS Guidelines for further details) and fully described in the ToR documents:
· The NIS Steering Committee; 
· NIS Task manager/ Coordinator; 
· NIS content producer; and
· Immunization technical working groups (TWGs). 
Some countries may choose to develop ToRs to capture all of these functions in one single document. However, due to the Steering Committee’s separate governance role and multi-stakeholder responsibility, a separate ToR for the NIS Steering Committee is strongly recommended. 
Overview of ToR content/sections 
The following key information should be provided in the ToRs developed for individual members/groups that together form the NIS development team:
· Background: Brief overview of the NIS development process and required timelines 
· Purpose of role: Explain the purpose or mandate for each project team member.
· Scope: Describe where the NIS development work begins and ends to ensure there are clearly set ‘boundaries’ for the expected role. Also include a statement of each team’s authority to recommend and implement change, and any powers given or delegated to them. 
· Work to be performed: Describe in detail the work to be undertaken by each NIS development team member in detail. 
· Reporting/supervision: Describe the reporting line of the role.
· Deliverables/outputs: Outline the key deliverables of the NIS development process (e.g., analysis, consultation reports, draft sections, etc.), as well as the main milestones for achieving them, and approximate timelines for delivery. 
For structures such as the NIS Steering Committee or the TWGs, further details around responsibilities within such groups should be clearly explained, particularly the decision-making process within the group.
Additional considerations:
· Resources: List the resources that are available to the team and how they will be accessed. List any needs for technical support and how this will be provided. State the available budget for the project. List the clerical support available, and how team members will carry out the tasks of the project without neglecting the requirements of their existing positions. 
· M&E: Set high-level indicators and milestones needed to keep track of progress. Explain how the progress of the project will be monitored, including the reporting frequency, and risk mitigation measures.
· Communication: Describe the expectations for information-sharing to ensure the various individuals and structures engaged in the process are kept informed and working most effectively together.
Key responsibilities
The roles and responsibilities of the NIS Task manager/ Coordinator include the following:
· Provide overall management and operational guidance for the NIS development process.
· Manage and coordinate the overall NIS development process and ensure deliverables and timelines are respected.
· Develop and ensure proper follows-up of the planning protocol (process and methodology), the plan of work for developing the NIS (agenda), and the stakeholders’ engagement strategy.
· Ensure that the NIS development is based on a sound interpretation of the national context, with proper definition of national and sub-national priorities, making the NIS both credible and achievable for the health sector and wider government.

The roles and responsibilities of the NIS Content producer include the following:
· Communicate and liaise with all relevant stakeholders, including the partners, to obtain their feedback and inputs, and ensure that they are reflected in the draft NIS.
·  Produce the draft(s) of the NIS, with budget estimates, and ensure reviews are consolidated into a final version.

The roles and responsibilities of the Immunization TWGs include:
· Deliberate upon and endorse decisions related to the situation analysis (diagnosis), identified priorities and strategies, and the budget estimates referred to by the Consultants.
· Can be called upon and/or reinforced as needed to lead NIS content development in their respective work area.

Role and responsibilities of the NIS Steering Committee include the following:
· Advisory and overseeing body of the NIS development process, ensuring delivery of the NIS that is both credible and achievable for the health sector and wider government.
· Oversee the work of technical officers, experts and consultants associated to the NIS development.
· Act as a high-level multi-stakeholder policy forum for the views of national and international policy and development partners in relation to the planning process.
· Approve the final draft of the NIS.

See table below for a detailed summary of NIS team roles and responsibilities.
	
	
	Lead focal points
	Technical expertise
	Governance body

	
	Step
	NIS Coordinator
	Content producer
	TWGs
	Steering Committee

	Co-creation
	1
	Develop a project plan for completing the steps of NIS development.

Coordinates and monitors the project.
	Prepares materials for the working groups and the respective stakeholders to support substantive discussions. 
	Lead NIS content development in their respective expertise area.

Engage, as early as possible, with budget staff to ensure the programmatic work is developed alongside financial estimation.  

	Guides at the technical and strategic level as well as provide high-level supervision to the development of the NIS from start to completion.

	
	2
	Plans and organizes consultations (e.g., meetings, online survey, etc.).

Communicates feedback collection tools to all targeted stakeholders to enable their participation.
	Before consultations, conducts desk review and prepares discussion materials.
Helps to identify the area of focus and key questions for TWGs.

Summarizes the understanding of current situation and prepares discussion with Steering Committee. 
	Design and plan consultation meetings. 
Develop a survey and questionnaire for individual interviews with key stakeholders.

Consider results from any previous national reviews to be incorporated.

Conduct in-depth analyses.
	May recommend or sign off on individuals to be consulted and facilitate invitations.

Reviews and aligns on the conclusions of the situation analysis.

Supports the prioritization of findings workshop.


	Technical
	3
	Organizes the strategy development meetings, sets the meeting agenda and captures main outputs.

Manages the flow of information.
Prepares submission to the Steering Committee for review and approval. 
	Helps define key questions for TWGs to identify strategies to achieve the objectives.

Records different scenarios for the strategy, the corresponding assumptions, and pros and cons.

Documents final strategies recommended by the TWGs.
	Identify strategies to be taken in their respective work areas.

Work with other TWGs to see to address key barriers.

Match the proposed strategy with the availability of resources and external factors.
Drafts proposal for Steering Committee review and approval.

	Assesses proposals and decides on the final strategy.

	
	4
	Provides overall coordination for development of the monitoring and evaluation (M&E) framework.

Organizes consultations with the NIS implementing agencies.

	Participates in the development of the M&E framework and plans with the TWGs and documents the agreement reached among the implementing agencies.

	In consultation with the implementing agencies, develop the M&E framework and plans by leveraging, existing health sector monitoring and evaluation processes.

	Reviews and endorses the M&E Framework.


	
	5
	Organizes the collection of information needed for costing, including securing special authorization by MoF and MoH as needed.
	Supports the collection of resource requirement estimates and calculation of total resource requirements.

	Apply the streamlined NIS Cost application to estimate the resource requirement for the actions included in the selected strategies for respective priority areas.

	Defines what kind of resource requirement information is crucial for the budget dialogue and health sector planning.

Facilitates sharing of resource costing data from their respective agencies.


	Finalization
	6
	With the support of the Steering Committee, maps all possible (governmental and external) funding sources for the NIP.

Organizes the budget dialogue meetings with the key stakeholders for the respective funding sources.

	Prepares the strategy propositions with corresponding resource requirements.

Defends the strategy with the key stakeholders of the main funding sources for immunization.

	Revise the strategy options based on budget dialogue to propose the strategy with the most efficient use of available resources.

	Helps identify the main stakeholders for financing the NIS and facilitates meeting invitations.

Supports resource mobilization for the NIS through their respective networks.

	
	7
	Requests government endorsement of the final NIS document.

Participates in the technical review process.

Disseminates the final endorsed version of the NIS document to all stakeholders and development partners.
	Adapts the final NIS document to the governmental document template in preparation for endorsement by the government.

	Support the Content Producer to develop the governmental document.

	Facilitates the endorsement of the NIS by the government.





