Odisha Livelihoods Mission


Terms of Reference

Process Monitoring of NRLM in Odisha
Background
1.
The Odisha Livelihoods Mission (OLM) was launched in 2011 under the aegis of the National Rural Livelihoods Mission (NRLM) – Aajeevika. The Mission’s objective is to reduce rural poverty in Odisha by creating and strengthening community based institutions, which can function as pathways to sustainable livelihoods. The Mission is currently being implemented intensively in 88 blocks and the remaining 226 blocks will be brought under the Mission fold by 2018-19, through a phased approach. The Mission seeks to alleviate rural poverty by creating and nurturing of the poor which will in turn mediate the livelihoods of the rural poor. The four core components of the Mission are: (i) inclusive social mobilization and community institution building; (ii) financial inclusion; (iii) promotion of sustainable livelihoods and employment opportunities of the poor; and (iv) enabling the poor to access entitlements, public services through line departments and PRIs. The Mission builds on the learning from the World Bank supported TRIPTI project which had adopted strategies and components similar to NRLM. The Mission is implemented through a three-tier structure viz., SMMU, DMMU and BMMU. The three-tier structure implements the Mission activities in an intensive manner with the support of professional man power. A four-tier community institutional structure is promoted at the sub-block level as part of the Mission viz., SHGs, CLFs, GPLFs and BLFs to promote and sustain the livelihood of the poor and eradicate poverty. 
Need for Process Monitoring
2.
OLM has adopted process intensive strategies for implementation of the components of inclusive social mobilization, financial inclusion, livelihoods promotion and convergence to facilitate redemption of entitlements of the poor. The Mission has outlined a detailed process oriented approach for implementation of each key component activity for optimal and sustainable results. Thus, there is an ideal process and sequence in which each activity is to be implemented to achieve the intended results. A process intensive approach is particularly required for the development of the sustainable institutions of the poor. Only through a process of intensive mobilization, capacity building, nurturing and handholding, SHGs and their federations could emerge as self-managed, self-governed and sustainable institutions, capable of accessing and delivering financial and livelihood services to the poor. 

3.
The community level development processes are dynamic in nature and may not always conform to the standard set of processes and approaches determined. There could be several internal and external factors affecting the actual process of implementation of each component activity. The Mission management should therefore have a dynamic feedback mechanism that would provide evidence-based information on the actual process of implementation, internal and external factors affecting the processes and the intended and unintended outcomes resulting from the key activities. Thus, there is need for a system of objective process monitoring of the implementation of the Mission at all levels. Therefore, OLM has decided to commission an external process monitoring study of the Mission to provide continuous feedback and information on the quality of implementation of different components, the actual processes adopted vis-à-vis the intended processes, the internal and external factors affecting the implementation, the efforts required at different levels to ensure that component activities are undertaken as per the strategy and thereby improved the effectiveness of the Mission. Thus, process monitoring becomes a key management tool assisting the Mission management as well as the community institutions in timely decision-making for course correction and improvement of outcomes. More significantly, process monitoring provides a mechanism to link the perceptions of the poor and their institutions with the Mission management. Given the critical role of process monitoring, the third party agency is expected to work in close coordination with the State Mission Management Unit (SMMU) and other district level and block level units. The process monitoring agency is therefore required to systematically observe, document and share the key findings with the Mission management concurrently.
Objective of Assignment

4.
The broad objective of the consultancy assignment is to identify critical deviations in the implementation of the project, factors responsible and facilitate the project is gathering feedback from all levels of implementation for increasing the effectiveness and efficiency of implementation. More specifically:

· to identify the critical issues in the conversion of project inputs (funds, human resources, services and technology) into outputs (intermediate results) and how the outputs in turn translate into outcomes and impacts on the target community;
· to provide feedback to the Mission management at all levels to increase the effectiveness of implementation and results in the areas of: 

· social inclusion;
· promotion and capacity building of SHGs and their federations;
· functioning of community institutions;
· financial inclusion of the SHGs and their members;

· implementation of livelihood activities for the poor and the vulnerable; and
· support for redemption of entitlements and access to public services provided by line departments and PRIs through convergence efforts. 
· to assess the quality of processes implemented in intensive blocks/ GPs and villages with reference to guidelines and identify deviations, critical issues and strategic challenges and provide periodic feedback for improving implementation outcomes for Mission management;
· to monitor the functioning of SHGs and their federations and their adherence to norms of democratic governance, financial and economic inclusion and sustainability;

· to monitor the adequacy and quality of functioning of frontline Mission staff, community resource persons and other social capital;
· to assess the emerging outcomes of Mission efforts in terms of livelihood changes of the poor households in general and empowerment of women members in particular;
· to track the implementation and results of pilot interventions (health, nutrition, disability and other interventions);

· to institute a learning and feedback mechanism on key activities under different thematic areas;

· to identify and train community process monitors, conduct ToT of process monitors and develop a process monitoring manual/guide/handbook for the community process monitors; 

· to provide handholding support CLF/GPLF/BLF in process monitoring/social audit/participatory monitoring of the interventions;
· to document at least five best practices and innovative processes per quarter in the form of case studies and make three short films per quarter on the best practices, either at household or institutional level; and
· to carry out process monitoring of specific issues / themes assigned by the Mission management.
Duration of the Assignment

5.
The process monitoring assignment is proposed for two years. However, the agency will be considered for extension of contract for the second year only on satisfactory performance of the tasks assigned during the first year of contract. A committee appointed by the State Mission Director will assess the performance of the agency on completion of 11 months of contract for the purpose of extension. 
Scope of Process Monitoring – Themes, Issues and Levels
6.
At the beginning of each quarter, the SMMU will provide a list of general and specific themes and issues to be examined by the process monitoring agency. The agency will examine the themes and issues, adopting the agreed sample size and distribution. The agency will also be required to analyze MIS data to identify key issues for each quarter. As each process gets originated at the SMMU level, the agency will be required to examine each process/issue at all levels of the Mission as well as at the community level and take present a comprehensive view. oHo
 The issues/processes that need to be closely examined at different levels are briefly indicated in the following: 

Community Level (Village)
7.
GPLF/CLF is the key intervention point for the OLM. A majority of the interventions are driven through GPLF/CLF and the future scaling-up and deepening of the interventions including livelihoods and vulnerability reduction would take place at these levels. Therefore, at GPLF/CLF level monitoring of processes such as fund management, community cadre management, promotion and capacity building of SHGs, grading of Self-Help Groups become important. Similarly at the SHG level, adherence to Pancha Sutras, capacity building of SHGs by CRPs and others, training on preparation of micro-plans, fund management and promotion of livelihood activities become important. All efforts made by the frontline staff and social capital to promote quality SHGs need to be tracked as part of process monitoring.

8.
Equally important for process monitoring would be promotion of cluster and GP level federations by the Mission staff and the social capital. The inclusiveness, functioning, financial performance and potential sustainability features of GPLF need to be assessed as part of process monitoring. In addition, the cluster level federations (intermediate between SHG and GPLF) also become an important institution for monitoring under OLM. The process of livelihoods layering and its impact on the CBOs and households would be studied. In addition, the agency will be required to document best practices, case studies and innovations as part of process monitoring reports.

Block Level (BMMU)
9.
BMMU is the implementation unit of the project and thus all crucial indicators of implementation need to be monitored at this level. The process monitoring agency should prepare a check list of all key processes and identify quality standards / levels at the inception stage and use the checklist to rate the processes in sample villages and identify issues that needs attention of block level project staff. The quality standard or benchmark for each process and project activity would be decided and agreed at the beginning of the assignment by the State project team and thereafter at the beginning of each quarter. The brief monthly report should identify all villages where the process deviations were observed and corrective action required. The monthly report would summarize the findings and actions required. The process monitoring for BMMU level would be more operational in nature and identify operational bottlenecks and process level issues. 
10.
All other issues relevant such as systems and business processes at the BMMU level, communitisation efforts made to train, accredit and use CRPs and other social capital would be examined as part of process monitoring at the block level. The overall management of the intensive approaches at the block level including management of CCs and other frontline staff would be germane to process monitoring at block level. 
District Level (DMMU)
11.
The process monitoring at DMMU level should be broader in nature giving a picture of the entire district in terms of key processes being followed to serve as an input in the strategic planning of the district level implementation plan. In each quarter, one thematic area would be selected as per DMMU requirements and the process monitoring team will examine the thematic area in-depth and report.
State Level (SMMU)
12.
The process monitoring would identify key strategic issues based on the feedback from village, block and district level that require the attention of SMMU team. The feedback will be consolidated with necessary backing of data for changes in the implementation strategies or introduction of new methodologies and processes from the SMMU team. Regular feedback of project functioning and performance should be reported as a part of process monitoring. 
Indicative Sample
13.
The following sample is suggested for process monitoring. The SMMU may increase the sample by 5 to 10% (of the present size depending on the perceived need). The agency may suggest an alternative sample along with justification for the same.
(a) The agency is required to undertake process monitoring concurrently in sample districts and sample blocks, gram panchayats and villages as prescribed by the state Mission but reporting once in a quarter based on the sample covered. 
(b) At the beginning of each quarter, the state Mission unit will provide the details of sample size and distribution as well as thematic issues that need to be studied in depth and reported. 
(c) All districts implementing intensive strategies will be sampled but in a phased manner. In each intensive district, selected for a particular quarter, intensive blocks will be sampled. Within each sample block, the stipulated number of GPs, villages, GPLFs, CLFs, SHGs and other collectives will be subject to intensive process monitoring. 
(d) In a quarter (three months), the agency will be required to conduct process monitoring, selecting in each month sample blocks and sub-block units, but submitting reports once in a quarter based on the sample covered in the relevant quarter.
(e) Upon completion of process monitoring in each district/block/GPLF in a given quarter, the agency will be required to debrief the DMMU/BMMU/ GPLF on key findings. A template will be prescribed by the SMMU for such debriefing.
(f) A certain proportion of the blocks, GPs, villages, GPLFs, CLFs and SHGs will be revisited by the agency for studying changes over time. Such revisits will take place once in two quarters. Keeping this broad framework, the agency is required to propose an appropriate sampling plan in the technical proposal. An indicative sample of blocks and districts is furnished in the following Table-1. The final sampling plan will be developed by the agency in consultation with the OLM State Mission Management Unit (SMMU). 
Table-1

Indicative Sample of Blocks for Process Monitoring of Odisha SRLM
	Sample Unit
	Year-1
	Year-2
	Total

	
	Q1
	Q2
	Q3
	Q4
	Q5
	Q6
	Q7
	Q8
	

	Sample Districts
	6
	6
	6
	6
	6
	6
	6
	6
	24+24*

	Sample Blocks (Random)
	6
	6
	4
	4
	4
	4
	4
	4
	36

	Sample Blocks (Panel - 6 months after revisit)
	--
	--
	2
	2
	2
	2
	2
	2
	12

	Sample GPs
	12
	12
	12
	12
	12
	12
	12
	12
	96

	Sample Villages 

(and CLFs)
	24
	24
	24
	24
	24
	24
	24
	24
	192

	Sample SHGs
	96
	96
	96
	96
	96
	96
	96
	96
	768

	Sample GPLFs
	12
	12
	12
	12
	12
	12
	12
	12
	96

	Sample CLFs
	12
	12
	12
	12
	12
	12
	12
	12
	96


Notes:
* indicates cumulative number of districts including those covered in the first year.
a) Approximately one-third of the blocks sampled in the Q1 will be revisited at 6 monthly intervals. A similar approach would be adopted for revisiting the sample blocks selected in Q2, Q3...... Qn.
b) The Mission management, however, may assign any block along with the focus areas.
c) In each sample block, at least 2 GPs, 4 villages, 4 GPLFs, 16 SHGs (new and revived/ strengthened) should be covered. In addition, all frontline staff and social capital providing services in the sample areas will be covered. All sample DMMUs and BMMUs will be included in each quarterly round of process monitoring.
d) This is only an indicative minimum sample and the agency may be required to adopt a larger sample by the SMMU. 
Methods and Tools

14.
The process monitoring agency would be required to develop/ adopt and use appropriate quantitative and qualitative methods and tools. The agency would be required to use light quantitative tools such as surveys, besides a wide ranging participatory qualitative tools such as FGDs, semi-structured interviews, key informant interviews, non-participant observation, stakeholder analysis and such other participatory assessment tools. The agency may develop and use qualitative tools appropriate for each issue under examination. As part of the technical proposal, the agency would be required to indicate the potential range of methods and tools that would be used. Collection and analysis of secondary data including MIS reports, inter-Mission unit communication, office circulars, records maintained by SMMU, DMMU and BMMU, reports of frontline staff, books of accounts of SHGs, GPLFs and other community institutions etc., is integral to process monitoring. Triangulation of evidence collected from multiple sources is central to process monitoring. The evidence thrown up by MIS also needs to be examined and triangulated by the process monitoring agency. The agency would be required to use qualitative data analysis software such as atlas.ti for effective analysis of data and presentation of key findings. 
Development of Community Monitors and Process Monitoring Guide
15.
As part of process monitoring, the agency would be required to identify, train and handhold at least 60 community process monitors in coordination with the BMMUs over the two year period. The community monitors, preferably women, would be provided handholding support as part of regular process monitoring rounds. The agency would be required to develop a small process monitoring guide for the benefit of the community monitors in English/ Odiya. The guide should have implementation focus and pragmatic suggestions with live examples. It should provide Dos and Don’ts for the process monitoring, expected roles of different stakeholders i.e., blocks and district teams, community institutions etc. The guide should incorporate, but not limited to:

(i) Concept of process monitoring;
(ii) Importance of process monitoring; 

(iii) Identification of process areas and indicators; 

(iv) Methods of process monitoring; 

(v) Tools/instruments for collection of process information; 

(vi) Potential sources and levels of information; 

(vii) Methods of analysis; 

(viii) Methods of reporting/mainstreaming process monitoring findings;
(ix) Incorporation of feedback into implementation strategies and formats for reporting corrective measures etc;
(x) Training and skill requirements for undertaking process monitoring.
Short Films on Process Monitoring/Best Practices 
16.
The firm would be required to produce 2-3 short films (about 5 minutes duration) per each quarterly round of process monitoring, highlighting the best practices observed and develop knowledge products which would be of telecast quality. The SMMU would provide necessary advice to the process monitoring agency on the selection of case studies and best practices for making short films. 
Deliverables and Payment Schedule
17.
The process monitoring agency would be expected to deliver the following outputs.
	S.

No.
	Deliverables
	Period from the date of contract
	Payment Schedule

	1.
	Inception Report – The inception report should provide:
	4 weeks
	10% on signing contract.

	 a)
	Framework of process monitoring.
	
	

	 b)
	Identification of key thematic areas, processes/issues for monitoring based on inception workshop.
	
	

	 c)
	Final sampling plan and coverage.
	
	

	 d)
	Methods and tools.
	
	

	e)
	Process monitoring manual.
	
	

	2.a)
	A concept note detailing the whole framework, list of issues, processes and work plan for each quarter.
	On completion of each quarter i.e., Q1 to Q8
	10% of the total cost on completion of all deliverables i.e., 2.(a) to 2.(f) of each quarter.

	b)
	Conduct process monitoring as per the approved framework and sample plan and debrief the block and district Mission units on key findings.
	
	

	c)
	Submit brief quarterly report to each sample district covered during the quarter as per the prescribed template.
	
	

	d)
	Submit quarterly synthesis report to SMMU on all sample districts covered during the quarter, including case studies and best practices as per the prescribed template and make presentation of key findings at SMMU.
	
	

	e)
	2 to 3 audio-visual clips (about 5 minutes each) on best practices, case studies and innovations.
	
	

	f)
	Raw data from individual and group interviews, PRA reports, score cards, surveys etc., neatly filed by district/ block as required by SMMU.
	
	

	3.
	Submission of project completion report in the prescribed format.
	
	10% of the total cost.


Reporting Standards
18.
The consulting agency would be required to:

· Conform to the reporting standards, style, format, size and other such specifications as required by the project, and undertake revisions, downsizing and other changes as required. 

· A monthly report (8-10) pages shall be submitted, clearly featuring the key learning and action to be taken against each activity monitored in the sample district.
· On quarterly basis, a detailed synthesis report covering all sample districts on key processes/issues monitored and learning and action points to be submitted to SMMU.
· Each report should contain an Executive Summary, preferably in matrix format, increasing the readability of the report. 

· Along with report submission, a presentation shall be made by the Process Monitoring team with the respective groups (DMMU and SMMU) in a workshop mode to ensure that the findings are discussed and action points are agreed upon. 

· Additionally, raw data in form of interview transcripts, noted, focus group discussion and PRA reports, audio-video aids shall be submitted to SMMU with the quarterly reports. These raw data should be filed village wise, block wise for easy future reference.

Key Qualifications and Experience of the Consulting Agency and  Field Teams
19.  The consulting agency must: -

· be a registered society / trust / firm / company of repute, and have been in existence for at least 5 years;

·   have implemented / conducted monitoring and evaluation studies including process monitoring of large social development and poverty reduction projects funded by bi-lateral / multi-lateral donors or by the Government of India or state governments

· have  had a minimum turnover of Rs.1.00 crore  per year during each of the last 3 years and at least Rs.50.00 lakhs of this must have accrued from M&E studies;

· be willing to subject itself to the quality control measures and regulations that would be prescribed by OLM.


The key members of the process monitoring team for the Consulting firm should include:

Team Leader 
20.  
A Team Leader with a proven track record in anchoring / conducting monitoring and evaluation/process monitoring of rural development/ livelihoods projects/ programmes. He/she should be post-graduate in rural management/ economics/ social work/ social science from a reputed university with 12-15 years of experience in rural development of which at least 7 years should have been in field based monitoring and evaluation of rural development/livelihoods projects including process monitoring. A Ph.D. in the relevant subject is a desirable qualification. Experience in monitoring and evaluation of large scale rural development projects/CBO projects of the central/state governments would be preferred.
Co-Team Leader
21.
A Co-Team Leader with a proven track record in anchoring / conducting monitoring and evaluation/process monitoring of rural development/livelihoods projects/ programmes. He/she should be post-graduate in rural management/ economics/ social work/ social science from a reputed university with 10 years of experience in rural development of which at least 5 years should have been in field based monitoring and evaluation of rural development/livelihoods projects including process monitoring. A Ph.D. in the relevant subject is a desirable qualification. Experience in monitoring and evaluation of large scale rural development projects/CBO projects of the central/state governments would be preferred.
Team Members/Process Monitors (6)
22.
Post-Graduates in rural management / economics/social work/ social science with at least 7 years of experience in rural development / livelihoods projects, of which at least 4 years of hands on experience in monitoring and evaluation including process monitoring. Should be well acquainted with the methodology of community institutional development, participate research, monitoring and evaluation methods and tools. Prior work experience in monitoring and evaluation of large scale rural development projects implemented by the GoI and state governments would be preferred. Team members must have quantitative and qualitative data compilation, analysis and reporting skills.
System Analyst (1)
23.
A Graduate/Post-Graduate in IT/MCA with about 5 years experience in managing quantitative and qualitative data sets, analysis of data using software such as SPSS, SAS, Stata and Atlas.ti.

Location of the Teams
24.
The process monitoring agency would be required to locate its central office in Bhubaneswar. The agency would be require to deploy two teams in parallel covering the agreed sample districts, blocks, GPLFs, villages and CBOs in each quarter. The two teams would be headed by the Team Leader and the Co-Team Leader and each team would include three team members/process monitors. The agency may deploy one team outside Bhubaneswar in a divisional headquarter town to facilitate easy outreach. Both the teams would adopt the same methodology and sample plan and common reporting templates. The agency may interchange the teams for each quarter or once in six months to ensure objectivity. The services of analyst would be shared by both the teams. The team leader would be primarily responsible for all deliverables as per the agreed timeline.
Review Committee
25.
A technical review committee comprising both internal team and external experts under the direction of State Mission Director shall be responsible for reviewing and monitoring the work of the firm organisation.  The committee may also seek comments and inputs regarding the firm work from NMMU M&E team and other experts as appropriate.
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