DRAFT Terms of Reference for an Internally Commissioned External Review (ICER) 

on the

Information and Communication Technology Services provided to the International Livestock Research Institute (ILRI) and the World Agroforestry Centre (ICRAF) 


Background

Information and Communication Technology Services are provided by Information Technology Services (ITS) at ILRI and the Information Technology Unit (ITU) at ICRAF. For this document the term ICT services will imply the services provided by both Units.

ICT Services aim to create an ICT environment with infrastructure, connectivity, support and systems provided to international standards. Thus, enabling the researchers and managers to carry out their work effectively and to communicate and collaborate with colleagues and peers on equal terms wherever they are located in the world.

Since 2001 ILRI and ICRAF have shared the position of IT Manager. This has led to the linking the networks at the 3 principal sites, sharing of infrastructure in Nairobi, establishment of a common ICT strategy and policies and greater collaboration between the staff working for the two organisations. We now want to take this a step further to create a single ICT Unit that will provide ICT support and services to managers and researchers of both organisations and be in a position to provide support to CG Offices in the East and Southern Africa region.
ILRI has two principal sites, one in Nairobi Kenya and a second in Addis Ababa Ethiopia. ICRAF HQ is in Nairobi Kenya and there are six regional offices of varying size that co-locate with other CG Centres working in the region. In Nairobi there are almost 500 computer users at ILRI and over 400 users on the ICRAF campus, while in Ethiopia there are about 300 users. Each principal site has a number of organisations hosted on their premises that share the ICT resources.

ILRI has a small number of field offices around the world that in nearly every case are hosted by other CG Centres or international organisations. The hosts provide the core ICT infrastructure and support to these offices. ICRAF however has large number of country and project offices, these are often co-located with other CG Centres but are often very small and receive little if any local ICT support. 
The appointment of a Chief Information Officer (CIO) for the CGIAR has helped to organise and coordinate the IT community to work closer together, leading to cost savings from bulk purchases and centralised negotiations, improved sharing of information and implementation of system wide projects. One of the system wide projects has been the implementation of an Active Directory structure at the 15 CGIAR Centres. We are working towards creating an organisation without boundaries, where resources wherever they are located can be easily accessed and shared. Linking the Centres’ networks has led to a need for greater security at all the Centres to protect resources. 
A particular challenge in East Africa is internet connectivity. Access to the internet in this region is via satellite, cross border links are almost non-existent and the regulatory environment has been restricted, although this is changing rapidly especially in Kenya.

Terms of Reference (TOR) of the ICER

Over recent years the demands for more specialised IT systems, cheap but high quality communication tools, greater storage and reliable, fast internet connectivity has increased dramatically. It is with this in mind that the ILRI and ICRAF management has commissioned an external review of their ICT services to ensure that the infrastructure and human resources are capable of providing the services and support that research and management require in the mid to long-term future.


The purpose of the ICER is to provide recommendations and suggestions to the ILRI and ICRAF Director Generals on how ICT services should develop its infrastructure, human resource skills and capacity to meet the organisations future ICT needs. 
The areas of ILRI and ICRAF’s ICT service and support functions to be reviewed include:

1. Network design and equipment configuration

2. Appropriateness of infrastructure

3. Internet connectivity

4. Security and business continuity planning

5. ICT support functions

6. Convergence/Integration between ILRI and ICRAF

The terms of reference for the review were as follows:

· Define ILRI and ICRAF’s ICT needs for the components (1-6) to support ILRI and ICRAF’s research, management and supporting activities? This includes a background needs assessment for ILRI and ICRAF and a review of the network infrastructure conducted by the Centres for the review panel.

· Evaluate the effectiveness of the ICT services to provide timely and effective support services to staff in the three principal campuses and regional offices. This includes a background customer satisfaction survey for the Centres conducted by ILRI and ICRAF for the review panel.

· State the skills, capacity and organisational structure recommended for an integrated ILRI-ICRAF ICT Unit. Describe the preferred method to implement an integrated unit indicating the governance and institutional policies and practices that need to be put in place for optimal implementation.
· Advise on opportunities and the role an ILRI-ICRAF to support CGIAR Offices in the East and Southern Africa region.

Process and Outputs from the ICER
The ICER of ILRI and ICRAF ICT services will be conducted according to the procedures that ILRI has developed for the conduct of ICER's. The steps that will be followed include:

· Management to prepare ICER Terms of Reference for discussion and approval by the Management Committee (MC/SLT).

· Management to propose a panel of experts to conduct the ICER. The names are for discussion and approval by the MC/SLT.

· Management to contract panel members, arrange for logistics
and provide background material to the review team

· The Review team will produce a report and recommendations to the Director Generals.

· Management will draft response and send the report and response to the Director Generals.

· The Director Generals will approve the report and the Centres’ response.

  
Background Material

· ILRI Strategy to 2010.
· ICRAF Strategy to 2010

· ILRI ICRAF ICT Strategy

· ILRI Internal audit report on Risks and Controls 2005

· ICRAF Internal audit report on Risks and Controls 2005
· Convergence of support services of ILRI and ICRAF

· ESBC Project Security Review

· KENET Review of external network design
· Survey of current IT support capabilities
· Survey of future ICT needs in ILRI and ICRAF
Other background documents are available to the review team including ILRI and ICRAF’s Annual Operational Budgets. The team will also need to consult with ILRI and ICRAF HQ staff, and regional staff, management, hosted organisations and service providers, to incorporate their plans and priorities in the deliberations.

     Review Team and Timing Composition
It is proposed that a three-person team undertake this assignment, one of which will be the team leader.
· IT Manager from a Research Organisation with experience of the CGIAR. 

· IT infrastructure specialist with in depth knowledge of the East African ICT environment

· A manager with experience of a managing ICT projects, services and support teams in multiple locations 
Timing: 10 days – 5th to 15th November 2006

ILRI ICRAF ICT ICER - Suggested Budget and Itinerary

There will be 3 members of the ICER panel. One will be based in East Africa (probably Kenya), one from a CG Centre (Asia or America) and one from a research/development organisation (possibly Europe).

During the visit we are planning 2 full working days on each of the 3 campuses to talk to staff, management and hosted organisations. Another day would be taken up in Kenya and Ethiopia talking with service providers, collaborators and similar organisations. We expect the Leader of the team to spend 1 day planning the ICER before arriving at ILRI and two days after the visit writing the report. We also provided for 2 days writing during the visit.

Sunday
– Arrive at ILRI Kenya

Monday & Tuesday
– Work at ILRI

Wednesday & Thursday
– Work at ICRAF

Friday
– Visits to service providers, collaborators etc (this may by mixed in with the other days)

Saturday
– Writing

Sunday
- Travel to Ethiopia

Monday & Tuesday
– Work at ILRI Ethiopia and visiting service providers

Wednesday
- Writing 

Thursday
- Return home.

	Consultants Costs
	No.
	Cost USD
	Total

	Consultants fee (leader)
	14
	600
	8400

	Consultants fee (Kenyan)
	11
	500
	5500

	Consultants fee (CGIAR)
	11
	500
	5500

	flight+visa+transfers (leader, assume Europe or Africa)
	1
	1650
	1650

	flight+visa+transfers (CGIAR, assume Asia or Americas)
	1
	3150
	3150

	Total Consultants
	
	
	24200

	
	
	
	

	Kenya visit
	
	
	

	accommodation
	14
	60
	840

	daily allowance
	21
	35
	735

	refreshments (tea, coffee, water)
	1
	100
	100

	office supplies (printing, paper, pens etc)
	1
	50
	50

	communication (telephone calls)
	1
	50
	50

	Transport (ILRI to ICRAF, visit service providers)
	1
	100
	100

	Miscellaneous costs
	1
	450
	345

	Total Kenya
	
	
	2220

	
	
	
	

	Ethiopia
	
	
	

	accommodation
	12
	50
	600

	daily allowance
	12
	25
	300

	flight
	3
	450
	1350

	visas
	2
	50
	100

	airport transfers
	3
	30
	90

	refreshments (tea, coffee, water)
	1
	30
	30

	office supplies (printing, paper, pens etc)
	1
	30
	30

	communication (telephone calls)
	1
	50
	50

	Transport (visit service providers)
	1
	30
	30

	Total Ethiopia
	
	
	2580

	Grand Total
	
	
	29000


1

