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“SOLUTION EXCHANGE OUTREACH” PROPOSAL (2008-2012)
This paper details “Solution Exchange Outreach”, the arrangement proposed for implementing Outputs 3, 4 and 6 of the Solution Exchange Business Plan, 2008-2012, namely, establishing up to 50 in-country networks or UN Country Team Solution Exchanges, the global knowledge repository connecting them, and achieving recognition of Solution Exchange as a new business line for the UN’s work in development cooperation.
A.  THE CONTEXT
Solution Exchange was conceived by the UN Country Team in India in mid-2004 as a knowledge-sharing initiative for development practitioners country-wide.  $2.5 million was mobilized from DFID, SDC and the UNDG Office, and the project commenced with the arrival of the Adviser in January 2005.  The initiative was branded as “Solution Exchange” and operations were launched in April 2005.

Basically, Solution Exchange is enabling those responsible for achieving India’s development goals to leverage the collective knowledge, experience, passion and energies of the entire spectrum of front-line development workers, empowering them and producing more rapid, more sustainable and more cost-effective impact towards eradicating poverty and attaining the Millennium Development Goals. 

Solution Exchange is based on an alternative vision for achieving the Millennium Development Goals – we don’t need more money; we have only to make better use of what we already know.  Solution Exchange India is demonstrating how this can work – it is a United Nations platform where development actors from Government, NGOs, private sector, donors and academia come together as “Communities of Practice” around themes relating to the eight Millennium Development Goals, such as halting the spread of HIV/AIDS, providing universal primary education, promoting employment etc.  Each of these Communities – currently eleven, expanding to fourteen – brings development workers together, both virtually through a mailgroup and through face-to-face interaction, towards the common objective of problem-solving.  Solution Exchange’s business model channels the collaborative energy of a Community of Practice into a service providing “knowledge on demand” – practical advice, ideas and resources that members can put to immediate use to help them face their individual and collective challenges.  The convening power of the relevant United Nations Agencies provides an impartial platform for stakeholders from all the country’s organizations and regions to connect, share and collaborate.
Since beginning in April 2005, membership in Solution Exchange Communities has grown at around 80 members a week from across India and elsewhere, and stood at over 12,000 by the end of 2007.  Over 540 “Consolidated Replies” – comprehensive briefs responding to member queries – have been produced.  Impact has been achieved on influencing outcomes ranging from increasing the nutrition content of the national school feeding programme, to combining IT-based Common Service Centers with Post Offices, to introducing policies promoting inclusion of women in technical fields.   The sustainability of the effort was established in January 2008, at the end of the three-year development phase, with Solution Exchange incorporated into the 2008-2012 UNDAF, under Outcome 1, which focuses on reducing disparities and enhancing opportunities for disadvantaged groups by strengthening policy frameworks and implementation capacities of large scale state and national programmes
The success of Solution Exchange has attracted the attention of some of the government agencies and other organizations responsible for implementing these state-sponsored programmes.  Taking advantage of the unique expertise and experience built up by the Solution Exchange staff, several agencies have formally applied to Solution Exchange for technical support and guidance to establish their own networks for promoting knowledge-sharing and collaboration among the professionals charged with carrying them out.  For example, among the many requests received so far, the Ministry of Rural Development, the nodal agency responsible for the National Employment Guarantee Scheme, asked for support to connect the participating District Collectors.  The Tribal Development Department of Gujarat asked for help in creating a network of persons responsible for the Minister’s “Ten Point Programme” for Tribal Development.  And the Ministry of Panchayati Raj, responsible for the Backward Regions Grant Fund, requested support to connect the participating Panchayat authorities.  The authorities requesting this support have appreciated the value of knowledge sharing and collaboration to help ensure the success of their programmes, and have also recognized the ability of the Solution Exchange team to offer guidance and support in helping them create their own networks.

Additionally, UN Country Teams in several other countries have shown interest in replicating Solution Exchange, and in 2006 work began on adapting the Solution Exchange concept to other country situations.  So far missions have been fielded to six countries – Bhutan, Laos, Mongolia, Indonesia (Aceh and Nias Province), Thailand and Ethiopia.  Bhutan started operations in March 2007 with one Community using a limited amount of funds (from the Regional Center in Colombo).  By year end it had 500 members and had issued 9 Consolidated Replies, summarizing responses from 23% of the members on topics such as ways to increase political representation from women, promoting cultural and creative industries, and lessons learned in providing basic services.  Thailand has begun with UNFPA commissioning a pilot for an AIDS Community that was reviewed after three query-consolidated reply threads around the topic of young people and AIDS, and will now be extended.  Ethiopia is organizing for three Communities – in Food Security, Education, and AIDS, and the moderation team came to Delhi for training in February 2007.  The remaining Solution Exchange proposals have stalled due to the lack of available financing for UN Country Team initiatives, plus the fact that it is a new concept untested in their unique country contexts.  Meanwhile a growing number of new inquiries are being received as the reputation of Solution Exchange spreads, but financing continues to be a constraint.  So while interest has been generated for these Solution Exchange efforts, the absence of identified funding sources has hindered start-up.

B.  THE RATIONALE FOR “SOLUTION EXCHANGE OUTREACH”
To take advantage of the interest expressed in extending the concept to other countries and agencies, UNDP’s Bureau for Development Policy, an early adopter of knowledge-sharing networks within the UN system, has incorporated Solution Exchange into its wider programme for promoting knowledge management within the organization and with the UN System generally.  The “KM Roadmap” earmarked resources for the Solution Exchange Adviser for two years from April 2008.  Under this position the Adviser would be responsible for scaling up the India initiative to other Country Teams and to build linkages between country, regional and global knowledge-sharing networks.   
Support to requesting agencies at both national and global levels was already foreseen in the Solution Exchange Business Plan for 2008-2012, prepared in mid 2007.  It was reflected in three of the Business Plan Outputs, to be produced over the five years of the Plan period:
· Output 3: At least fifty in-country knowledge-sharing networks and other UN Country Team Solution Exchanges are introduced   
· Output 4: The “Knowledge Repository” connects Solution Exchanges globally, for storing and accessing all the knowledge products generated
· Output 6: Solution Exchange gains recognition as a promising new business line for the UN’s work in development cooperation

The three other Business Plan outputs focused exclusively on the work of the Solution Exchange India Communities:

· Output 1: At least fourteen Solution Exchange Communities in India continue to grow and thrive, producing value-added benefits to their members

· Output 2: Solution Exchange-brokered “Action Groups” result in at least three major development outcomes per Community annually.

· Output 5: Solution Exchange becomes one of the standard operating modalities to support the UN Development Assistance Framework for India
In order to better reflect the separation between the outreach effort and the Solution Exchange India Communities, the two efforts are being carried out under separate arrangements – “Solution Exchange Outreach” (or “SE Outreach”) and “Solution Exchange India” (“SE India”), with each having separate organizational and management arrangements and budgets.  Specifically, SE Outreach is being created as a new project that will encompass the existing efforts under Business Plan Outputs 3, 4 and 6.  

Dividing the Solution Exchange Business Plan into two would enable SE India to concentrate on the priorities and needs of the members of its current and planned Communities, and leave SE Outreach open to extend the scope of the effort into new areas of opportunity.   Also, bringing this aspect of Solution Exchange under the KM Roadmap would link it to ongoing BDP efforts promoting knowledge networks among UN Agencies, and facilitate the attainment of these Business Plan Outputs.
C.  TRANSITION AND TIME FRAME
Solution Exchange Outreach is currently in a 6-month transition phase, from January through the end of June 2008.  Over this period, the handover of operations from the Adviser to the National Coordinator is being completed, new operational arrangements are being developed, the pending systems development work is being finalized, and resources for the future project are being mobilized:

· Handover to the National Coordinator.   As of April the Coordinator completed his first year on the job, and the full responsibility for SE India was handed over.  A new Terms of Reference was developed for the Adviser focusing exclusively on outreach.  The Adviser moved office and discontinued involvement in coordination tasks.  An End-of-Assignment Report is under preparation.
· Operational arrangements.  A separate accounting framework was set up for Solution Exchange Outreach, and a new project number assigned.  Time of selected staff was being arranged on a cost-recovery basis for systems development and for support to ongoing outreach efforts (Bhutan, Thailand, NREGA, and the Tribal Empowerment Network)

· Finalizing systems development work.  The Adviser and a small Solution Exchange India team (delegated part-time) concentrated on getting the website and knowledge repository operational.  The contractors engaged for this assignment were unable to produce timely results, and efforts are now continuing through the transition period.  UNDP’s Office of Information Services and Technology assigned a technical specialist to provide quality assurance.
· Mobilizing resources.  An SDC “bridging” contribution financed the Adviser through March 2008, and BDP financed him from April.  The SDC contribution also funded systems development work, and BDP allocated funds for the Adviser’s travel for resource mobilization and outreach purposes.

Beginning from July 2008, the new project will be fully incorporated into the UNDP KM Roadmap, and will rely on resources mobilized globally.  July therefore marks the beginning of full-scale Outreach operations that, in keeping with the Solution Exchange Business Plan, is being programmed for the remainder of the 2008-2012 period, or 4½ years.
D.  “SOLUTION EXCHAGE OUTREACH” OUTPUTS AND ACTIVITIES
(new) Output 1:  At least fifty in-country knowledge-sharing networks and other UN Country Team Solution Exchanges.   Based on interest expressed by UN Agencies, UN Country Teams, managers of UN Regional Programmes and other forums, and of national development programmes, the Outreach Unit would provide a support package designed to first establish the scope of the effort and then to provide technical assistance to a pilot start-up operation.  Each package is a pre-set arrangement, where for a fixed cost of $27,000 Solution Exchange Outreach would deliver the systems and guidelines, provide 22 person-days of hands-on training plus 15 person-days of virtual advice over a six-month period.  The pilot phase should be sufficient to both test the approach in the local context and attract the interest of local donors.  If the effort continues a second package of support, costing $12,500, would be available to help introduce more Community-Building products and processes, such as the Visioning Workshop, Regional meetings, and others.

This package of support from Solution Exchange Outreach would be in addition to the funding required for running the Communities, estimated at $30,000 for the initial pilot, and at $100,000 per Community per year for a full-scale operation.  To facilitate adoption by UN Country Teams, the project would include up to $100,000 for direct start-up support for qualifying UN Country Teams, which would enable start-ups to maintain operations pending finalization of local financial support arrangements.  The Adviser would also follow through on existing resource mobilization proposals for making funds available from Regional or Global programmes and forums to UN Country Teams.  With this additional support, the contribution from a UN Country Team would be limited to $17,000 per Community for the six-month pilot and, if successful, $22,000 for the remainder of the first year.
Using this approach, it is estimated that approximately five in-country networks and five UN Country Team Solution Exchanges could start up by the end of 2008.  Beyond 2008 the number of new networks or Communities would be determined based on the results of the initial efforts; however the present plan is for at least ten UNCT Communities per year, plus an undetermined number of in-country networks.  Annex 1 provides the full breakdown of these cost estimates.  
(new) Output 2: An Implementation Package suitable for replicating Solution Exchange.  An important condition for successfully multiplying Solution Exchange is that the underlying systems and processes should be incorporated into a documented set of rules, guidelines and procedures to facilitate adoption by others.  This model is comparable to a “franchise” approach, with detailed and tested preset standards making it easy to get networks and Communities up and running with a minimum of technical support and guidance.  To this end, the conceptual work done over the three year development phase has identified the elements of an “Implementation Package” to be provided by the staff of SE Outreach to interested UN Country Teams.  Under this Output, these elements would be fully documented as rules, guidelines and training manuals and, along with supporting materials – instructional videos, written assignments, etc., consolidated into the implementation package that would serve as the basis for the outreach work.  The documentation effort would also include establishing graded levels of competence in Solution Exchange processes, suitable for introducing a certification process that could be used to identify trainers and mentors.
The bulk of this work would be done early in the project, within the first six months; subsequent efforts would go into introducing them through the training package and keeping them updated with the latest adaptations and introduction of new material.
(new) Output 3: A “Knowledge Repository” connecting Solution Exchanges globally.  Solution Exchange knowledge products are produced according to a standard that enables all Communities and networks to maintain them in a single global repository, which can be searched across networks and countries.  Over the development phase of Solution Exchange work was initiated to build the Knowledge Repository and corresponding website, but was not completed within the three years and had to be extended.  The effort was carried out by a team of Solution Exchange staff and a contractor provided by NASSCOM Foundation.   The work has continued, supported by a supplementary SDC contribution, over the January-June 2008 period under the “bridging” arrangement.  Current estimates are to complete the initial work over this transition phase, and to use the remainder of 2008 for testing and improving it, and for adding additional features that would facilitate its expansion globally.
(new) Output 4: Solution Exchange gains recognition as a new UN business line.  In the Development Phase the promotion of Solution Exchange concentrated on sharpening it as a branded service of the UN Country Team, and producing communication materials that could be disseminated for presentations.  In a more direct vein, Solution Exchange’s visibility and potential significance as a “business line” of the UN system made significant gains over the development phase.  An assignment carried out for the Asia Pacific Regional Directors Team resulted in a proposal to build regional knowledge networks linked to Solution Exchanges at the country level.  At the global level the connection between UNDP’s global knowledge networks has remained close, with several cross-postings.  
For Solution Exchange Outreach, efforts now have to be made on refining the communications material and adapting it to a global audience.  In addition, this Output would also result in an operational framework for establishing links between Country Solution Exchanges and Regional and Global UN agency knowledge networks.  This would be developed by the Adviser working with UNDP New York’s Facilitation Teams and interested UN Agencies in identified thematic areas of interest.
(new) Output 5: Solution Exchange Outreach is effectively managed.  To address operations management a new Output would be included.  Implementation of SE Outreach will be done through an Outreach Unit located initially in Delhi but separate from SE India.  Details of this responsibility are covered in the section below.
E.  IMPLEMENTATION AND MANAGEMENT ARRANGEMENTS
The Outreach Unit would organize and implement the SE Outreach business model.  This business model would reflect the networking approach – as more Communities are established and Solution Exchange grows, all the moderation teams (and past team members) would join an international Community of Practice for Solution Exchange professionals.   The Community would share experiences, help each other address challenges faced and collaborate on new product development.  A core roster of “master trainers” would be created, based on the development of a set of certification criteria, who would be made available to guide and support start-up efforts in new countries or agencies.  A similar Community for Solution Exchange mailgroup and website administrators would be established, to share experiences, train new entrants on the IT application platforms, troubleshoot each others’ problems, and collaborate on upgrades and new releases.
The composition of the Outreach Unit is based on this model.  A staff of six is foreseen:
· Solution Exchange Adviser, to provide the methodological guidance and continued leadership of the overall effort, including 

· Lead adviser for outreach work, identifying new opportunities for establishing Communities and knowledge networks and preparing start-up pilot proposals (Output 1)
· Content specialist for the documentation and certification work (Output 2), and for the knowledge repository work (Output 3)

· Spokesperson for Solution Exchange in communications and resource mobilization activities; convener of the Solution Exchange Professional CoPs (Output 4)

· Overall supervisor of the Solution Exchange Outreach Unit staff (Output 5)
· Senior Outreach Coordinator, to coordinate outreach assignments, support systems development and manage day-to-day operations for the Outreach Unit, including

· Maintaining the roster of Solution Exchange professionals eligible for outreach assignments, working with interested clients to select the most appropriate team, monitoring progress of the support work and evaluating consultant performance (Output 1)
· Point-of-Contact for all systems development work, supervising contractors and providing substantive inputs based on user experience (Output 3)

· Day-to-day manager of Outreach Unit operations (Output 5)

· Documentation and Training Specialist, to direct all process documentation work and organize on-site training for moderation teams, including

· Running the on-site training programmes for Solution Exchange teams, and acting as primary resource person on key training modules (Output 1)

· Point-of-Contact for all documentation work, supervising contractors and providing substantive inputs based on user experience; maintaining and continually updating all documentation and training materials, including examples and written assignments (Output 2) 

· Associate Outreach Coordinator, to provide support to the Senior Outreach Coordinator and user guidance for Solution Exchange products and services, including
· Primary resource person for organizing face-to-face Solution Exchange events - Annual Forums; Regional Workshops; monitoring and contributing virtual advisory support to clients; tracking consultant time; monitoring progress and evaluating performance; providing support to the Senior Outreach Coordinator for other outreach tasks (Output 1)
· Supporting the Senior Outreach Coordinator with day-to-day Unit operations (Output 5)

· Communications Specialist, to develop and promote and to mobilize resources for Solution Exchange and knowledge-sharing networks, including
· Point-of-Contact for all communications and resource mobilization assignments, supervising Communications contractors and providing substantive inputs based on user experience; designing promotional materials; maintaining the brand book and branding specifications; maintaining the global website; pursuing contacts with potential financial sponsors (Output 4)
· IT systems and Office Administrator, to maintain the IT applications and carry out the unit’s administrative responsibilities, including
· Providing technical advice and support to Outreach clients for setting up mailgroups and website applications (Output 1)
· Providing technical advice and support to systems development work (Output 3)
· Day-to-day manager for the Outreach Unit’s IT applications; Point-of-Contact for server hosting facilities (Output 5)

· Providing administrative support for all Outreach Unit tasks, including maintaining work plans and budgets, processing payments and producing the data needed for progress and performance reports (Output 5)

Oversight and Management Arrangements.  The project is authorized as a component of the KM Roadmap programme implemented by UNDP’s Bureau for Development Policy.  As such, it would work under the overall direction of the BDP Knowledge Management Adviser responsible for the KM Roadmap.  It would report through him to the Project Board identified for that programme, and follow the oversight and reporting arrangements spelled out.
The Solution Exchange Adviser would have overall responsibility for project operations and oversight of the Outreach Unit staff.  He would work under the primary supervision of the BDP KM Adviser, and with the Resident Coordinator of UNCT India in a matrix reporting relationship to be worked out between them.  A procedure for reporting on performance and progress would be developed by the BDP KM Adviser, in consultation with the UN Resident Coordinator.  Reports to both would be prepared as required.
The Outreach Unit would be located in New Delhi, at least for the initial project period, given that Solution Exchange India is the farthest advanced conceptually, has the most experienced talent, and would be the primary source for the moderation teams to provide technical advice to other country teams.  Once the concept is spread more widely and the International CoP for Solution Exchange Professionals has more global talent to draw on, the location for the Outreach Unit could be relocated if it is decided to do so.

F.  INPUTS AND ESTIMATED BUDGETS 
	                                                  Budget ($’000):
Inputs:
	2008

6 mos
	2009
	2010
	2011
	2012
	Total

	1.  Solution Exchange Outreach Unit

· Staff costs

· Solution Exchange Adviser

· Senior Outreach Coordinator

· Documentation & Training Specialist

· Associate Outreach Coordinator

· Communications Specialist

· IT systems & Office Administrator

· Travel (excluding country support)

· Office costs

· Facilities

· Equipment

· Material, including communications material

· Miscellaneous (7%)

Total: 
	120

72

48

48

(JPO)

10

25

15

20

 5

25

388
	240

144

96

96

-

20

60
30
5

10

49

750
	240

144

96

96

-

20

60
30

5

10

49

750
	240

144

96

96

-

20

60
30

5

10

49

750
	240

144

96

96

-

20

60
30

5

10

49

750
	1,080

648

432

432

-

90

265
135

40

45

221
3,388

	2.  Contracted assignments

· IT Systems development

· Hardware (server hosting & maintenance

· Documentation package

· Communications

· Additional/contingency (7%)

Total:
	80

30

25

10

10
155
	60

30

10

5
7
112
	10

30

10

5
4

59
	10

30

10

5

4

59
	10

30

10

3
4

57
	170

150

65

28
29
442

	3.  Country Support: Financing (cost breakdown attached)

· Reconnaissance; Reviews (Adviser’s travel) @3,000

· Start-up support package (excl. UNCT contribution) @ 40,000

· Main phase support package (excl. UNCT contribution) @ 60,000

Total:
	5 pilots

5 =  15

5= 200

----

215
	12 pilots;

5main ph

17=    51

12=  480

5=  300

831
	12 pilots;

12main ph

24=      72

12=   480

12=   720

1,272
	11 pilots;

12main ph

23=      69

11=   440

12=   720

1,229
	10 pilots;

11main ph

21=      63

10=    400

11=    660

1,123
	50 pilots;

40main ph

90=     270

50=  2,000

40=  2,400

4,670

	Grand Total:
	758
	1,693
	2,081
	2,038
	1,930
	8,500

	Rounded grand total:
	750
	1,750
	2,000
	2,000
	2,000
	8,500


ANNEX 1: COST BREAKDOWN FOR SETTING UP COUNTRY SOLUTION EXCHANGES
The cost breakdown, below, covers the first-year total costs for one Community: a 6-month pilot and an additional 6 months into the main phase.  If UN Country Teams opt for multiple Communities the estimates would change, but this could be adjusted as the project proceeds.
The project would also support in-country knowledge networks, but these would be charged at a full cost-recovery basis, both for staff time, consultant time, and travel, at no additional cost to the project.

A.  Basic Cost Estimates

1.  One Solution Exchange Community – operating cost for one year
· Moderation team (Moderator; Research Associate)




           $ 50,000

· Resource Group meetings (2 @ $2,500)





                5,000

· Moderation team event participation (strategic recruitment)



                5,000

· Annual Forum (face-to-face Community meeting~100 members)


              25,000

· Seed money for small-group collaboration (“Action Groups”)



              10,000

· Publicity material; miscellaneous expenses





                5,000

           Total:   $100,000

2.  Technical support from Solution Exchange Outreach – six-month pilot
· Reconnaissance mission, Adviser  – travel; DSA




             $ 2,800
4 days on site to identify Community/ies and prepare proposal; 1 day reporting

· Preparatory groundwork, Senior Outreach Coordinator – travel, DSA


                2,600
3 days on site for candidate interviews; requirements briefing; identifying support and IT needs
· Pre-service orientation training – Trainer (travel, DSA); contracted Moderator and Research Associate (fee, travel, DSA)







              10,600
4 days on site – orientation training for moderators and other interested UN Agency staff
· Launch/on-job training – contracted Moderator and Research Associate (fee, travel, DSA)        8,500
5 days on site – technical support with initial query formulation, moderation, responses

· Virtual support – Outreach staff (no charge); contracted Moderator & Research Associate (fee) 2,500
5 days off-site for Outreach Unit staff; 10 days for contracted team over six months
· Miscellaneous expenses; 7%overhead





                2,000
Total:                $30,000

3.  Technical support from Solution Exchange Outreach – continuing first year support
· Review Mission, Adviser  – travel; DSA





             $ 2,500

3 days on site to review performance and prepare continuation proposal; 1 day reporting

· Event facilitation training:







              11,500
3 days off-site to help with organization – Outreach Unit staff (no charge)

5 days on-site to organize event - Associate Coordinator (travel, DSA), contracted Moderator & Research Associate (fee, travel, DSA)
· Miscellaneous expenses; 7%overhead




   
                1,000










Total:                $15,000
B.  Calculations for Proposed Cost Contribution from the Project:

1.  Estimated cost for initial pilot phase (6 months)

· Start-up Operating Costs:







            $30,000
· Moderation team, 6 months 





 $  25,000

· Resource Group meeting




 
       2,500

· Strategic recruitment





 
       2,000

· Miscellaneous






          500

· Technical support from SE Outreach:





            $30,000












Total:   $60,000
Contributions to costs

· SE Outreach Project budget for promoting Solution Exchange:

$     3,000


Tickets and DSA for Adviser’s Reconnaissance mission


· Resources raised by the Country Team (one Community)


     17,000

UNCT’s “investment”; would be more for multiple Communities
· Resources contributed from donor sponsors



 
     40,000
Matching UNCT’s contribution plus cost of Technical Support
2.  Estimated cost for continuing first year support (6 months)

· Continuing operations:







            $70,000
· Moderation team, 6 months





 $  25,000

· Resource Group meeting





       2,500

· Strategic recruitment






       3,000

· Publicity material, miscellaneous




       3,000

· Annual Forum






     25,000

· Seed money for “Action Groups”




     10,000

· Publicity material; miscellaneous expenses    



       4,500

· Technical support from SE Outreach:





            $15,000










             Total:   $85,000
Contributions to costs

· SE Outreach Project budget for promoting Solution Exchange:

$     3,000


Tickets and DSA for Adviser Review missions


· Resources raised by the Country Team (per Community)


     22,000
Continuing investment from UNCT
· Resources contributed from donor sponsors




     60,000 

As a “bridging” contribution pending local resource mobilization
PAGE  
5

