


Project Document

UNDP IRAN Knowledge Services Project 

Project Scope

UNDP Iran’s niche, comparative advantages, and overall business strategy were further highlighted and solidified throughout the Change Management process
, providing justification for increased attention to the provision of knowledge services. An initial analysis indicated that there are several knowledge services and select capacity building initiatives which are in high demand and for which the office may have a high capacity to deliver. It was noted that the pool of expertise and knowledge within UNDP Iran is being presently utilized for the supervision of the implementation of ongoing projects as well as for pipeline management. In order to enhance the synergies between programme areas for more integration as well as to create an innovative market of knowledge services, it has been proposed that a Knowledge Center virtual team should be established in the form of a project. 

The ultimate objective is to better position the UNDP Country Office as a reliable provider of knowledge services to a wide spectrum of national clients. Such services may be categorized in a set of Knowledge Service Types as follows:
· Capacity development services including fixed and tailor-made training workshops to national/regional clients;

· Provision of strategic-level advice to national decision-making processes in the field of development;

· Documentation and demonstration of best practices, methods and techniques in the areas of focus;

· Project development services including development of project documents, etc.; 

· Organising studies/surveys requested by clients; 

· Monitoring and evaluation services for development projects under implementation by client entities;

· Project implementation troubleshooting and adivce; 

· Expert referrals, provision of terms of reference for various consultancy services; and

· Other services.
The Knowledge Project would seek to use in-house capacities of the Country Office. Up to 40% of the time of Programme Officers will be dedicated to the provision of knowledge services under this project. 

While the success of the Knowledge Centre in mobilizing resources and generating tangible projects will determine the growth of this project into a more substantial and fixed team structure, it is important to emphasize that a complementary programme implementation team must be successful as well to warrant increased investments in the Knowledge Center. To that end the following needs to be satisfied:

· The programme implementation team is not only delivering results in accordance with the office vision and strategic plan, but operating as a center of sound and highly professional project management practices;

· Sufficient capacity building combined with strong supervision and substantive delegation enables Programme Assistants to effectively focus on project management; and

· Improvements in the job satisfaction of Programme Officers and Programme Assistants as well as a duly realigned office structure. 

Project Objective
Within the context of the change process undertaken by the UNDP Country Office in Iran towards it intended long-term vision, the overall objective of this project is to assess the ways and means for the UNDP Country Office in Iran to become a major provider of knowledge services to national [and regional] clients, thus help achieving the said vision as stipulated in the following statement: 

“As a trusted development partner, UNDP Iran will provide knowledge management and technical advisory services to build national capacity for good governance and sustainable human development.”
Within that context, this project provides a vehicle to: 

· Generate and disseminate knowledge in the areas where UNDP has a mandate and comparative advantage;

· Enhance synergies among programme units to meet UN Reform and Office Change Management requirements;

· Improve overall delivery and income; 

· Maintain a healthy pipeline of projects; and

· Design and deliver innovative initiatives within UNDP service lines.

As such, the project objective is twofold to built internal and external capacities for the sound provision of knowledge services to clients.

Management Arrangements

The following management structure is proposed to conduct project activities:

· Project Board: Senior Executive (Deputy Resident Representative), Senior Supplier (Operations Manager), Senior User (one of cluster head Programme Officers)

· Project Manager: To be appointed
· Project Support: To be appointed
· Project Assurance: A representative of the Programme Support Unit

· KSP Team: A voluntary and flexible team of Programme Officers and Programme Assistants in Programme and Operations units. 

The Project Board has the overall responsibility for the sound implementation of project components in accordance with the the UNDP Results Management Guide.

The Project Manager (PM) will be appointed by Resident Representative to work with the KSP Team to develop and deliver knowledge services as well as ensure implementation of other components of the KSP, and to monitor and report on these.  

The size and composition of the KSP Team should be fluid, in that it can change as staff “come in and go out” of the project, particularly for the development and delivery of knowledge services in the pilot stage. It is noteworthy that the KSP Team is not a research oriented think-tank to work on services in isolation. It should be a focal point for developing partnerships and communities of practice to facilitate implementation of its services through a network of partners, experts, volunteers, other agencies, etc.

Results and Resources Framework and Project Work Plan
At its initial stage, the project intends to produce the following outputs:

1. Learning environment, opportunities, and culture created and maintained;

2. Capacity of staff to deliver knowledge services enhanced;

3. Organisational structure and systems to support business and operations of the office in place;

4. Overall image and visibility of UNDP as a trusted partner and efficient provider of relevant services improved;

5. KM embedded and integrated in the business and project cycle of the office;

6. Capacity of national partners for delivery of nationally executed (NEX) programmes and projects enhanced; and

7. Select knowledge services piloted and lessons learnt captured the.

Output 1 will be produced through formulation and implementation of the Whole Office Learning Plan. The plan should aim to create learning opportunities to (i) provide for the efficient use of the existing tools including  ATLAS, RMG, etc; and (ii) develop an enabling environment for the formulation and delivery of knowledge services. To that end, the Whole Office Learning Plan should include the followings:

· Training on effective oral & written communication, advocacy, and marketing relationship fundamentals (including partnership building and resource mobilization;

· Workshop on mediation and team work (for collaboration and innovation)—consider a mini staff retreat for those who support and want to participate in the knowledge services pilot;
· Training on facilitation for meetings, workshops, discussions, etc; and
· Training on setting up and facilitating networks and Communities of Practice
Table 1 indicates the activities, resources and timeframes to produce outputs.

Table 1. Project Results Framework and Work Plan
	EXPECTED OUTPUTS


	PLANNED ACTIVITIES


	TIMEFRAME
	RESPONSIBLE PARTY


	PLANNED BUDGET



	
	
	2007
	2008
	
	Source of Funds
	Budget Description
	Amount

($)

	
	
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4
	
	
	
	

	1. Learning environment, opportunities, and culture created and maintained; Capacity of staff to deliver knowledge services enhanced
	1. Prepare and implement Whole Office Learning Plan (WOLP) and Strategy
 based on surveyed needs and those areas identified as core skills and competencies for knowledge services 
	X


	
	
	
	
	
	
	
	Learning Manager and Learning Committee
	Office learning budget
	See  WOLP
	20,000

	
	2. Review performance assessment tool (RCA) with a view to create incentives for staff to support and contribute to knowledge services (consider adding knowledge services as one of five key results for staff ready and willing to provide such support and services)
	X
	
	
	
	
	
	
	
	RR, DRR, ARR, Programme Staff, Human Resources, Learning Manager
	N/A
	
	N/A

	2. Organizational structure and systems to support business and operations of the office in place
	1. Finalize new organigram with clear roles and responsibilities, particularly for Main Coordinator of the Knowledge Services Project
	
	X
	
	
	
	
	
	
	RR, DRR, Consultant, Heads of Units
	KSPTF
	Consultant
	2,000

	
	2. Finalize project document, develop internal M&E framework, address revenue generation issue, and establish in Atlas
	
	X
	
	
	
	
	
	
	Knowledge Services Project Coordinator
	
	
	N/A

	
	3. Develop and communicate Standard Operating Procedures (SOPs) for main and recurrent business processes related to project/programme management and other core businesses of the office
	
	X
	
	
	
	
	
	
	DRR, Operations Manager, PSU, PAs
	
	
	N/A

	
	4. Create intranet space on SharePoint 2007 (procure software, install, design intranet space, and populate with content, e.g. SOPs, prodocs, Guidelines for NEX/DEX/GEF, etc)
	
	X
	
	
	
	
	
	
	DRR, Operations Manager, IT Support
	KSPTF
	Mission from RC (RCB/RCC)

Software licensing 
	2,000

	
	5. Develop standard business forms & automate workflows for key and recurrent business processes, e.g. travel, procurement, recruitment, etc. 
	
	
	X
	X
	
	
	
	
	DRR, Operations Manager, PSU, PAs
	KSPTF
	Mission from RC (workflow)
	1,500

	
	6. Set up roster for national consultants and vendors
	
	
	
	X
	
	
	
	
	Operations Manager
	KSPTF
	Mission from RC (RCB/RCC)
	1,500

	3. Overall image and visibility of UNDP as a trusted partner and efficient provider of relevant services improved


	1. Following training on communication, develop overall communication strategy  to help improve UNDP’s visibility and image as a trusted partner for development and attainment of the MDGs (focus on advocacy, outreach, publicity—sharing good practices and successful initiatives, and material for partnerships and resource mobilization). 
	
	X
	
	
	
	
	
	
	RR, DRR, ARR, Knowledge Services Project Coordinator, Communications Officer
	KSPTF
	Consultant and Mission from RC (RCB-Cheri Hart??)
	5,000

	4. 
	2. Undertake further market studies and analyses (as proposed by NA Group), focus groups, etc.  


	
	X
	
	
	
	
	
	
	RR, DRR, ARR, Knowledge Services Project Coordinator, Communications Officer
	KSPTF
	Consultant
	3,000

	
	3. Identify priority segments in markets and develop appropriate marketing strategies, based on “relationship marketing practices” and tied to the overall communication strategy.
	
	
	X
	
	
	
	
	
	RR, DRR, ARR, Knowledge Services Project Coordinator
	KSPTF
	Consultant
	2,000

	
	4. Implement key strategic initiative as recommended in the Joint Report of Regional Centres and Nobaan Andishe Group on capacities and markets – Jan 2007
 (Joint Report) under Section 5.6--Offer technical and advisory support to Government on WTO and trade related issues, including review of technical documents. 
	
	
	X
	
	
	
	
	
	RR, DRR, ARR, Trade Focal Point
	KSPTF
	Mission from RC (RCC Trade Team)
	3,000

	
	5. Implement key strategic initiative as recommended in the Joint Report under Section 5.6—Support the Government to showcase experience, best practices, expertise, and institutions in Iran specializing in Disaster Preparedness and Recovery possibly through a Knowledge Fair.


	
	
	X
	
	
	
	
	
	RR, DRR, ARR, Knowledge Services Project Coordinator, Disaster Preparedness Focal Points
	KSPTF
	Mission from RC (RCC/RCB/BRC)
	3,000

	5. KM embedded (integrated) in the business and project cycle of the office
	1. Develop a framework for embedding KM into business & project cycle of office
 


	
	
	
	X
	
	
	
	
	Knowledge Services Project Coordinator
	KSPTF
	Mission from RC (RCC/RCB/BRC)
	3,000

	
	2. Develop knowledge systems and processes that support the framework, e.g. content management, codification of lessons learnt, how to share knowledge, how to find knowledge, etc.
	
	
	
	X
	
	
	
	
	Knowledge Services Project Coordinator
	KSPTF
	Mission from RC (RCC/RCB/BRC)
	3,000

	
	3. Roll out the framework and training to staff
	
	
	
	X
	
	
	
	
	Knowledge Services Project Coordinator, Learning Manager
	KSPTF
	Mission from RC (RCC/RCB/BRC)
	1,500

	6. Capacity of national partners for delivery of NEX programmes and enhanced
	1. Develop standardized self-directed learning package for key national counterparts (to address capacity and institutional memory issue related to turn over in Gov), including FAQs and translation of key NEX SOP and guidelines.
	
	X
	
	
	
	
	
	
	POs, PAs,  PSU, Operations Manager
	KSPTF
	Consultant
	5,000

	
	2. Develop project site (shared intranet) with Gov for tracking, monitoring, reporting, and continuity (institutional memory).  Create as a joint UNDP/Gov initiative for more effective implementation of NEX projects and for posting resources such as Multilateral Environmental Agreements. 
	
	
	
	X
	
	
	
	
	POs, PAs,  PSU, Operations Manager, IT Officer
	KSPTF
	Consultant
	1,000

	
	3. Consolidate all basic training provided by different teams to Gov and hold one or two training annually for all national counterparts.
	
	
	
	X
	
	
	
	
	POs, PAs,  PSU, Operations Manager
	KSPTF
	Consultant
	3,000

	7. Select knowledge services piloted and lessons learnt captured
 (Tentative and subject to changes in items and budgeting)
	1. Provide capacity building for Spatial Planning to requesting clients.
	
	X
	X
	
	
	
	
	
	Energy/EnvironmentTeam, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Consultant

Mission from RC
	15000

	
	2. Develop and market Socio-economic Cost-Benefit Analytical Toolkit to potential clients
	
	X
	X
	
	
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Printing/publishing costs
	2,000

	
	3. Develop training package on “Addressing Informal Population Settlements Around Cities” and market to potential clients.
	
	
	X
	X
	
	
	
	
	Energy/EnvironmentTeam, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Consultant,

Printing/publishing costs
	4,000

	
	4. Develop a methodology and package of support for community/participatory development
	
	
	X
	X
	
	
	
	
	SGP Team, Knowledge Services Project Coordinator
	
	
	N/A

	
	5. Develop capacity building package for National Micro-Finance Committee
	
	
	
	X
	X
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Consultants
	20,000

	
	6. Develop capacity building package on Human Development Approach with Tehran University
	
	
	
	X
	X
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Consultants
	20,000

	
	7. Organize workshop on Clean Development Mechanism under the UNFCC (sub-committee of the NCSA)
	
	
	
	X
	X
	
	
	
	Energy/EnvironmentTeam, Knowledge Services Project Coordinator
	KSPTF (costs to be recovered from clients)
	Consultants/workshop expenses
	20,000

	
	8. Pilot Eco-Industrial Park Concept with Iran Small Industries and Industrial Parks Organization and document/share lessons learnt with Community of Practice
	
	
	
	X
	X
	
	
	
	Energy/EnvironmentTeam, Knowledge Services Project Coordinator
	
	Consultants
	20,000

	
	9. Pilot Permaculture Method with Ministry of Agriculture and document/share lessons learnt with Community of Practice
	
	
	
	X
	X
	
	
	
	Energy/EnvironmentTeam, Knowledge Services Project Coordinator
	
	Consultants
	20,000

	
	10. Pilot Micro-credit Approach with National Micro-finance Committee and document/share lessons learnt with Community of Practice
	
	
	
	X
	X
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	
	Consultants
	20,000

	
	11. Develop Package of Reduction Techniques for Ministry of Welfare
	
	
	
	X
	X
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	
	Consultants/workshop expwnxes
	20,000

	
	12. Develop Package of M&E services to offer to international organizations
	
	
	
	X
	X
	
	
	
	Poverty Team, Knowledge Services Project Coordinator
	
	
	N/A

	
	13. Build and launch Communities of Practice on:

· CPR;

·  HIV/AIDS;

· SGP for partners;

· Governance and Human Rights;

· Community-based Development; and 

· Inclusive Growth.
	
	X
	X
	
	
	
	
	
	Programme Clusters as relevant, Knowledge Services Project Coordinator
	
	Mission from India Solution Exchange and RCB CPR Team
	20,000

	
	14. Run CoPs 
	
	X
	X
	X
	X
	X
	X
	X
	KSP Coordinator, Facilitator, KSP Assistant
	
	Running costs, face-to-face workshops, Facilitation, etc
	4,0000

	
	15. New initiatives (to be added)
	
	
	
	
	
	
	
	
	
	
	
	

	TOTAL
	
	
	
	
	280,0500


Budget and Financial Arrangements

Financial resources will be sought from all possible sources including the DSS funding and the Country Office operational budget., donor contributions, as well as service costs recovered from beneficiaries and clients.   

To establish a reliable financial mechanism of providing adequate and timely financing to knowledge services, the Country Office will create a trust fund that pools the financial resources of the project. Funding allocations will be provided to knowledge services as per the KSP Work Plan. Country Office Operations Unit will manage the KSP Trust Fund in form of a Management Project. 

Where applicable, provision of services to a client will be made based on memoranda of agreement that delineate costs, terms and condition of service delivery and KSP Trust Fund reimbursement arrangements.

To provide seed money for the establishment of the KSP Trust Fund and initiate the KSP activities, $??? from DSS allocations for 2007 will be transferred into the KSP Trust Fund. As required, similar action will be taken at the beginning of 2008 and each subsequent year thereafter if the KSP is extended into new phases.
As new resources and service demands come forward, the KSP Workplan will be reviewed accordingly to provide for new knowledge services in respect of prospective clients. 

Risks

At this initial stage, some elements of risk and uncertainty can be identified as indicated in the project Risk Log.  To reduce risks, certain precautions and countermeasures need to be taken. These are also mentioned in the Risk Log which is to be updated regularly.

Table 2. Project Risks

	
	Description
	Category
	Impact and Probability 
	Countermeasures and Management Response
	Owner
	Author
	Date Identified
	Status

	1
	Weak partnership due to Uncertain political situation 
	Political
	Prospective partners hesitant to cooperate/contribute

P = 2
	Regular meetings of project board to assess circumstances. 

Regular reports by Senior Executive to Management Team on market situation; Define a partnership strategy
	Project Board
	SF
	Project identification stage
	Increasing

	2
	Market uncertainties
	Strategic
	Inadequate market demands

P = 3
	Regular market assessments;

Market creation/advocacy strategies
	Project Board in collaboration with Communications Officer of Country Office
	SF
	Project identification stage
	Ongoing

	
	Legal impediments vis-à-vis transfer, by clients, of funds to UNDP 
	Regulatory
	Lack of adequate funding to create and deliver knowledge packages

P = 4
	Define financial mechanism
	PSU in collaboration with Operations
	SF
	Project identification stage
	Ongoing

	
	Inadequate internal capacities 
	Strategic
	Improper design and delivery of services

P = 3
	Embed capacity needs in office learning plan.
	Learning Committee/Learning Manager
	SF
	Project identification stage
	Ongoing

	
	UNDP staff workload 
	Organisational
	Inadequate attention to KSP initiative

P = 4
	Provide training to staff for efficient use of time and project implementation tools (ATLAS, RMG, etc).

Simplify business processes.

Re-structure office organigramme and TORs.
	Leaning Manger/Learning Committee; Change Management Team/Operations; Senior Management


	SF
	Project identification stage
	


Annex I. Business Case 
As a reputable and trusted development partner with extensive technical expertise and long presence on the ground, UNDP Iran can make a significant contribution to achieving sustainable human development in the country. Through this project, a platform for knowledge sharing will take effect whereby UNDP Iran will share its best practices with national clients while providing an opportunity for the Iranians to offer knowledge and best practices in development arena to the rest of the developing world, .

This knowledge base will also enhance the in-house capacities both institutionally and in terms of human resources. Staff members will be broadening their scope and outreach while the country office as a whole will gain further visibility and move forward in accordance with the ongoing simplification/harmonization efforts of the UN system.
Under optimal circumstances the Knowledge Services Project is expected to accrue the following benefits:

· Contributing to MDGs

· Contributing to the CO Vision

· Efficient use of available resources/capacities

· Remaining relevant to Development needs of country

· Mobilizing resources 

· Increased access to information

· Sharing best practices and lessons learned both locally and internationally.

· Increased networking opportunities and linkages both internationally and nationally;

· Better utilization of in-house capacities

· Increased donor interest leading to resource mobilization -- income generation;

· Increased outreach/advocacy and visibility for UNDP;

· Opportunities for pipeline development.

The Knowledge Project would help determine whether the above anticipation was realistic. 

Annex II. Terms of Reference of KSP Coordinator and Assistant

� Refer to the Change Management Team mission report of April 2006 at � HYPERLINK "http://undp.org.ir" ��http://undp.org.ir� 


� Strategy should include learning structure and opportunities such as:  mentoring/coaching arrangement; staff exchange in the region under Mutual Support Initiative of the Regional Centres; joint missions with Regional Centre Advisors; Peer Assist technique; After Action Review; Participatory Evaluation, etc. 


� See the Joint Report on UNDP Iran Intranet � HYPERLINK "http://intra.undp.org.ir" ��http://intra.undp.org.ir� 


� Examples from SGP experience with codifying knowledge and lessons learnt; CPR experience with integrating KM into the project process.


� The list of  knowledge services provided under this Output is not exhaustive. As new ideas and opportunities come forward, the table should be modified accordingly.
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