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Governance Review Implementation

Background: In response to donor and stakeholder feedback as well as the program’s evolving needs and
challenges, the GPEl undertook a governance review. It defined key recommendations to commit to a
culture of change to improve the programme's accountability, transparency, country engagement and
ownership.

Scope: Undertake a GPEI management review, implement specific actions to improve information
management and communication, and endorse a revised governance model.

Progress:

=  Since April 2020 (ongoing): Initial implementation of short term actions identified in March

= July 2020: Finalization of the governance review

=  August 2020: Formal GPEI commitment to engage in a course of action aiming at an improved
governance model. The POB requested the SC to develop a workplan outlining next steps

=  September 2020: Engagement of external expertise to conduct the management review

=  October 2020: Allocation of dedicated capacity to support planning, implementation and monitoring,
directly reporting to the SC

=  October SC Retreat: SC endorsed the Governance Review Workplan and Timeline. Based on donor EVERY
feedback to accelerate progress, proposed SC and POB decision timelines have been moved up by LAST
one month CHILD
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Integrated GPEI Processes: Anticipated Timeline through May 2021

Management Review

Discovery Phase *

Assessment Phase i{

Design & Refinement Phase * f( ‘A’

Strategy Process

Stage 1: Problem Statement Finalization & Solution Hypotheses *

Stage 2: Solution Refinement *

Stage 3: Cross-Cutting Issues & Implementability *

Compilation of Strategy Headlines & Finalization of Strategy

Governance Review Implementation

Drafting of Governance Review Implementation Workplan )‘(

Finalize Implementation Workplan for SC Update to Donors ﬁ
Completion of Short-Term Actions

SC and POB decisions on Management Review Recommendations

Phase Il Implementation Planning

Tracking and Monitoring Progress * i{

Reporting and Communication }é( jff *
* MR Deliverables: 1 = Project Charter; 2 = Assessment Summary; 3 = Preliminary Design Recommendations; 4 = Final Structure; 5 = Implementation Outline & TORs EVERY)
* Solution Working Group Working Session LAST

* Governance Review Implementation Deliverables: 1 = Draft plan presentation at 27 Oct SC Retreat; 2 = SC Update to Donors, Nov; 3 = written update to POB; 4 = SC update; 5 = quarterly updates to GPEl and stakeholders r- CH I I.D

e



Implementation Plan:

Stakeholder Engagement
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Actions Owner Timeframe Key upcoming next steps/ decisions Recent Progress Status
By 1'3)332021 = ToRs reviewedand updated as part of management review *  ToRs review underwav as part of
Conduct an internal review of the POB, Camber endorsement by = SCdecision:SC reviews and recommends updated ToRs management review yasp
FAC and SC terms of reference to ensure Feb 2021 POB decision: endorsement of updated ToRs g
that all groups are adhering to agreed-
upon roles and responsibilities . . .
18D Mar — May = Phasell Implementation Plan: Plan outlined to communicate and
2021 implement any operational changes coming out of updated ToRs
Evaluate
: Engage external expertise to explore = i i
expansion of g g (4 (4] Consult outsndg gov.ernance expe_rtlse recommended bySC o «  GAVI has shared a reference for
possible governance models for the POB Camber By Jan 2021 = Recommendationsincorporated into management review findings and .
SC and POB . . governance expertise.
. and SCthat consider expansion presentedto SC
membership
= SCdecision:review and endorsement of final recommendation on
POB . .
potential expansion of SC and POB
SC/ POB endorsement . . .
= POB decision: endorsement of recommendation on potential
Implement governance model based on by Feb 2021 .
) expansion of SC and POB
recommendations
Mar — May = Phasell Implementation plan: Plan outlined to implement approved
TBD
2021 governance model
Review current level of engagement with Camber/ By Jap.2021 = |dentification of communicationand relationship gapsand present .
. . . Structure & SC decision by - . = Underway as part of management review
regional and country teams and identify Accountability e S0 findings as part of management/strategy reviews & strateay brocess
communication and relationship gaps WG = SCdecision: SC review of findings and decisions on way forward gyp
Develop a rolling 12 — 18 month
" rZ nt ol ngb tween POB/SC 18D Mar — May = Phasell Implementation Plan: based on findings, outline who will own,
engagement plan betwee 2021 develop, implement and track 12 - 18 month engagementplan

members and regions and countries
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Implementation Plan:

Actions

Set up alternating management and

Strategy Committee

Owner

SC

Timeframe

SC decision by

Key upcoming next steps

Establish a planning schedule for strategic discussions

Recent Progress
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Status

strategic meetings Secretariat Nov 2020 SC decision: Confirmmodel and cadence of donor participation
Identify key functions of PMO and resources needed, draftToRs and
By Jan 2021 put forward recommendation on set up
Camber POB endorsement SC decision: SC review of findings and recommendation on way ir:lcii:\l;lway IS L
Set up an SC PMO: identify the key by Feb 2021 forward
Reorient functions, resources needed and ToRs POB decision: endorsement of SC recommendation
management 3 c 3 ;
g ! TBD Mar - May 2021 Phasel! Imp.lementat/on Plan. plan outlined to define resources and
and strategic operationalize recommendations
roles of the SC Confirmation of DFID participationin SC
Invite donors / endemics participate to December POB meeting for T
SC/ POB relevantagenda items

Facilitate stakeholders’ engagementin
strategic discussion

Secretariats

SC/POB
Secretariats

By Nov 2020

Mar —May 2021

SC to communicate regular updates to donors and stakeholders on
strategy development and governance review implementation plan

Phasell Implementation Plan: implementation plan informed by
decision on SC/ POB expanded membership. Cadence for engagement
outlined and operationalized.

Present perspectives onthe potential introduction of an independent

SC update to donors scheduled for 20th

Nov 2020

Open POB meeting 18th Dec 2020

By Jan 2021 chair Underway as part of the management
SCrecommended that the programme will Camber POB endorsement SC decision: Review options and make proposal to POB review
notintroduce an independent SC Chair at by Feb 2021 POB decision: endorsement of SC recommendation
this time, however SC would like to outline
potential options
TBD Mar —May 2021 Phasell Implementation Plan: plan outlined to implement approved

recommendation
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Actions Owner Timeframe Key upcoming next steps Recent Progress Status

= ToRs reviewedand updated

Reassess the FAC included as part of the management camber Pog‘zrjuai::gritnt . ?eevci(;nv;mendatlon A Vol [iEseliiien) 1o SEeE [Palil ef e e = Underway as part of the management
risk and audit review (SC recommendation) by Feb 2021 = SCdecision: SC reviews and recommends updates to FAC ToRs review

= POBdecision:endorsementof FAC role and ToRs

roles of the

FAC Consider thatthe FAC is focused only on
finances and notoverall program SC Mar — May 2021
accountability and risk
Contract an external consulting company
to conduct a management review of SC Oct 2020
groups reporting to the SC

= Phasell Implementation plan: Plan outlined to communicate and
implement any operational changes coming out of updated ToRs

= Contract management review consultant = Camber engagedand management
= Qutlinetimeframe and deliverables formanagementreview review kicked off 1 Oct 2020

= Propose updated structure and roles/ responsibilities based on

*Clarify roles and responsibilities for all AP
=3y L ezl management review findings
GPEl groups at the global level (not POB endorsement . - = Underway as part of the management
. . Camber = SCdecision:SC reviews and recommends updated management .
country level) including the HUB by Feb 2021 S —— review
*Update the management structure = POB decision: endorsement of proposed management structure
diagram to include all relevant GPEI groups
and specify which groups are advisory and 18D Mar — Mayv 2021 = Phasell Implementation plan: Plan outlined to communicate and
which are decision-making bodies y implement changes based on management review findings
L] 1 .
By Jan 2021 ToRs re.!v.lewed and.updated as part of management review o Uiy R R R TR
Cond . | . he POB. FAC Camber POB endorsement = SCdecision:SCreviews and recommends updated ToRs review
onduct an internal review of the 0 by Feb 2021 = POB decision: endorsement of updated ToRs
and SC ToRs
18D Mar - May 2021 = Phasell Implementation plan: Plan outlined to communicate and

implement any operational changes coming out of updated ToRs
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Actions Owner Timeframe Key upcoming next steps Recent Progress Status

= Assessresourcesavailable (potential need for consultant support)

Make improvement to GPEI’s website (i.e. = Survey managementgroups and otherstakeholdersto understand

. . Secretariats By Jan 2021 current practice and needs
where materials are located) to point . sC . .
B w/website endorsement = Designof improvements for knowledge management- owner = Assessmentof resources underway
information about process and materials aneeer el A depenfj?nton resourees dentified
P = SCdecision:review planand approve proposal for resources as needed
= Qutline process for regular updates and communicate to GPEI groups
. Improv.e _ _ _ By Mar 2021 = |dentify technical capacity and format for the tutorial
information Provide a « GPEI 101 » tutorial with an i SC = Qutline content of tutorial including preliminary elements of ongoing = Assessmentof resources underway
management overview of the partnership, processes and w/GCG endorsement reviews
website by Jan 2021 = SCdecision: review proposed content and proposal for resources
= Executionand distribution of tutorial
Map out the SC’s operational and decision- = (Clarifyreporting duties of each.managementgroup at a high level, with
making practices as well as information Stcamtber/& respect to Otther g.|°b?lcgroﬁps)m Bt G S, e el ol = Underway as part of the management
. . ructure management review (Camber 3
- B 2021 . R . review & strate rocess
ﬂOW between grqups, ‘_Mth an emphasis on Accountability ppaniag = Map out and make recommendations on communication with Bl
information sharing W’th stakeholders and WG regional/ country teams and external stakeholders (S&AWG)
country and regional teams =  Communication from SC to all groups on information flow expectations
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Implementation Plan Update:

Actions

Ensure pre-reads are sent at least a week
in advance

Create a short document explaining when
and how pre-reads and meeting minutes
will be distributed to stakeholders

Provide meeting minutes with a summary
of decisions made, action items and a
responsible person for each, to be
reviewed at the following meeting

Communicate

Effectively

Clear articulation and communication of
POB/ SC decision points

Increase communication on behalf of the
POB to stakeholders in endemic and
outbreak regions on a reqular basis

.\Iot Yet Started

.Behind Schedule On-track

Owner

Secretariats
(SC, POB,
FAC)

Secretariats

Secretariats

Secretariats

Secretariats
w/ GPEI
advocacy/
comms

’Complete

Information and Communication

Timeframe

Oct 2020

Nov 2020

Nov 2020
SC decision by
Nov 2020

Nov 2020

By Dec 2020

Key upcoming next steps

Confirm practice with GPEI Secretariats to send pre-reads 7 - 10 days in
advance of meetings

Creation of document on pre-read/ meeting minutes process (SC, POB,
FAC).
Document posted to GPEIl website

Verify minutesfrom SC/ FAC are posted on GPEI SharePoint (POB
minutes published to GPEI website)

SC decision: define if SC/ FACmeeting minutes are posted to GPEI
website

Send reminderto all groups requesting clearly defined decision points
for SC and POB discussions

Create template presentation guide

Decisions to be discussed are clearly articulated in pre-read agenda-
confirm process with GPEI secretariats

Confirm current initiatives foradvocacy and communication plan for
POB

Outline and implement advocacy communications and initiatives- more
detail to come after confirming current planning

~GLOBAL
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Recent Progress Status

Outreach with Secretariats to confirm
pre-read practices complete

Outreach with Secretariats underway to
develop document

Outreach with Secretariats underway to
develop template

Mapping of advocacy and
communication activities underway
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Next Steps

*+* By December 2020: Reinforcing best practices for improved information

management and effective communication within GPEI structure

¢ By January 2021: Completion of management review and recommendations

¢ By February 2021: SC and POB endorsement of updated governance model

*** Reporting and Communication: Quarterly updates to GPEl and stakeholders
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