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8. 
Program Support Objective

A. Program Support Objective Statement

To deepen program impact the Mission has developed an innovative approach to coordinate and integrate linkages, themes, and tools (LTT) into and across the Mission’s five SOs.  The Mission will use a Program Support Objective
 (PSO) as the principal mechanism to achieve this objective.  The PSO will promote “doing business differently” by encouraging synergistic behaviors within the Mission and among its development partners.

· L: Linkage: a shared result (as defined by a common indicator/s) between two or more SOs.  The result appears in two or more results frameworks.

· T: Cross-Cutting Theme: a development problem that the Mission has determined requires integration into and across all SOs.  The Mission’s themes are gender, HIV/AIDS, and governance.

· T: Tool: an implementation approach (or a way of doing business) adopted by the Mission as an effective means to deepen development results.  The Mission’s tools are information and communications technology (ICT), capacity building, and public-private alliance building.

USAID/Tanzania’s PSO is “Program Impact Deepened”.  Two first-level intermediate results (IRs) underpin achievement of the PSO:

IR 1


Continuous learning and change facilitated

IR 2


Use of LTT integrated across/into Mission programs

PSO Vision
Throughout the life of the strategy, the PSO will add value to the HIV/AIDS, Health, Economic Growth (EG), Environment and Natural Resources (ENR), and Democracy and Governance (DG) SOs.  In adding value, the PSO will enable customer SOs to achieve larger reductions in the transmission and impact of HIV/AIDS, generate more improvements in family health status, raise incomes among more producer association members, conserve biodiversity over larger areas, and engender greater public accountability.  The PSO will achieve this by informing programming decisions at all levels with an understanding of the potential and opportunities offered by the Mission’s selected themes and tools, as well as through capitalizing on linkages between SOs.  By the third year of the strategy period, the Mission will be doing business differently, in a new and more effective manner, deepening the results of its development program.

PSO Function
At the core of the PSO is the PSO Team, which draws its members (“champions”) from each Mission SO and support office, who together share accountability for achievement of PSO results.  A full-time PSO Manager will oversee performance of the PSO, which is based in the Mission Program Office.  The overarching goal of the PSO Team is to define and execute a strategic approach to LTT across the Mission’s development portfolio.  A Charter guides PSO Team operations, and an Action Plan (updated quarterly by the Team) will guide and ensure strategic focus.  Funding for LTT activities may follow one of several mechanisms.  Additional detail on the PSO concept, PSO team, and funding mechanisms are presented in Parts D, E, and F of this Section.
B. Mission Experience

The Mission’s innovative objective of deepening program impact through LTT is more than a theory.  Rather, this ambitious goal draws its inspiration and structure from a tested approach.  Over the past few years, USAID/Tanzania has used a PSO and other mechanisms as vehicles to promote synergies within the Mission’s development program.  And indeed, despite the fact that these efforts took place within the flexibility-limiting context of an already mature strategy and program, Mission teams witnessed value added to their development results.  The following provides some examples of the Mission’s successful PSO learning experience:

· Linkages:  There are several excellent examples of operationalized SO linkages in the current portfolio, ranging from shared results to co-funding and co-management arrangements.  For example, the EG SO, through Tanzania’s Sokoine University of Agriculture (SUA), funded and posted field officers to two of the ENR SO’s target areas.  The officers are transferring entrepreneurial and business management skills to communities in environmentally-friendly microenterprise development.  The partnership is generating revenues (an EG SO-level result as well as an ENR SO lower-level result) and ensuring that NRM practices are consistent with conservation objectives (and ENR result).  SUA is also represented on both EG and ENR SO Teams.

· Themes:  The current Mission DG program was redesigned in 2000 as a cross-cutting SO, and has served as a learning lab for both linking SOs and integrating governance as a theme into other SOs.  For example, the ENR and DG SO co-funded and co-managed an environmental accountability activity which generated results for both the DG SO (civil society – government partnerships expanded) and the ENR SO (improved ENR policies and laws).  A CSO capacity strengthening program targeting other SO’s partners, and a parliamentary strengthening program that targets the Mission’s development sector constituencies, each contribute to results of multiple SOs.  

· Tools:  Two years ago, the Mission formed an “I-Team” charged with promoting ICT in the Mission’s development approach.  The I-Team, now part of the PSO, has achieved great success in integrating ICT into Mission programs and operations, and led design work for ICT activities under the new strategy.  Today, all SOs have new ICT activities, and all are aware of ICT’s growing potential.  Mission collaboration with the Leland Initiative and Africalink, has resulted in strengthened ICT capabilities among development partners across multiple SOs, and an improved overall enabling environment for ICT.  Several Missions are now following the USAID/Tanzania approach for integrating ICT as a development tool.
C. Strategic Approach to Linkages, Themes, and Tools
The value added to Mission programs through this approach over the past two years serves as the rationale for “doing more” in search of programming synergies.  The Mission’s positive experience in using a PSO as a catalyst to promote “synergistic behaviors” by Mission programs, staff, and partners provides a tested mechanism.  The new strategy provides an ideal opportunity to build in, scale up, and institutionalize our “LTT approach” from the start. 

The proposed portfolio is replete with potential for deepening program impact through a strategic approach to LTT.  Key LTT activities have already been highlighted in individual SO sections.  Additional detail on LTT potential is provided in a series of Tables in Annex 18.  The following consolidates a sample of concrete activities and actions that might be part of the PSO’s “Action Plan,” and serves to illustrate PSO potential:

Linkages

· Multisectoral HIV/AIDS Approach.  The Emergency Plan emphasis on bringing new partners on board offers several levels of opportunities for linking the HIV/AIDS SO with the other four Mission SOs.  The HIV/AIDS SO has already determined that its partners’ mandates will include creating substantive linkages with the other SOs – through, for example, targeting common geographic areas, and strengthening HIV/AIDS programming capacities of ENR, EG, and DG partners.
· Public Expenditure Tracking Surveys (PETS).  Effective service delivery at the local level is a key element of Tanzania’s Poverty Reduction Strategy, and relevant to each Mission SO.  Part of the new DG SO strategy to strengthen accountability mechanisms at local government levels includes PETS.  PETS will track expenditures and monitor service delivery in a way that can provide effective feedback to strengthen delivery systems, and in doing so, reduce corruption at the district level.  Design of this DG SO activity benefited from input from each Mission SO, and if effective, will strengthen local efforts of each of the other four SOs.
· Nature, Wealth, and Power (NWP).  Embedded in the development hypothesis of the ENR SO is the premise that approaches that integrate nature (i.e., environmental management), wealth (economic concerns), and power (good governance) tend to generate promising outcomes in all three areas.   Through an approach that emphasizes the NWP nexus, the ENR SO will generate results relevant to three SOs (EG, DG, and ENR), and open up a range of opportunities for collaboration with those SOs.
· Identifying and Acting on SO Linkages:  Comprehensive discussions within the Mission during the CSP development process resulted in identification of linkages between every SO, and definition of possible means to operationalize those linkages.  A conceptual diagram showing the highest-level linkages between the SOs can be found in Annex 18.  The following example (Figure 9), pulled from the diagram, presents the HIV/AIDS SO – Health SO linkage box.  The linkage box describes the linkage; identifies the linked IRs on the two SOs’ respective RFs; and provides the shared indicator (data define the sharing of the result).



Themes
· Civil Society Strengthening Omnibus Cooperative Agreement.  Advocacy is an essential means for the expression of citizen interests that cuts across all Mission SOs.  The DG (as lead), ENR, Health, and HIV/AIDS SOs have each signaled their intent to participate in the design, funding, and management of a civil society advocacy support program that supports each SO’s development agenda.  This activity would build on the successful precedent of a similar grant under the current strategy, taking the arrangement a step further by sharing funding and management responsibilities.
· Gender Mainstreaming.  As part of the Mission’s evolving approach to capitalize on LTT, the Mission created and filled a new full-time, PSO-funded Gender Advisor position.  As the new portfolio begins to unfold, the Gender Advisor will assist SOs to mainstream gender into the portfolio.  Through the PSO, the Advisor will employ various means to ensure both gender compliance and value added: including promoting results of the PSO-led Gender Assessment to inform activity design, management, and monitoring.
Tools

· ICT Toolkit.  This core ICT activity is already under consideration as part of the Agency’s “Last Mile Initiative,” which features Tanzania as a pilot country.  The “Toolkit” would promote ICT access for rural and underserved urban areas; and identify and adapt innovative applications for use by Mission development SOs and partners.  To achieve this result, the PSO-managed “Toolkit” would serve four functions: (1) provide outreach, support and training across all five SOs; (2) provide seed funding for pilot activities; (3) fund tactical (e.g., policy) ICT activities that fall outside of individual SO mandates; and (4) support an ICT Advisor.

· Accelerate use of Public – Private Alliances.  Over the past two years, the Mission has seen the number of GDA activities within its portfolio multiply, and the amount of funding leveraged from various sources increase.
  The PSO can accelerate this trend by serving as the center of Mission expertise on GDA; accumulating and sharing examples of best practices; and by encouraging and assisting SO’s to incorporate “public – private alliance” as an important criteria in their procurement solicitations.
The following sections explain in detail how the PSO will work – from both an analytical and a practical standpoint.  First, Section D lays out the underlying “Opportunity Hypothesis” (analogous to a development hypothesis for an SO), and the PSO’s Results Framework (together with additional examples of PSO team functions and LTT activities).  Sections E and F then provide additional clarity on PSO functional mechanisms (“The PSO Team”) and funding (“Funding PSO Activities”).
D. Opportunity Hypothesis and Results Framework

As noted above, USAID/Tanzania’s experience has demonstrated that an LTT approach can add value to development programs.  Based on that experience, the PSO’s “Opportunity Hypothesis” is as follows:  
 
“If selected themes and tools are strategically integrated into the Mission programming to create linkages that enhance synergies, and continuous learning and organizational change based on that experience is promoted within the Mission and among its partners, then, the impact of USAID/Tanzania’s development program can be deepened through enhanced coordination of Mission programming.”
The Results Framework for the PSO is presented as Figure 10.

The outcomes at the SO level will be increased coordination of the Mission program resulting in deeper impact.  The indicators will therefore measure the attribution of the PSO in terms of valued added to the program’s impact results.

While the ADS does not require monitoring indicators for the PSO, given the need to address the results-oriented agendas of SO Team-based PSO members, and the “behavior change” required to achieve core PSO results, monitoring success will be critical toward informing PSO operation.  Development and use of an effective monitoring system will inform PSO function to allow it to manage for its results, and serve its SO customers.  The PSO has identified two PSO-level indicators to help this process:

· Value added (as measured internally by polling SO teams [qualitative indicator]) 

· Value added (as determined by SO-level performance monitoring and evaluation systems asking the question “has program impact been deepened?” [quantitative])

The PSO’s two first-level IRs are complementary.  IR 1 sets the stage for “LTT behavior” by reforming the Mission’s organizational culture in an LTT-friendly direction.  IR 2 is the actual manifestation of LTT actions and activities within the Mission development portfolio.  The two IRs are mutually reinforcing through the PSO structure that emphasizes teamwork, 


Figure 10:  Results Framework for Program Support Objective 
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information sharing, and “learning by doing.”  Discussion of the two first-level IRs, including illustrative indicators and activities, follows
IR 1:  Continuous learning and change facilitated.
The PSO will undertake various activities that promote the development and exchange of information, knowledge, and experiences within the Mission and between the Mission and collaborating partners on the LTT approach.  Through a “learning” approach, the PSO will seek to integrate the approach into the Mission’s normal way of doing business.  To achieve this, the PSO will encourage Mission and development partner staff to engage in more synergistic LTT behavior, and also work to adapt the Mission’s organizational culture (practices) that enhances collaboration and institutionalizes LTT behavior.  At the core of this approach is the PSO Team, which consists of a PSO Manager and “LTT Champions” drawn from each Mission SO and office.  

Illustrative Indicators: 

· Frequency of and participation in PSO meetings

· Level of staff and partner knowledge about LTT
· Number of LTT-friendly organizational changes within USAID and partners

Illustrative Activities:

· Development of a PSO Team-managed rolling “LTT Action Plan.”

· Awareness raising on LTT among Mission staff and partners.

· Communication fora that promote cross-fertilization of ideas, experience and sharing of lessons and best practices in incorporating LTT in programming (e.g., planning and portfolio review workshops as learning lab).
· Development and use of standard LTT language to inform procurement, performance monitoring, and evaluation.

· Incorporation of LTT into job descriptions and work objectives.

· Identification and design of responsive LTT activities for consideration and use by SO program(s).  For example, an ICT activity that serves multiple SOs might be more efficiently developed within the PSO, as opposed to from within an SO.

IR 2:  Use of LTT integrated across/into Mission programs.
Achievement of this result will take the form of tangible LTT activities and actions carried out by the PSO, SO(s), or some combination thereof that deepen development impact.  The degree of success of this IR will depend on the effectiveness of the PSO in promoting “behavior change” under IR 1.

Illustrative Indicators:

· Quantity and quality of LTT activities within the Mission portfolio (disaggregated by theme, tool, or linkage type)

· Theme or tool-specific indicators (e.g., for public-private alliances, the amount of non-USG funds leveraged per annum)

Illustrative Activities:

· Illustrative LTT activities and actions are presented earlier under Section C, as well as in each SO section, and annexed LTT Tables.

E. The PSO Team

The driving force behind the PSO is the PSO Team.  The PSO Team is comprised of “Champions” drawn from each Mission SO and support office, who are charged (both individually and as a group) with championing the LTT approach across the Mission’s portfolio.  PSO Champion roles are defined in a Team Charter.  PSO Champions will serve as an information conduit between their respective SO/office and the PSO, and will also take on the role of promoting specific elements of the LTT approach.  For example, the PSO Champion from the EG SO might take on responsibility for spearheading PSO efforts to link the EG SO with other SOs (i.e., EG linkage Champion), and also be the Mission’s principal resource person and promoter of public – private alliances (public – private alliance tool Champion).  Activities of the PSO Team and LTT Champions will be guided by a strategic “LTT Action Plan” that maps out PSO actions.  A PSO Manager, based in the Mission Program Office, is responsible for smooth function of the PSO Team, and maintenance of the PSO Team Charter, Action Plan, management of cross-cutting activities (e.g., Mission’s gender assessment) and monitoring/reporting performance.  PSO Champions are collectively accountable for upholding the PSO Team Charter, for implementation of the PSO Action Plan, and for the results defined in the PSO RF.
F. Funding and Management of PSO Activities
Who pays for and manages PSO and LTT activities?  In order to achieve its purpose of stimulating strategic use of LTT within the Mission portfolio, the PSO will employ various mechanisms designed to maximize the flexibility and responsiveness.  In this regard, PSO activities are expected to fall into one of three “funding” categories:

1. PSO-funded.  Some LTT activities will be funded by the PSO itself.  The PSO can acquire funds through one of three means: a proportional levy on the Mission’s development SOs; contributions from two or more SOs for specific PSO activity initiatives; or from a non-Mission USAID source for a specific activity (e.g., Leland Initiative funds for an ICT activity).  Activities in this category are likely to be cross-cutting theme or tool-related interventions serving all Mission SOs.  The PSO Manager/Gender Advisor is also PSO-funded.
2. SO or joint-SO funded.  In many cases, LTT activities will be funded directly by one or more SOs.  Activities in this category might be theme activities (esp. HIV/AIDS and governance, as funded out of their own resources), or linkage activities, co-funded and co-managed by two or more SOs.  In such cases, the PSO serves as the nexus of coordination to promote such programmatic arrangements.

3. No-fund.  A number of key PSO activities and actions will not require separate funding, but rather rely on the efforts of the PSO Team and its members.  Activities in this category include procurement tools (e.g., inserting LTT language into competitive solicitations), personnel policy, and information sharing, and awareness raising.
Management of LTT activities (i.e., grants, contracts, etc.) will be tailored to meet each programmatic situation in order to maximize effectiveness of the activity.  In this regard, it is important to bear in mind that the PSO team consists of members drawn from Mission SOs and offices, where they perform their principal roles.  However, activities can be managed either by the PSO or by an SO (or SOs):
1. PSO-managed.  Some LTT activities will be managed under the PSO itself.  Such activities would include cross-cutting theme or tool-related interventions serving all Mission SOs, generally funded through the PSO (e.g., via levy) or from a non-Mission, USAID source for a specific activity.  Examples might include a cross-cutting gender mainstreaming grant, a training event on public – private alliances, or an ICT activity funded directly from a USAID/Washington initiative.
2. SO-managed.  Many LTT activities will be managed under a “lead” SO.  For example, the Civil Society Strengthening Omnibus Cooperative Agreement mentioned earlier would be managed out of the DG SO (as the logical technical “lead”), but with substantial involvement of the other contributing SOs.  The role of the PSO in such cases is to promote the inter-SO dialog and that leads to identification, then effective design, implementation, and monitoring of the activity.  

G. Linkage, Theme, and Tool Tables
Annex 18 includes additional detail on LTT to support understanding of the potential offered by their incorporation into the new strategy.  The information is presented as a series of tables (one each for the three themes; one each for the three tools, and one table identifying high-level linkages between SOs).  The information presented in the annexed LTT Tables is the product of PSO-led dialog among and between Mission staff and SOs. 
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Figure 9:





HIV/AIDS – Health Linkage





Linkage Box. Health and HIV access to services increased through strengthened health sector systems including mutually supported product logistics/delivery system. (Health SO IR 2 & HIV/AIDS IR 2.2: Indicator: stockouts)








HIV/AIDS:  


Reduced transmission and impact of HIV/AIDS on Tanzania





HE:  


Health status of Tanzanian families improved











IR 2 Use of LTT integrated across/into Mission programs


Indicators:


Quantity and quality of LTT activities within Mission portfolio


Number of theme or tool-specific indicators


Number of activities serving more than one SO








Program impact deepened





Indicators:


Value added (as measured internally by polling SO teams)


Value added (as determined through periodic evaluations of development activities asking “is the LTT approach deepening program impact?”)
































IR 1 Continuous learning/change facilitated





Indicators:


Frequency of and participation in PSO meetings


Level of staff and partner knowledge about LTT


Number of LTT-related organizational changes within USAID and partners








Illustrative Activities





See “Illustrative LTT Activities” and LTT Tables Annex 18








Coordination of Mission programming increased





Indicators:


PSO function (process and output indicators)








IR 1.1  LTT learning lab functioning








IR 1.2 Capacity to utilize tools, integrate themes, and create linkages improved





IR 1.1.1 Monitoring and evaluation system operational








� ADS 201.3.7.10 Defines the Program Support Objective (PSO) as an activity implemented to support the achievement of other existing SOs.  The results of PSO activities are visible through and attributable to other SOs.  This is distinct from Program Development and Learning (see ADS 201.3.3.5), which is intended to support activities and learning efforts that do not fit with the scope of an existing SO.  


� The current ENR SO includes three GDA activities: the African Wildlife Foundation’s “INTACT” multi-stakeholder alliance for conservation of the Maasai Steppe; the Institute for Environmental Innovation’s Tanzania Small Group Tree Planting Project partnership with the Clean Air Action Corporation; and the ACDI/VOCA (EG SO grantee) and University of Rhode Island (ENR SO grantee) Seaweed Development Alliance with three private seaweed investors.  
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