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Background
Who are national consultants?
• Locally-recruited, time-limited staff
• Support country coordination and technical needs
• Complement AMP TA providers in-country & at 

distance
• RBM: supports NCs mostly for Global Fund grant 

proposals
• Global Fund, IFRC:  fund NCs to support ITN campaigns

Recommendation of 2021 evaluation distance-based TA 
during COVID-19:
• Given trend toward hybrid AMP TA, explore NC’s role 

and value added to country-supported ITN campaigns



Methods for NC review

Review of NC TORs, 6 countries 2017-2024

Country Campaign Technical Scope

Benin 2017 Planning, operations

Guinea Bissau 2023 Coordination, SBCC, logistics, finances

Liberia 2021 Coordination

Sudan 2022 SBCC

Sudan 2022 Logistics

Sudan 2022 Operations/M&E

Chad 2023 Operations

Uganda 2023-2024 Digitalization

Structured individual or focus group 
interviews using questionnaire

• 3 national consultants

• 3 NMP representatives

• 6 AMP TA providers

• 10 partner staff (AMP, RBM, 
Global Fund)



NC concept not new: 
insights from literature

• Decrease reliance on external TA, increase local capacity

• Ensure TA better aligned with national priorities

• Improve coordination with governments

• Gain local context, travel flexibility, lower costs

• For success: define expectations, agree on priorities, 
establish realistic timelines, evaluate their approach

• WHO National Professional Officers (NPOs) evaluation 2019:
• Placed in WHO offices not embedded in NMPs
• Attributes: knowledge health system, languages, 

cultural fit, geographic access, network in MOH and 
society, personal commitment to health outcomes 
impacting own country

RTI-Tanzania



Rationale for engaging national consultants

Partners’ perspectives:

• NCs = first line of 
support to NMPs

• Advise on campaign 
management 

• Cost less than int’l 
consultants

• Longer term support

• Country context

• Established networks

• Less travel restrictions

AMP TA providers 
perspectives:

• Critical links with 
country when AMP TA 
providers virtual or 
unavailable

• Follow up actions

• Reduce management 
responsibilities for AMP 
TAPs who may lack 
country context

NMP staff perspectives:

• Critical when NMP 
addressing crises (Ebola, 
COVID-19) AMP TAPs 
can’t travel

• Play the “neutral card” 
between AMP TA 
providers and NMP in 
advising, setting 
priorities

NC perspectives

• Link AMP TAPs with 
Global Fund staff

• Ensure campaigns don’t 
disrupt on-going Global 
Fund-supported 
activities (e.g., grant 
writing)

• Support campaign sub-
committees

• Facilitate division of 
labor between key 
campaign actors



Terms of reference
Coordination-strategic focus
• Partners largely viewed NC role to support NMP 

coordination
• Call meetings, set agendas, take minutes, follow up 

action items
• Develop campaign plans of action, macroplans, 

microplans

Technical focus
• From country TORs: planning and logistics, M&E, SBC, 

digitalization, financing
• Focal topic microplanning
• Updating documents, tools
• Defining evaluation indicators
• TOT participation
• Clarifying timelines and budgets
• Collecting, analyzing data

NMCP-Guinea-Bissau

PMI Vectorlink Ghana



Highlighted national coordinator TOR roles
Highlighted NC roles in TORs Observations

Training and capacity building • Apply previous campaign experience
• TOT participation 
• On-the-job management & operational skills transfer

Advocacy (re: technical strategies, 
fundraising, engaging stakeholders)

• Sudan: advocated for engaging and funding national supervisors
• Liberia: negotiated MOU country teams & PLAN to clarify SBC roles
• Burundi: NMP saw NC as “ambassador” to AMP & GF to relay concerns

Campaign coordination mechanisms • Members of steering, technical sub-committees
• Most effective when NC in place for microplanning & guidelines 

development

Addressing inconsistencies global vs. 
national guidelines

• Advised on adaptations when engaged early in planning 
• Chad: NC recruited before guidelines modification with AMP TAPs

Data access facilitation • Sudan and Liberia: data collection especially local levels
• Uganda and Chad: not authorized share data outside MOH

COVID-19 mitigation • NC largely involved in implementing rather than developing COVID-19 
guidelines

• One country: identified inconsistencies for NMP and AMP TAPs to address



Developing and implementing NC TORs

NMP has clear responsibility for 
developing TORs

Liberia exception: Implementing partner coordinated TOR negotiation 
with multi-sectoral partners (NMP, PLAN, Global Fund, AMP)

AMP staff and TAPs, RBM CRSPC 
(less often) give feedback TORs

In some cases, AMP TAPs never saw NC TORs, found NCs hired lacked 
skills described in their TORs

TORs should clearly distinguish 
roles NCs versus AMP TAPs

Focus on complementarity not overlap, especially when AMP TAPs 
work at a distance

NC and AMP TAP collaboration strongest during campaign planning 
(POA development when TAP in country); then NC focus on 
implementation when TAPs work at a distance



Recruitment of NCs
Qualifications Recruitment process

• Duration range: 2 weeks – 3 months

• MOH/MOF administrative processes 
slowed recruitment (Chad, Malawi, 
Mauritania, Sudan, Uganda)

• Chad: challenge finding candidates with 
needed skills

• Delays if TORs questioned (e.g., Benin)

• AMP/IFRC NC recruitment: 2-4 weeks



NC orientation

Illustrative orientation (over 1-2 working days)

• Review TORs with NMP, coordination committee members

• Review key campaign documents—national, AMP, RBM, WHO

• Meet key players: NMP, global & local partners, stakeholders

• Virtually meet with previous NCs and from other countries

• Discuss campaign support with AMP TAPs

Orientation important (informal, on-
the-job), not formal training

• Assume NCs come with adequate background

• BUT NC may be hired from outside 
malaria/health sectors, need more background

• Opportunity build NC capacity for future 
country and international assignments



NC communications & working relationships
Successful communications: depend on clear roles and supervisory 
relationships with NC as defined in TORs

Overall good working relationships with NMPs, AMP TAPs, partners

Some concerns with NC allegiance divided between guidance given 
by NMP versus donor partner

NC largely not speak on behalf of 
NMP—government function

Delegated (e.g., Liberia NC radio 
with Muslim community)



Supervision, reporting & evaluation of NCs

• Supervision: little response in review, NMPs largely supervise

• Reporting: 
• Usually to NMP or other MOH, coordination committee
• Unease with reporting to funder rather than NMP alone
• Sudan: reported to NMP and through AMP TAPs to AMP/IFRC
• SITREP writing
• Sensitive issues addressed offline

• Evaluation: unclear



Summary of strengths and challenges

Strengths
• Complement AMP TAPs & NMP
• Less costs and travel restrictions
• Independent perspective
• Link AMP TAPs with NMP, partners 

during distance support
• Action follow up
• Capacity building

Challenges
• NC funding forgotten in GF proposals
• Unclear TORs NCs versus AMP TAPs
• Coordination vs. technical roles
• Cumbersome recruitment processes
• Inadequate orientation
• Conflicting loyalties NMPs vs. donors



Key recommendations 

General: 
Promote inclusion NC funding in 
GF proposals

Terms of reference:
• Clarify roles NCs versus AMP TAPs

• Encourage NMPs share draft TORs with 
RBM, AMP TAPs, AMP/IFRC for feedback

• Include NC evaluation

Recruitment
• Recruit early (9-12 months before launch)

• Consider skilled non-malaria/health 
sector nationals if recruitment challenges

Orientation
• Organize structured, time-limited 

orientation

• Create NC-to-NC network to share lessons 
learned from other countries

Collaboration
• Clarify communications lines in TORs

• Ensure NMP leadership availability to 
authorize campaign decisions



Illustrative template to develop TORs for national consultants
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