NFF Regional Board Meeting @ N F F

ITRC and Review of First Call Process

1. PURPOSE AND ROUND 1 OVERVIEW

This note provides a concise overview of the Independent Technical Review Committee (ITRC)
process that supports funding decisions of the NFF Regional Board. It outlines the committee’s
role, how members are identified and appointed, the two-stage review process, and the
indicative timeline, and begins with key figures from the first Call for Proposals (CfP) to ground
the note in current data.

Round 1 — Call for Proposals

72 71 40 16

Total Submissions Valid To Technical Review CS0-Only Submissions

Round 1 — Call for Proposals submission 2025

Breakdown by Country

Conin o ot

Cameroon 31 18
Chad 35 19
Cross-Border 5 3

2. PURPOSE AND ROLE OF THE ITRC

The Independent Technical Review Committee (ITRC) is a time-bound, independent body
convened by the NFF Regional Secretariat to ensure transparent, objective, and high-quality
technical assessment of funding applications.

The Committee is composed of seven experts representing humanitarian, development, and
peace (HDP) expertise. Experts are identified through a consultative process led by the
Secretariat, which includes the Lake Chad Basin Commission (LCBC), FONGA, and secondees
deployed by ZiF to UNHCR and UNDP. Its design emphasizes regional representation, gender
diversity, strong HDP expertise and strict conflict-of-interest (COIl) protocols. Reviews rely on a
standard review package: a clear scoring methodology, agreed parameters and common
templates used by all evaluators. The ITRC composition remains anonymous throughout the
process.
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3. IDENTIFICATION AND RECRUITMENT OF EXPERTS

3.1 Identification of Potential Experts

The Secretariat compiles a list of qualified experts through consultations with Resident
Coordinator Offices (RCOs), the Lake Chad Basin Commission (LCBC), UN agencies, NGOs,
and academic / research networks. Experts are selected based on a minimum of ten years of
relevant experience, proven expertise in HDP Nexus programming, experience in proposal
evaluation and pooled funds, and demonstrated regional knowledge of the Lake Chad Basin.
Each candidate submits a detailed CV and an Expression of Interest confirming availability and
independence.

3.2 Screening and Shortlisting

The Secretariat reviews candidates against eligibility criteria and produces a shortlist of typically
six to eight candidates, ensuring balance across HDP sectors, gender and geographic diversity,
and language coverage (English / French). At least one NGO expert and one protection-focused
expert are systematically included to ensure thematic depth.

3.3 Conflict of Interest (COI) and Ethical Clearance

Before appointment, shortlisted candidates undergo strict vetting: their profiles are cross-
checked against applicant organizations, and any real, potential, or perceived conflicts are
identified. All selected experts must sign a Declaration of Independence and Conflict of Interest
as well as a Confidentiality and Non-Disclosure Agreement. Any conflict leads to exclusion or
reassignment of proposals.

3.4 Appointment and Onboarding

Selected experts are formally appointed and contracted. The Secretariat organizes an induction
session covering NFF objectives and priorities, evaluation criteria and scoring tools, ethical and
confidentiality requirements, and reporting expectations. This ensures consistency and
transparency across all reviewers.

4. TWO-STAGE REVIEW PROCESS

The ITRC review is conducted in two sequential rounds, aligned with the Call for Proposals cycle:
a first round focused on concept notes, followed by a second round dedicated to full proposals
from shortlisted applicants.

4.1 Round 1 — Concept Note Review

Before ITRC review, the Secretariat conducts an initial eligibility screening to filter out proposals
that clearly fail mandatory criteria. This screening is conducted exclusively by the Secretariat,
and only compliant proposals are transmitted to the ITRC for full technical review.
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Master File Project Evaluation Submission Stage 1 (Round 1 - 2025)
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Figure 1 — Secretariat pre-screening and eligibility filter.

Each ITRC member then reviews assigned concept notes independently, using standardized
confidential scorecards. The assessment covers strategic alignment with national and regional
priorities, relevance to the HDP Nexus, and overall coherence and feasibility. Scores and
comments are submitted individually and are not shared among reviewers, in order to preserve
independence.

- lgare 2 — Independent scoring of concept notes by ITRC members.

The Secretariat compiled all scores, identifies ranking patterns and points of convergence, and
convenes a deliberation meeting to discuss borderline cases only and validate the final ranking
— not to re-score proposals. The outcome is a ranked shortlist of proposals with summary
justifications for each, submitted to the Regional Board for endorsement. Feedback to
consortium members is consolidated and anonymized; ITRC members do not communicate
directly with consortium members, all communication is centralized through the Secretariat, and
only shortlisted consortia proceed to Round 2.
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4.2 Round 2 - Full Proposal Review

The four best consortia from round 1 were then shortlisted and invited to submit full proposals,
building on their concept notes and taking into account the recommendations provided by the
ITRC. These full proposals include a detailed technical design, a results framework (logframe),
a budget and financial breakdown, and a risk and implementation strategy. The ITRC then
conducts a more detailed evaluation focused on technical quality and robustness, feasibility and
operational realism, financial soundness and budget credibility, risk mitigation and sustainability,
and alignment with Nexus principles. As in Round 1, reviews are independent and based on
standardized scorecards.

The Secretariat consolidates results into a final evaluation report including a ranked list of
proposals with average scores, clear funding recommendations, narrative justifications, and

structured feedback for all applicants. This report is submitted to the Regional Board for final
funding decisions. Figure 3 — Consolidation of scores and ranked shortlist.

NFF ROUND 2 — ITRC EVALUATION SCORECARD
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Figure 4 — Full proposal technical review.
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Figure 6 — Final ranking submitted to the Regional Board.
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5. DECISION-MAKING, TIMELINE AND CONTINUOUS IMPROVEMENT

The ITRC operates independently and provides technical recommendations only; the Regional
Board makes final funding decisions. Those decisions are informed by the ITRC ranking,
strategic considerations, and available funding. Throughout the process, the Secretariat acts as
facilitator, custodian of documentation, and interface between the ITRC and the Board. The
separation of functions between the Secretariat (process management and eligibility screening)
and the ITRC (independent technical assessment) is maintained throughout to ensure
transparency, integrity, and impartiality.

5.1 Indicative Timeline

Round 1 — Concept Notes = Approximately 5 weeks

Round 2 — Full Proposals = Approximately 4 weeks

5.2 Post-Process Survey and Reviewer Reflections

At the close of this allocation cycle, the Secretariat conducted a structured survey with ITRC
reviewers to capture reflections on how to further improve the process. Overall, reviewers
confirmed the integrity and robustness of the approach. Looking ahead, they highlighted a few
practical areas for improvement: allowing additional time for the technical review, particularly
between the concept note and full proposal stages; introducing a standardized budget summary
prepared by the Secretariat ahead of ITRC sessions, enabling reviewers to focus on technical
assessment rather than reconciling figures; and applying a more stringent Secretariat triage at
the outset of each round to filter out incomplete or out-of-scope applications before they reach
the Committee. These recommendations will be integrated into updated scorecards, onboarding
materials, and the proposed timeline for the next allocation round.
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