
	[image: Shape

Description automatically generated with low confidence]







Local Fund Agent Terms of Reference: Review of the Sustainability of Warehousing Infrastructure Investments and Operations 

June 2026

Objectives
The objective of this review is to monitor and verify the operationalization and ongoing functionality of warehouse infrastructure investments funded under the Global Fund grants, following project completion and handover. The goal is to affirm that facilities have transitioned successfully from construction and commissioning to sustained operation.
The review focuses on verifying that mechanisms are in place to support the ongoing operational sustainability of these investments. Where facilities are not yet fully operational, the objective of the review is to identify existing gaps, examine the factors contributing to these gaps, and recommend corrective actions. The review also aims to identify risks that may impact long-term functionality, compliance, and sustainability. As much as feasible, this review should be conducted annually, or as directed by the Global Fund Country Team (CT).

Scope of Review
The scope of this review should be agreed between the Local Fund Agent (LFA) and the Global Fund CT before work begins. Not all sections will apply to every facility or every review cycle. The Global Fund CT should indicate which sections are in scope, how many sites are to be visited, and any priority areas of focus based on the current status and known risks of the facility.
1. Desktop review, as part of the initial baseline mapping of the LFA to review the available documentation and qualitative feedback from relevant stakeholders. Documentation to be reviewed includes handover and commissioning reports, as-built drawings, operation and maintenance manuals, maintenance records, warranty documentation, and previous supervision or assessment reports.

2. Site visits to assess and verify: 
a. the processes of actual operations of the facility and the installed systems; 
b. the physical condition of the facility; 
c. the operational status of installed systems; 
d. maintenance arrangements; 
e. staffing and operational capacity; and 
f. key risks affecting long-term functionality.
Tasks
As part of the desktop review and site visits, provide responses to the questions below to review the status of the warehouse facility and the effectiveness of its ongoing operation. The questions cover the following sections, which the Global Fund CT can select to tailor the review to the primary areas of need.
A. General Information – should be filled out for all reviews.
B. Operational KPIs – Defines a set of key performance indicators to support LFAs in the review of facility operations.
C. Operational Status and Readiness – examines whether the facility has been fully operationalized and is functioning as intended.
D. Infrastructure Condition and Functionality – examines the physical condition of the building and the operational status of all installed systems.
E. Maintenance and Reliability – examines the completion of preventative, reactive, and life-cycle maintenance.
F. Staffing and Operator Competence – examines the ability of facility staff to operate and maintain the infrastructure effectively.
G. Budget and Costs – examines the effectiveness of long-term budgetary planning for facility operations.

a) General Information
	Question
	Response

	1. Facility name and project or site name in scope of the review:
	

	2. Location (city, address, coordinates):
	

	3. Facility type (e.g. central warehouse, regional depot, district store):
	

	4. Date of completion and handover of the facility/project/site:
	

	5. Names and contact information of key informants and staff responsible for facility management and operations:
	

	6. Current operational status of the facility (fully operational / partially operational / not yet operational)[footnoteRef:1]: [1:  Please refer to the response to question 1 in Section c) - Facility Operational Status. ] 

	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any issues/risks, as appropriate):


b) Operational KPIs
These KPIs should be used to review effective facility performance. Where KPIs are not met, the subsequent sections provide prompts to help identify underlying issues and required corrective actions.
A Red, Amber, Green (RAG) index can be used to visualize adherence to KPIs and identify key priority areas for corrective action. This should be applied using a context-specific, qualitative assessment of the appropriate operating conditions at the site.
RAG indicators should be applied to each metric as follows:

Green: Metric is indicating acceptable or good operational performance. Performance should be maintained at this level.
Amber: Metric is indicating moderate deviation from good operational performance. Indicates a need for review and corrective measures.
Red: Metric is indicating significant underperformance. Indicates that immediate corrective action is required.
	KPI
	Metric
	Value (as %)
	RAG

	Facility utilization
	% of available storage capacity in use
	
	

	Temperature compliance
	% of monitoring records within required range
	
	

	Power availability
	% uptime of primary and backup power systems
	
	

	Preventative maintenance completion
	% of scheduled maintenance tasks completed on time
	
	

	Staffing adequacy
	% of required positions filled and trained
	
	

	Documentation completeness
	% of required Operations and Maintenance (O&M) and handover documents available on site
	
	



c) Operational Status and Readiness
Installation, commissioning and handover
	Question
	Response

	1. Was the facility formally commissioned and a commissioning report completed and signed by the contractor and the consultant?
	

	2. Were all required handover documents provided, including as-built drawings, O&M manuals, equipment warranties, standard operating procedures, and training confirmation?
	

	3. Are warranty and service agreements understood, documented, and accessible to facility management?
	

	4. Were any items excluded from the handover scope that are required for full operationalization (e.g. racking, power supply, cold rooms)?
	

	5. If items were excluded, is there a confirmed plan and funded budget in place to procure and install them?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



Facility operational status
	Question
	Response

	1. Is the facility currently operational (fully / partially / not yet operational)?
	

	2.  If not fully operational, what are the main causes (e.g. missing equipment, funding gaps, staffing, utilities)?
	

	3. Is the facility being used for its intended purpose as a pharmaceutical-grade storage and distribution facility?
	

	4. Is the facility operating at the intended storage capacity, or is capacity underutilized?
	

	5. Are pharmaceutical products being received, stored, and distributed in line with WHO Good Distribution Practices (here) ?
	

	6. Are temperature and humidity monitoring systems active and being used consistently?
	

	7. Is a formal operational schedule and facility management plan in place? 
	

	8. Is a daily operations checklist in place, and is it being completed and signed off consistently by responsible staff
	

	9. Are records of commodity receipts, storage, and distributions being maintained?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):


d) Infrastructure Condition and Functionality
Building condition and external works
	Question
	Response

	1. Is the building in good condition, including roofing, walls, floors, doors, windows, and roller shutters?
	

	2. Are there signs of structural deterioration, water infiltration, or leaks?
	

	3. Are loading docks, dock levelers, and vehicle access arrangements functional and in good condition?
	

	4. Is the perimeter wall, fencing, and site drainage in good condition?
	

	5. Have all defects identified at handover been formally addressed and closed out by the contractor?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



Mechanical, electrical, and utility systems
	Question
	Response

	1. Are heating, ventilation, and air conditioning (HVAC) systems operational and maintaining required temperature and humidity conditions throughout the facility?
	

	2. Are electrical systems, lighting, and distribution boards in good condition and functioning correctly?
	

	3. Is water supply and sanitation infrastructure functional?
	

	4. Have all mechanical, electrical, and plumbing (MEP) systems been tested, commissioned, and signed off following handover?
	

	5. Are there any systems that are not operational, and if so, what are the reasons?
	

	6. Are service contracts in place for specialist systems requiring periodic maintenance?
	

	7. Are O&M manuals for all installed systems available on site and accessible to facility management staff?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



Cold chain and pharmaceutical storage conditions
	Question
	Response

	1. Are cold rooms, freezer rooms, and temperature-controlled zones installed, commissioned, and operational?
	

	2. Are temperature and humidity conditions being monitored, recorded, and maintained within the ranges required for the products stored at this facility?
	

	3. Are alert and alarm systems in place and functioning for temperature excursions?
	

	4. Are cold chain systems validated against WHO temperature requirements (here) prior to pharmaceutical receipt?
	

	5. Where cold rooms are not yet installed, is there a confirmed plan and funded budget for their procurement and installation?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



Storage infrastructure
	Question
	Response

	1. Has racking been installed and is it in good condition and fit for purpose?
	

	2. Is material handling equipment (e.g. forklifts, pallet jacks) available and operational?
	

	3. If racking or handling equipment is not yet in place, is there a confirmed plan and funded budget for procurement?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):







Power supply and energy
	Question
	Response

	1. Is a reliable primary power supply confirmed and operational (grid connection, solar, or generator)?
	

	2. Is a backup power solution in place (generator, uninterrupted power supply (UPS), or battery system) to maintain operations during power outages?
	

	3. Is fuel consistently available to support generator operations where required?
	

	4. Are power systems sufficient to support continuous operation of HVAC, cold chain, and essential building services?
	

	5. Are solar systems (where installed) operational, maintained, and performing as designed?
	

	6. Is the automatic transfer switch (ATS) set to auto mode, ensuring the generator activates automatically in the event of a power failure?
	

	7. Are energy consumption and fuel costs being monitored and recorded to inform operational budgeting?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



Fire safety, security, and access control
	Question
	Response

	1. Is the fire detection and alarm system fully installed, commissioned, and operational?
	

	2. Is fire suppression equipment (extinguishers, hose reels, suppression systems) in place, inspected, and serviced?
	

	3. Is an access control system in place and functioning, with entry restricted to authorized personnel?
	

	4. Is a CCTV system installed, operational, and monitored on a regular basis?
	

	5. Are fire safety and security procedures documented and are staff trained on emergency protocols?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):


e) Maintenance and Reliability
Maintenance planning
	Question
	Response

	1. Have the preventative maintenance requirements been clearly set out for all major building systems and equipment?
	

	2. Is a preventative maintenance plan in place? Does it clearly define the required frequency of each intervention?
	

	3. Is there evidence (e.g. logs, completed checklists) that preventative maintenance is being completed as scheduled?
	

	4. Are equipment breakdowns recorded with details of cause, duration, and corrective action taken?
	

	5. Are clear troubleshooting procedures in place for common technical issues?
	

	6. Where technical support is required, is this available from equipment suppliers or service providers?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):


Spare parts and ongoing support
	Question
	Response

	1. Have critical spare parts been provided by suppliers and are they accessible on site?
	

	2. Is there a clear distinction between maintenance activities carried out by in-house staff and those requiring an external specialist contractor, and are the relevant service contracts in place?
	

	3. Is there a system for tracking and replenishing spare parts and consumables as required?
	

	4. Do on-site staff have sufficient technical capacity to carry out routine maintenance tasks?
	

	5. Is remote or local technical support available when needed?
	

	6. Is there sufficient awareness among facility management of warranty entitlements and how to claim them?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):



f) Staffing and Operator Competence
	Question
	Response

	1. Have warehouse managers, storekeepers, cold chain technicians, and security staff been identified and appointed?
	

	2. Have all staff received formal training on facility operations, installed systems, and safety procedures?
	

	3. Are training records available, up to date, and accessible?
	

	4. Are staff confident and competent in operating all installed systems, including HVAC, cold chain, and power systems?
	

	5. Is a program of refresher training planned or implemented to address staff turnover?
	

	6. Do staff have capacity for basic troubleshooting and routine maintenance on site?
	

	7. Are standard operating procedures documented and available to all relevant staff?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):


g) Budget and Costs
	Question
	Response

	1. Has a budget been developed for ongoing operations covering energy, maintenance, staffing, and consumables?
	

	2. Which entity is responsible for funding ongoing operations (Ministry, Principal Recipient, development partner)?
	

	3. What is included in the budget? Is it sufficient to support sustainable long-term facility operations?
	

	4. Are budget provisions in place for capital replacement of major equipment items at end of useful life?
	

	5. Is funding for operations confirmed and disbursed on a regular basis?
	

	6. Does the operational budget include a contingency provision to cover major unplanned repairs or equipment failures?
	

	Comments (Please provide any additional information to substantiate your responses above and/or highlight any particular issues/risks, as appropriate):


Summary Assessment
Apply a RAG rating to each of the following areas based on the findings of the review:
	Area
	RAG Rating (Red / Amber / Green)
	Comments

	Operational readiness
	
	

	Building condition
	
	

	Utility systems
	
	

	Cold chain and storage
	
	

	Power Supply
	
	

	Maintenance arrangements
	
	

	Staffing capacity
	
	

	Overall assessment
	Green / Amber / Red


Output/Deliverables and timing of deliverables
The report should address each of the points listed under the scope of review and include:
1. A summary of the facility's current operational status and a RAG assessment against each KPI area.
2. The completed review questionnaire covering all sections relevant to the agreed scope. This should include a detailed description and analysis of issues and gaps identified, with commentary on context and root causes. 
3. The LFA should prioritize the list of issues in an executive summary according to their significance.
4. Recommendations for addressing issues identified. Recommendations should be:
· Detailed and actionable
· Specific and contextualized
· Time-bound
· Identifying the main entity responsible for implementation
· Precise and prescriptive
5. A follow-up action tracker summarizing all recommendations, the entity responsible, and the agreed timeline for implementation, to be shared with the Global Fund CT upon submission of the report. 

Should the review identify clear evidence of fraud, the LFA should ensure it uses the Global Fund communication protocol to inform the Global Fund Secretariat and the OIG to allow consideration of evidence collection and other issues relevant to a possible criminal investigation.
Service Delivery
This task should ideally be undertaken by the LFA PSM Expert who are accountable for the technical content of this report. The expert can be supported, as needed, by other LFA team members in the planning and during the verification. The LoE for this task, including report writing, depends on which elements of the ToR and the number and location of sites are included in the scope of the review, as agreed between the Global Fund CT and the LFA. 
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