UNICEF Consultation Document

UNICEF Programme Cooperation Agreements 
with Civil Society Organizations (CSOs)
Overview of Principles and Changes to Guidelines for Staff

This note summarizes the Guiding Principles for the revised Programme Cooperation Agreements between UNICEF and Civil Society Organisations (CSOs). These agreements are to be used to document one type of partnership that UNICEF will be entering into with CSOs.  Under the new Guiding Principles, UNICEF colleagues will have three versions of the Programme Cooperation Agreement to choose from when documenting a UNICEF-CSO partnership. The choice of agreement will be determined by the nature, duration, and complexity of the partnership, as well as the amount of UNICEF resources provided to the civil society partner.  
Introduction
UNICEF’s collaborative relationships with CSOs – including international and national nongovernmental organizations (NGOs), community-based groups, youth associations and others - continue to extend the reach and effectiveness of UNICEF-assisted cooperation across all areas of its Medium Term Strategic Plan (MTSP) and in different operating contexts. 
National and community-based CSOs bring an in-depth knowledge of the local context to partnerships, helping to navigate access to different, and often marginalised population groups, making mobilisation of popular support for positive behaviour change possible and appropriate. Working together, UNICEF and CSOs benefit from a better understanding of emerging trends, lessons learned, and opportunities for improved practice. In many country contexts, UNICEF-CSO partnerships and collaborative relationships are contributing to the long-term sustainability of child-focused programmes and policy reforms.

Partnerships and collaborative relationships are a central feature of UNICEF's efforts to achieve greater results for the rights of children and women through Country Programmes of Cooperation and humanitarian action, based on its Core Commitments to Children in Emergencies. They are anchored in both the legal platform of the Country Programmes approved by the UNICEF Executive Board and agreed with national authorities, as well as the legal mandate that serves as the basis for UNICEF’s work in humanitarian crises. 
UNICEF has a wide range of partnerships and collaborative relationships in development work and humanitarian action, including those with: other UN agencies; NGOs; international and regional organizations; stand-by partners; private sector and corporate foundations; research institutes; peacekeepers; and donors. Capacity development of partners is frequently a component and objective of these partnerships.

UNICEF has developed revised internal guidelines for its staff that will help to meet its commitment to develop stronger partnerships with CSOs at all levels, as articulated in the Strategic Framework for Partnerships and Collaborative Relationships approved by the Executive Board in June 2009. The guidelines aim to:

· Foster a common understanding of civil society and its constituencies within UNICEF, and refine the governance and administrative modalities for cooperation and partnership with CSOs; 

· Apply the principles of partnership coherently and consistently at the global, regional, country and local levels by engaging CSOs more closely in policy and programme development, implementation and review; and acknowledging and specifying the contribution of all partners to results achieved for children’s and women’s rights, in both developmental and humanitarian contexts;
· Help UNICEF staff to identify appropriate and capable CSO partners; and to select the best available tools for partnership assessment, development and management, using a range of possible cooperation agreements.

Guiding Principles for UNICEF Partnerships with CSOs
The value of a partnership lies in combining the complementary strengths and contributions of two or more parties, to achieve greater impact and synergy than when operating separately, thereby contributing to better results for children and the promotion of their rights.

UNICEF has compelling reasons to partner strategically with CSOs, including NGOs and community-based organizations, in pursuit of results for children and women, within the legal framework of its presence and Programme of Cooperation with national authorities in each country and in humanitarian emergencies:
· There has been increased recognition by Treaty Bodies, including the Convention on the Rights of the Child (CRC) and Convention on the Elimination of All Forms of Discrimination against Women (CEDAW) Committees of the critical and complementary role played by CSOs in the enjoyment of human rights by children and women.

· CSOs can facilitate the direct participation of children, women and marginalized groups as actors in their own development, as required by the human rights-based approach to development.

· The CCA and UNDAF, as the first steps of the country programming process harmonized among UN agencies, emphasize the relevance of civil society in supporting the pursuit of commitments arising from the Millennium Declaration and other international treaties and conferences. 

· The UNICEF Core Commitments for Children in Emergencies emphasize the importance of engaging civil society and other partners to achieve and enhance results in humanitarian contexts.

· Poverty Reduction Strategies and other development frameworks increasingly promote broad national ownership and involvement of representative groups of civil society.

UNICEF partnerships with civil society should adhere to the following guiding principles: 

· Mutual focus on delivering results for children and women and promoting their rights: UNICEF engages in partnerships that enable it to ensure effective and efficient implementation of agreed Programmes of Cooperation and to discharge its humanitarian mandate. Such partnerships must provide a clearly defined added value to the achievement of internationally agreed development goals, including the Millennium Declaration and Millennium Development Goals (MDGs), the implementation of the CRC, CEDAW and UNICEF strategic priorities, as outlined in the MTSP. Each partner will make clearly-identified contributions to the planned results.
· UNICEF must partner with organizations and entities committed to the core values of the CRC, and the principles of good governance, including transparency, accountability and sound financial management. UNICEF and its partners will each bring specific skills, resources and abilities to the partnership or collaborative relationship, based on their respective competencies –including to bear risks and responsibilities - and mandates and as best suited to the relevant programme environment at the local, national, regional and global levels. UNICEF will not partner with organizations or other entities found to be in breach of core UN norms, including with entities involved or complicit in the violation of human rights and those posing serious risks to the reputation of UNICEF. 
· Equity: The objectives and activities of partnerships and collaborative relationships should be fully transparent and involve mutual accountabilities, mutual contributions, as well as shared risks and benefits among all partners. 

· Integrity and independence: Partnerships need to maintain the integrity and independence of both UNICEF and the partner(s).

· Cost-effectiveness: Partnerships should seek to minimize administrative and financial costs, to the degree consistent with accountability and effectiveness.

· Form of cooperation: UNICEF should select and promote forms of cooperation that are most appropriate to the context and the goals pursued. These arrangements should be formalized through a written, legally enforceable Cooperation Agreement when funds, supplies or other resources are transferred. 
· Equality: Equality requires mutual respect between members of the partnership irrespective of the size or power of any one partner. The participants must respect each other's mandates, obligations and independence. 
· Transparency: Transparency is achieved through open and participatory dialogue, with an emphasis on consultation and sharing of information from the earliest stages of the partnership. Communication and transparency, including financial transparency, increase the level of trust among organizations.  
· Responsibility: Organizations have an ethical obligation to each other to accomplish their tasks responsibly, with integrity and in a relevant and appropriate way. They must make sure they commit to activities only when they have the means, competencies, skills, and capacity to deliver on their commitments. Prevention of abuses among all staff must also be a constant effort.  
· Complementarity: The diversity of the development and humanitarian community is an asset if organizations build on comparative advantages and complement each other’s contributions, including for the strengthening of sustained capacities among national and local partners.
· Develop the capacity of national partners: Partnerships with national and international CSOs will actively seek and pursue opportunities to develop the capacities of CSOs at the national and community levels. Capacity development initiatives will be undertaken in accordance with the goals and commitments expressed in the Paris Declaration and Accra Agenda. 

Summary of Changes in UNICEF Guidelines for Programme Cooperation Agreements
The revised guidelines for cooperation with CSOs reflect and incorporate the principles and considerations outlined above. They will supersede those in force since the late 1990s (most recently updated in 2005). 
Programme Cooperation Agreements reflect one of several possible types of partnerships that may be entered into by UNICEF.  

Collaborations that are broadly focused on the  joint pursuit of identified common goals using each partner’s existing resources, without the transfer of resources from one partner to the other, will normally be governed by a Memorandum of Understanding. 
Collaborations that focus on the delivery of services to, or on behalf of, UNICEF, either at cost or at “cost plus” (for a service fee), will be governed by a contract for services (referred to in UNICEF as a “Special Services Agreement”).  Note that the award of such contracts is anchored in the procurement process and requires compliance with UNICEF’s regulations, rules, and procedures for the award of contracts (which can include competitive tendering). 
Engagements that focus on the collaborative implementation of a jointly-developed programme or set of humanitarian interventions, within the framework of a UNICEF Country Programme of Cooperation or UNICEF-supported humanitarian response, will be governed by a Programme Cooperation Agreement. In such collaborations, UNICEF will provide support to the civil society partner so that it can participate in the implementation of the programme, through the transfer of supplies and equipment, or cash, to the partner by way of a grant.  Having identified a partnership as being suitable for the Programme Cooperation Agreement modality, UNICEF will then identify which of the three available Programme Cooperation Agreements is appropriate for the particular partnership – based on criteria of the nature, duration, and complexity of the partnership and the amount of UNICEF resources being provided to the civil society partner.
In this respect, UNICEF will pursue discussions with selected CSO partners on the possibility of developing standard global agreements. These agreements would provide a framework for country-level Cooperation Agreements with individual partners.
Among other modifications, UNICEF is introducing the following key changes to Programme Cooperation Agreements with partners, both through its guidelines and the legal instruments that govern them:
1. The principles and centrality of partnerships with CSOs are more clearly highlighted in achieving results for children and women;

2. The Capacity Development of local institutions is integrated as a high priority strategic focus of cooperation and partnerships, wherever appropriate and agreed. This may involve Capacity Development objectives in a Programme Cooperation Agreement to benefit the cooperating partner itself, or in favour of other, national or local organizations or groups;

3. The duration of Programme Cooperation Agreements is no longer limited to two years. Any time period may be agreed within the country programme cycle or emergency funding cycle, appropriate to the objectives adopted and programme results to be mutually supported;
4. In Programme Cooperation Agreements, a revised approach is taken to funding of both (a) indirect programme costs; and (b) direct programme costs for management and administration of the collaborative programme or activities, or humanitarian response: 

Where UNICEF is transferring funds to a partner to help it undertake its work under a Programme Cooperation Agreement, (i) UNICEF will help to defray the partner’s indirect programme costs
 through a flat rate addition of 7% to the total amount of cash provided by UNICEF; and (ii) the partner will be able to capture its identified direct programme attributable to management and administration of the programme
 up to a maximum of 25% of the amount transferred by UNICEF (net of the indirect programme charge), depending on justifiable local costs as assessed by the UNICEF Country Office and the partner. UNICEF may also agree to exceptions beyond this 25% cap in crisis circumstances where costs (e.g. logistical, security) are extreme.

As regards (ii), any global partnership agreement with a CSO, as referred to above, would define the standard level of management and administration costs transferred by UNICEF. This level will be based on an assessment of the management and administrative capacity of the CSO. In line with UNICEF’s approach to capacity development, national and community-based organizations will be eligible for a higher percentage of direct programme costs than other CSOs. 

5. Responsibility for the internal review and recommendation of proposed Programme Cooperation Agreements will lie with a programme management mechanism/committee in the UNICEF Country/Field Office, and no longer with the Contract Review Committee.

6. Revised forms of Programme Cooperation Agreement are introduced, with a simplified format for different types of relationships, depending on the nature, duration, and complexity of the partnership and the amount of UNICEF resources being provided to the civil society partner:

The existing Small Scale Funding Agreements with local and grassroots organizations is now to be used for grants to local and grassroots organisations of up to US$20,000 (and such Agreements may constitute up to 10% of the total annual UNICEF programme budget) – this is an increase of 100% in the monetary ceiling.

7. The Programme Cooperation Agreement for grants over US$20,000 has been replaced by two instruments: (a) a Programme Cooperation Agreement for complex collaborations (usually indicated by a grant of US$100,000 or more); and (b) a lighter version of the Programme Cooperation Agreement for simpler, shorter collaborations (usually indicated by grants of up to US$100,000).

8. Strategies for phasing out of Programme Cooperation Agreements and supporting sustained results are specified and emphasized.

9. An expanded series of checklists for assessment of potential partners in UNICEF partnerships, including those to be reflected in a Programme Cooperation Agreement will be made available, and will utilize a capacity development scale and risk management principles. These are intended to facilitate simplified reporting requirements on the use of grants made by UNICEF under a Programme Cooperation Agreement. Rigorous monitoring and evaluation will continue to be critical elements of partnerships and collaborative relationships.

UNICEF looks forward to comments on this Overview of Principles and Changes to Guidelines for Staff, and on the accompanying revised legal instruments.
Comments on this document and on the proposed Programme Cooperation Agreements should be directed to Liza Barrie, Chief, Civil Society Partnerships (lbarrie@unicef.org)

. . . . . . . . . . . . . . 

UNICEF Headquarters, September 2009












�  “Indirect programme costs” means the partner’s costs incurred in support of the collaborative programme that cannot be separately identified and traced unequivocally to the programme.


� “Direct programme costs attributable to management and administration of the programme” are the costs to the partner of management and administration that can be identified as arising directly and unequivocally from the programme.
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