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Guidance Note for the Inception Phase of
UN-REDD National Programmes 
Introduction
The UN Collaborative Programme on Reducing Emissions from Deforestation and Forest Degradation in Developing Countries (UN-REDD Programme) is currently supporting nine pilot countries
 with their national “REDD Readiness” process, i.e. preparations for participation in a future REDD financial incentive mechanism under the UNFCCC. UN-REDD National Programmes (NPs) are implemented as Joint Programmes (JPs) by UNDP, FAO and UNEP, following the guidance of the UN Development Group. With coordinating support from a Global Joint Programme (GJP), the nine UN-REDD National Programmes are being designed to provide initial assistance with the pilot countries’ Phase 1 Readiness activities.
The task of ensuring that UN-REDD NPs operate smoothly and in accordance with the above principles runs from the beginning to the end of the programme cycle and encompasses its three main Phases, viz.:
· The Design / Formulation Phase,
· The Inception Phase,
· The Implementation Phase.
The UN-REDD global programme has decided to develop a Guidance Note covering the major issues encountered during the second of the above Phases—the Inception Phase. For the purposes of this note, the Inception Phase of a UN-REDD programme is defined to commence with the approval of the NP document by the UN-REDD Policy Board.
 Its completion is less easily pinpointed; one objective of the note is to define a series of milestones that will help mark the completion of the Inception Phase and assess its achievements. 

A number of critical steps need to be taken during the Inception Phase; together, these will set the tone for the Implementation Phase that follows. The Inception Phase provides a critical opportunity to finalize the details of management and coordination arrangements and to get the project off to a ‘flying start.’ The process of filling in these details in order to ensure national ownership while establishing robust systems of oversight, coordination and management by the end of the Inception Phase, is discussed below.

The purpose of the Inception Phase Guidance Note is to provide guidance to National Authorities, UN Agencies and Project Teams concerning activities to be undertaken, and decisions made, during the Inception Phase. It represents a key first step in developing detailed operational guidance for implementing UN-REDD NPs. Getting the details right from the outset is held to be of critical importance to the broader success of the NPs themselves. 
The Note identifies and describes four broad principles that are seen as underlying the success of UN-REDD NPs. Structures and processes that need to be imbued with these principles are typically described in NP documents submitted for Board approval, but their successful establishment and initial operation will invariably depend on further elaboration during the Inception Phase. In essence, the Note is designed to present operational guidance regarding how, during the Inception Phase, to further elaborate NP structures and processes in order to transform UN-REDD principles into practice. 
The principles themselves are as follows:
· UN-REDD NPs should contribute to, and form a constituent element of, an integrated national approach to the challenges and opportunities of REDD: Ensuring that NPs fit within, and help to make coalesce, an integrated national approach to REDD will require high levels of national ownership, coordination, participation and integration. Specific challenges will include: (i) tying NPs closely into emerging national REDD strategies; (ii) ensuring effective civil society participation; (iii) linking NPs with broader development concerns, such as those expressed within the relevant UNDAF and UN Country Programme; (iv) coordinating closely with, and contributing to, related donor initiatives, including REDD readiness initiatives such as the World Bank’s Forest Carbon Partnership Facility (FCPF) and Norwegian and other emerging bilateral programmes, and; (v) enabling countries to exercise operational and fiduciary responsibility for UN-REDD and other REDD programmes.

· UN-REDD NPs should have effective and transparent systems of oversight: This refers to the various components of programme oversight that are needed to help keep NPs on track without adding excessive bureaucratic weight. They include, in particular, a National Steering Committee, or Board, as well as global-level structures such as the UN-REDD Policy Board and Technical Secretariat. These elements together constitute the top level of programme governance.

· Both day-to-day and longer-term, or strategic, management systems should be streamlined and integrated across participating UN organizations: ‘Integrated’ here refers primarily to integration across participating UN organizations. It involves putting in place systems and processes to ensure that programmes will operate in as streamlined and efficient a manner as possible, based on an effective integration of Agency tools and methods. A Programme Coordination Group (PCG), along with a Programme Management Unit (PMU), will normally represent the key elements of an integrated approach to management. 
· Financial management systems should be harmonized across agencies and minimize transaction costs facing national authorities: NPs should be managed based on a high degree of national-level responsibility for both operational and fiduciary aspects of the programme. However, this depends in turn on harmonized systems for financial management on the part of UN Agencies, with minimal complications related to having multiple UN organizations working together within a single programme. 

The remaining sections of the Guidance Note are structured according to the above-defined principles. Each section provides an overview of the principle, its importance and associated structures and processes, together with a set of related actions to be taken during Inception Phases. Where possible, it also provides examples from pilot UN-REDD countries of these structures and processes ‘in action’.
Annex 1 provides general guidance for the organization of Inception Workshops, including a template for the Inception Workshop report, where many of the above issues will be discussed and hopefully agreed upon. Annex 2 proposes a checklist of issues – grouped according to the above principles – which should be completed and appended to the Final Inception Workshop report as an aid to keeping track of whether and to what extent relevant planning and management milestones have been met during the Inception Phase. This Inception Phase Checklist is intended to assist global project managers and other interested parties to monitor the progress and degree of completion of UN-REDD Inception Phases. Finally, Annex 3 presents a sample ToR for a HACT micro-assessment (see Section 4 below).
The note has been prepared during the period September 2009 – January 2010. During this time, several inception-related activities took place, which greatly informed the drafting of the Note. In Viet Nam, the first UN-REDD National Inception Workshop was held, from 15-17 September 2009. In the Democratic Republic of Congo, a first post-inception workshop mission was organized from 12-16 October 2009. Finally, in Tanzania, an Inception mission and workshop were organized from 25-29 January 2010. 
1.
Supporting the emergence of an integrated national approach to REDD 
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Whatever the medium- or long-term contribution of United Nations organizations to REDD, it is crucial for participating countries themselves to take the lead role in the process. National, sub-national and local Governments, together with broad elements of civil society, need to provide active direction and guidance to the development and implementation of national REDD strategies, in line with the Paris and Accra principles of country ownership and leadership. In this light, a central element of UN-REDD readiness efforts must be to provide support for efforts to raise national capacities to undertake such leadership.
In parallel with the need for national ownership is the need for individual sources of support for REDD and REDD readiness to fit as components of a greater, integrated national whole. Beyond simple donor coordination, integration implies that support from multiple donors is serving to contribute to the development and implementation of an overall national REDD strategy and, more broadly, to implementation of national development strategies.

Given that a high level of national ownership of the REDD process is such an important element of REDD readiness, it needs to be supported and encouraged from the outset. This means developing and implementing UN-REDD NP outputs and activities, as well as NP management approaches, in ways that both enable and enhance national ownership. Key, interlinked strategies for promoting national ownership and integration during the Inception Phase include the following:

· establishing and operating a national coordinating mechanism, typically consisting of a national REDD network, secretariat and working groups;
· enabling the participation of sub-national and civil society stakeholders; 

· ensuring coordinated approaches among donors within the REDD/forestry sector; 
· ensuring multi-sectoral coordination and integration into national development strategies, and;

· enabling countries to exercise operational and fiduciary responsibility for the programme. 

The above strategies, and ways in which they can be supported during the Inception Phase, are discussed below.
1.1 Establishing and operating national REDD networks, working groups and secretariats 
The Inception Phase offers, in general terms, an opportunity to take steps that do not necessarily involve major expenditures but can nevertheless have significant impacts. Where detailed studies are not required, certain policy changes may fall within this category. The establishment of REDD coordination mechanisms is one readiness measure that need not necessarily await the launch of a UN-REDD NP. Recent UN-REDD experience in Viet Nam (see Box 1) provides a good example.
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During the Inception Phase, NP teams should:

· briefly review national progress to date in establishing REDD co-ordination mechanisms;

· review and update the status of donor support to coordination mechanisms;

· re-validate support to development of co-ordination mechanisms, as described within the NP document;

· identify any urgent measures needed to support coordination mechanisms and, where possible, integrate these within initial quarterly and annual workplans (see section 3 below), and;

· ensure that existing coordination structures are being fully utilized by the NP team from the outset.

1.2 Encouraging the participation of sub-national and civil society stakeholders 

There is a general consensus that the REDD process needs to reach well beyond the level of national governments to involve sub-national and district level authorities. NPs that are working at pilot sites will have a logical entrée to sub-national levels of government. In addition, civil society participation is considered an essential element in the process. Of particular importance here are indigenous peoples and other forest-dependent communities. 

During the Inception Phase, NP teams should:

· review the results of stakeholder consultations held during the formulation stage and identify any perceived shortcomings in the process;

· review, discuss and update as necessary the participation strategy described in the NP document; 

· define actions needed in the first quarterly and annual workplans to ensure participation; 

· ensure that relevant local government officials are consulted and engaged within the process, including in any inception workshops that may be held; 

· ensure that civil society, and in particular indigenous peoples and other forest-dependent communities, are represented and encouraged to participate in Inception Workshops and other discussions, in line with UN-REDD Operational Guidance on the Engagement of Indigenous Peoples and other Forest Dependent communities. 

1.3 Ensuring coordinated approaches among donors within the sector 

National REDD coordination mechanisms are important tools for ensuring coordination of donor activities in a country. But prior to their establishment, and also in parallel, individual donor activities, including UN-REDD NPs, need to coordinate with other donors and institutions actively engaged within the forestry sector in general, and with REDD Readiness activities in particular. 

Efforts to identify and engage these stakeholders will already have begun during the project formulation stage. Both domestic as well as international stakeholders need to be included in this process. The results are generally presented within the NP document. For example, in the case of Viet Nam, domestic institutional actors are described in a section on “Management of readiness”, while a detailed annex presents an “Institutional Donor Mapping for REDD Implementation in Viet Nam.”

Particular attention needs to be paid in this context to the planned activities of the World Bank’s Forest Carbon Partnership Facility (FCPF). The FCPF is providing technical assistance and capacity building for REDD including: (i) helping countries arrive at credible estimates of their national reference scenarios for emissions; (ii) calculate opportunity costs of possible REDD interventions, (iii) adopt national strategies for slowing deforestation and forest degradation and (iv) designing monitoring, reporting and verification systems for REDD. The above activities are all supported under the Readiness Fund of the FCPF. 

Project teams should be aware of the developing global-level partnership between UN-REDD and FCPF. At FCPF’s Second Participants Committee Meeting in March 2009, a resolution was adopted on “Collaboration between the FCPF and the UN-REDD Programme.” The resolution called for enhanced cooperation between secretariats (global level), as well as enhanced country-level cooperation. The resolution also refers to the need to undertake joint missions where possible, at the request of REDD country governments, following the model of the DRC mission.
 

During the Inception Phase, the NP Team should consider undertaking the following actions with respect to coordination of donors with the forestry / REDD sector:

· make efforts to deepen the NP team’s understanding of the sectoral context within which the programme will operate, including exchange, review and discussion of documentation, meeting with counterpart project teams, comparison of workplans, etc;

· encourage a broader understanding of the UN-REDD programme among the above-mentioned counterparts;

· during the Inception Workshop, organize working groups according to project outcome and provide an opportunity for donors and national institutions to present the latest details regarding recent and upcoming activities related to the outcome, and identify potential overlaps, gaps and specific strategies for outcome- and output-level cooperation.

1.4
Ensuring multi-sectoral coordination and integration into national development strategies 
When implemented at a large scale, REDD will have impacts stretching far beyond the forestry sector into areas such as agricultural policy, land use planning, protected areas management and finance. While the mechanisms discussed above will be helpful for coordinating among individual REDD projects, a different set of tools will be required to address broader, inter-sectoral coordination issues. A major additional challenge therefore is to ensure that UN-REDD activities are fully integrated with broader UN support and, more generally still, with national development priorities and strategies. This implies active Government ownership of REDD strategy and implementation, supported by specific tools of UN-REDD cooperation.  Fortunately, tools have been developed in recent years which make this task significantly easier.

As part of the UN Development Assistance Framework (UNDAF) approach, thematic groups are established for purposes of information exchange and coordination associated with UNDAF-defined pillars. In Pilot One UN countries and in other countries moving towards One UN mechanisms, this approach has been extended significantly. One UN Programme Working Groups (PWGs) now have reporting and planning tasks and are truly inter-agency in nature. For example, in the case of Albania, PWGs have been established for each of the five pillars of the One UN programme. The PWGs coordinate with national sector groups to provide optimal support within the One UN Programme and to avoid duplication with other international partners.  For the first time, a One UN Work Plan has been developed and PWGs are playing a key role in monitoring the progress in achieving planned results. This has greatly improved Government’s capacities to monitor and lead the work of the UN system in the country. 
Given the above, during the Inception Phase, NP teams should:

· review the country’s UNDAF thematic group structure in order to identify an optimal approach for integrating the UN-REDD programme;

· make a preliminary identification of synergies with other ongoing development activities;

· help to ensure that key sectoral stakeholders, as defined by the relevant UNDAF thematic structure, are being kept fully informed of developments with respect to UN-REDD and REDD in general, and;

· revalidate whether the NP document has fully identified processes and mechanisms for inter-sectoral coordination, including identifying new or changing opportunities for UN-REDD NPs to become fully integrated within national development processes.
1.5
Enabling countries to exercise operational and fiduciary responsibility for the programme

An integrated national approach to REDD is unlikely ever to emerge if donor programmes maintain a tight grip over operational and fiduciary responsibilities of individual projects and programmes. In addition, increased national responsibility can help to reduce the transaction burden of dealing with multiple donor financial systems. For this reason, enabling countries to exercise operational and fiduciary responsibilities over NPs needs to be a key element of programme strategy and one which belongs up front among tasks to be undertaken during the Inception Phase.

In order to move his process forward, during the Inception Phase, NP teams should:

· review operational, management and financial responsibilities as outlined in the NP document (see also sections 3 and 4 below), with an eye to the need to ensuring that national systems and national institutions are being used wherever possible, and;

· ensure that a risk management approach is designed and well understood by project stakeholders.
2.
Creating systems for effective and 
transparent national programme oversight 

2.1
Overview of NP oversight mechanisms
Oversight of UN-REDD NPs takes place at multiple levels as follows: 
· UN-REDD Policy Board: This body provides overall leadership and sets strategic direction for UN-REDD. Having approved the JP document and agreed on a financial allocation, the Policy Board plays an overall monitoring and oversight role thereafter with respect to the individual NPs.

· UN-REDD Technical Secretariat: The Secretariat serves the Policy Board and manages the NP review process as well as the overall monitoring and evaluation functions. Its responsibility for tracking programme-wide progress means that it needs to be kept updated concerning, inter alia, the progress and status of NP Inception Phases. In addition, its responsibility for programme-wide knowledge management has encouraged it to focus, as a logical initial step, on the development of guidance for Inception Phases (the present Note). Both responsibilities imply a form of oversight of NPs.

· Multi-Donor Trust Fund (MDTF) Office: Based on a Memorandum of Understanding signed by the participating UN organizations, funding of UN-REDD NPs takes place using a system of pass-through fund management. Under this arrangement, UNDP’s Multi-Donor Trust Fund Office acts as ‘Administrative Agent’ for the UN-REDD MDTF. In addition to disbursing funds to the participating UN organizations, the Administrative Agent is responsible to: “consolidate statements and reports, based on submissions provided to the Administrative Agent by each Participating UN Organization.” These submissions include “Annual narrative progress reports, to be provided no later than three months (31 March) after the end of the calendar year” and “Annual financial statements and reports as of 31 December with respect to the funds disbursed to it [i.e., the Participating UN organization] from the UN-REDD Fund Account…” It is through these reporting mechanisms that the MDTF Office plays its role in oversight of NPs.
· UN Resident Coordinators: NPs are supported by the UN Resident Coordinator (RC) as part of the latter’s strategic leadership of the UN Country Team and relationships with national authorities. The RC exercises his/her authority through participation in overall project design, ongoing programmatic oversight of UN-REDD activities and by chairing Board meetings (see next bullet). UN-REDD relies on RCs to exercise leadership and provide oversight to help ensure that NPs are on track, promised results are being achieved and participating UN and other organizations are meeting their obligations. Together with UN Country Teams (UNCTs), RCs can also provide strategic guidance to ensure that the NP is closely tied into the national development context, including the UNDAF thematic structure. The RC and/or the Resident Coordinator’s Office (RCO) should also take the lead in ensuring UN coordination with the National REDD office (see Section 3 below), if and when this office has been established. On receipt of consolidated country level reports, the RC provides an overall assessment of the Programme’s progress and results. He/she also facilitates ongoing monitoring and evaluation of Programme activities in line with UN standards and any guidance provided by the UN-REDD Technical Secretariat or Policy Board.
 

· National steering committee (the ‘Board’): For each NP, a Programme Executive Board (PEB), Programme Management Committee (PMC) or similar body (hereafter ‘the Board’), will be established and will serve as the primary in-country body for programme oversight. The Board will typically be jointly chaired by a representative of the Implementing Partner / Designated Institution and the RC or his/her representative. Additional members of the Board should include: representatives of each participating UN organization; representatives of participating Governmental bodies, and; the National Project Director (NPD), who will typically act as Secretary to the board. A representative of the Government of Norway should be invited to attend meetings of the board as an observer. The Board should meet on a quarterly basis during the first year of project implementation, and at regular intervals thereafter. Board decisions should normally be reached by consensus.

2.2
Establishing and orienting oversight mechanisms during the Inception Phase 
With the exception of the Board, all of the oversight mechanisms described above have an existence which predates that of the NP. Thus, while these existing mechanisms need to be oriented and tasked during the Inception Phase, the Board itself needs first to be established, including having its Terms of reference finalized. 

The Board will be responsible for overseeing project implementation. Specific responsibilities should be agreed during the first meeting (see below) but will typically include the following:
· Review and approval of annual work plans and associated budgets;

· Monitoring and evaluation of progress made in implementing work plans, completing outputs and achieving outcomes and indicators;
· Ensuring that UN-REDD activities remain aligned with the UN Strategic Framework or One-Plan strategic priorities;

· Reviewing and commenting on the Consolidated National Programme Reports from the Administrative Agent and providing related guidance to the participating UN organizations;

· Recommending corrective action to be taken by the PCG and/or PMU related to emerging implementation issues;

· Responding to recommendations and requests for support from the PCG and/or PMU related to emerging strategic issues;

· High-level coordination with other donors to enhance synergies among various REDD-related efforts;

· Approving communications and public information plans prepared by the PMU and/or PCG. 
The first meeting of the Board should take place during the Inception Phase, in the period shortly following the Inception Workshop and following the first meeting of the PCG. Issues to be addressed by this meeting will vary according to country circumstance, but are likely to include the following:
· Approving detailed arrangements for management and co-ordination, including the Board’s own Rules of Procedure and those of the PCG
;
· Review and approval of the initial quarterly and annual work plans developed during the Inception Workshop
;

· Agreeing on priority actions related to co-ordination or advocacy to be taken by the RC or Government representatives. 
In addition to establishing and making use of the Board, during the Inception Phase, NP teams should take advantage of the UN Resident Coordinator’s (RC) strategic role as leader of the UN Country Team. In addition to his/her role as co-chair of the first Board meeting (see 1.1 above), the RC / RCO can play a key role during the Inception Phase by providing support related to co-ordination and/or programme advocacy. This may be particularly important in cases where roadblocks of various kinds may be preventing the NP from getting started in a timely and efficient manner. It is up to the members of the PCG to bring such issues to the Board, and/or directly to the attention of the RC and RCO, and to seek their support as needed.

3.
Integrated national programme coordination and
management
Underlying the system of oversight described in Section 2 above are the structures and processes through which NPs are coordinated and managed. This section offers a detailed look at these structures and processes and provides guidance concerning their successful establishment and/or operation during Inception Phases. Issues covered include: (i) establishment of a Programme Coordination Group (PCG); (ii) establishment of a Programme Management Unit (PMU); (iii) integrated work planning; (iv) day-to-day operations, and; (v) adaptive management and reporting.  

3.1
Establishing a Programme Co-ordination Group (PCG)
A Programme Co-ordination Group (PCG) should be established during the Inception Phase. Typically, the PCG will be made up of programme staff from the three participating UN organizations, senior staff of the Programme Management Unit (PMU) and the REDD focal point within the Implementing Agency / Designated Partner. The PCG should meet on a quarterly basis, with its primary aim being to ensure operational co-ordination amongst participating UN organizations, the PMU and the Implementing Agency. Overall PCG responsibilities will vary on a country-by-country basis, but are likely to include the following:  
· ensuring operational co-ordination among UNDP, FAO and UNEP staff and associated inputs;

· agreeing on quarterly and annual work plans, based on drafts prepared by the PMU;

· integrating work plans, budgets, reports and other programme-related documents prepared by participating UN organizations;

· reviewing financial re-allocations and budget revisions proposed by the PMU and making related recommendations to the Board; 

· addressing management and implementation problems, including those raised by the Board;

· identifying emerging strategic issues and problems to be brought to the attention of the Board;

· reviewing progress made in implementing work plans, achieving outputs and fulfilling outcomes and indicators, based on which adaptive management actions are agreed, and;

· identifying emerging lessons learned and communicating these to the UN-REDD Technical Secretariat.
While it is likely that meetings among most of the PCG members will already have taken place during the formulation stage, the first ‘official’ meeting of the group may typically take place as one component of the Inception Workshop (IW). It may in this case constitute what may be called the ‘Internal Session’ of that workshop. It is preferable that the majority of PMU staff should have been recruited by this point (see below). Key priorities for this meeting should include:

· briefing PMU staff on UN-REDD principles and procedures;

· discussing and agreeing on details of harmonized implementation arrangements for the NP;

· reviewing and reacting to substantive developments in the REDD ‘environment’ at national and international levels during the period since pro-doc approval; 

· agreeing on strategies for outreach and co-ordination with other REDD activities in country;

· agreeing on processes and formats for reporting;

· agreement on financial management issues (see section 4 below)

· developing first annual and quarterly work plans which reflect the relative urgency of various issues;

· agreeing on any outstanding issues related to PMU staffing;

· deciding on any recommendations to be forwarded to the Board for action.

A brief report of this first meeting of the PCG should be included as a section within the Inception Workshop report (see Annex 1). Subsequent PCG meetings should also include brief reports, to be forwarded to the Board for review.

3.2
Establishing a Programme Management Unit (PMU)
For nearly all NPs, it is expected that a Programme Management Unit (PMU) will be established. The PMU occupies a key space at the intersection of the three participating UN organizations; together with the PCG, it is where three programmatic streams need to be transformed into a smooth-flowing river of coordinated programme activities.

The PMU will be responsible for day-to-day management of the NP (see 3.4 below), including drafting of annual and quarterly work plans and financial and programmatic reports. In addition to the NPD, who will normally be in charge of the PMU, staff may include: a Programme Manager in charge of administration, a National Technical Advisor (NTA),
 an International Technical Advisor (ITA), and other professional and support staff.

Establishing the PMU should be an early priority of the Inception Phase. In general, the following steps need to be completed:

· Recruitment of PMU staff: This process begins with review and elaboration of the descriptions of project staff contained in the NP document. Revised ToRs should be discussed and/or circulated among the three agencies and with the NPD. Assuming UNDP is responsible for setting up the PMU, staff positions will be advertised by the local UNDP office. Short-listed CVs for senior PMU positions, including national and international senior technical advisors, should be shared with UNEP and FAO, whose representatives may also be invited to participate in interview panels. Staff will typically be issued with UNDP contracts. Since this overall process is time-consuming, all efforts should be made to commence the recruitment process as early as possible; for example, it may be possible at a minimum to advertise the positions and begin the selection process prior to gaining final signatures on the JP document. However, the project will need to be signed and the NPD on board in order to finalize staff contracts.   
· Identification and preparation of office space for the PMU: The PMU may be most conveniently located within the same location as the National Implementing Partner, assuming the latter has space available. This should be confirmed, and necessary steps taken to prepare and furnish the premises, as soon as possible during the inception Phase.
· Defining lines of reporting: It is important for clear staff reporting lines to be established during the Inception Phase. Within the PMU, staff will be under the overall supervision of the NPD and PMU Manager. However, one concern raised in other JPs is that staff recruited by one Agency, e.g., the PMU manager or the International Technical Advisor (ITA), may be seen by JP partners as mainly serving that agency’s needs. To avoid this, performance of the PMU manager and of the ITA should be reported on by each of the participating UN organizations through a matrix reporting system such as those created under some One UN programmes.
3.3
Integrated work planning
The Inception Phase will normally offer the first opportunity for key players to sit together to develop a programme of work for the first quarter(s) and year of JP implementation. The first meeting of the PCG should provide an appropriate venue to discuss and agree on these first work plans and on procedures for preparation of subsequent ones. Procedures to be followed for their preparation should be approximately as follows:

· Draft quarterly and annual workplans and budgets should be prepared—either by the PMU if relevant staff have been recruited or by one or more of the participating UN organizations—and shared with remaining PCG members prior to the meeting.

· The workplan and budget should be broken down by agency. Agency budgets should in turn be broken down as follows: (i) funds to be transferred to the PMU; and (ii) funds which the PMU requests the Agency to administer directly. The latter are typically for recruitment of international consultants and international procurement of equipment and supplies.
· Based on discussions within the PCG, the workplan and budget should be revised by the PMU and forwarded to the Agencies and to the Board for their approval.
· Following Board approval of the first quarterly and annual workplans, and signature by ___, each Agency transfers the amount specified for transfer to the PMU, by ___. 

· If circumstances indicate that an activity should be carried out, or expenditure incurred, that was not included in the current quarterly workplan and budget, the NPD will seek the agreement of the responsible Agency.

Table 1 below presents the first two outputs of the Viet Nam NP 1st Quarterly workplan and budget, which was finalized based on discussions held during the first day of that country’s Inception Workshop. As seen in the table, each output is broken down into activities and the budget for each activity is allocated amongst four budget lines (following MDTF guidelines), namely: (i) personnel, (ii) supplies, commodities, equipment and transport, (iii) contracts and (iv) other direct costs. Quarterly budgetary allocations are made for each of these items and divided between PMU and Agency budgets. 

3.4
Day-to-day operations 
Specific procedures to guide implementation need to be agreed upon during the Inception Phase. Four general issue areas should be considered: (i) recruitment of consultants, (ii) procurement of supplies, services and equipment, (iii) organization of travel and (iv) organization of workshops, meetings, etc. In general, it may be useful to use the work planning exercise as an opportunity to plan details such as ToRs, equipment specifications, etc. 

Table 1: Viet Nam’s First Quarterly Workplan (extract)
	Expected Outputs
	Planned activities
	Oct
	Nov
	Dec
	Budget Description
	Yr 1/Q 4
	PMU
	Agency

	OUTPUT 1.1
	Provision of technical support and advice (preparation of reports of the Technical Working Group for dissemination to REDD Network)
	 
	 
	 
	Personnel
	1,500
	1,500
	0

	
	
	 
	 
	 
	Supplies, commodities, equipment and transport
	3,500
	3,500
	0

	
	
	 
	 
	 
	Other direct costs
	0
	0
	0

	
	Organization and convening of regular meetings of REDD Network
	 
	 
	 
	Personnel
	1,500
	1,500
	0

	
	
	 
	 
	 
	Supplies, commodities, equipment and transport
	3,500
	3,500
	0

	
	
	 
	 
	 
	Other direct costs
	8,530
	0
	8,530

	
	Organization of workshops to review lessons learned
	 
	 
	 
	Personnel
	1,500
	1,500
	0

	
	
	 
	 
	 
	Supplies, commodities, equipment and transport
	2,500
	2,500
	0

	
	
	 
	 
	 
	Contracts
	0
	0
	0

	
	Output 1.1 Total
	 
	 
	 
	 
	17,530
	9,000
	8,530

	OUTPUT 1.2
	Review of methodologies for establishing REL
	 
	 
	 
	Personnel
	10,000
	0
	10,000

	
	
	 
	 
	 
	Supplies, commodities, equipment and transport
	0
	0
	0

	
	
	 
	 
	 
	Contracts
	0
	0
	0

	
	Compilation of data required for generating RELs
	 
	 
	 
	Personnel
	0
	0
	0

	
	
	 
	 
	 
	Supplies, commodities, equipment and transport
	250,000
	0
	250,000


	
	
	 
	 
	 
	Contracts
	15,000
	15,000
	0

	
	
	 
	 
	 
	Other direct costs
	19,000
	0
	19,000

	
	Output 1.2 Total
	 
	 
	 
	 
	294,000
	15,000
	279,000



While operational details will vary by country, particularly depending on the results of the HACT assessment, the following may be useful as a starting point for discussion during the internal session of the Inception Workshop:

a) Recruitment of consultants

· PMU prepares draft ToRs, and attaches them to the quarterly workplan and budget to allow the responsible UN Agency to review and comment, so that the ToRs can be mutually approved by the PMU and the Agency at the same time as the workplan and budget.

· In the case of international consultants, the responsible Agency advertises using its normal procedures, and prepares a short-list of candidates which is submitted to the NPD for review and approval. The Agency and the NPD participate in interviews or any other assessment procedures to select the consultant. Finally, the Agency issues the contract.

· In the case of national consultants, the PMU advertises using the UN Agency procedures and prepares a short-list (or may request the responsible Agency to undertake the procedure on its behalf). PMU and UN Agency then participate in interviews or other assessment procedures to select the consultant. Finally, the PMU issues a contract (or the PMU may request the responsible Agency to issue the contract on its behalf).

b) Procurement of supplies, services and equipment

· PMU prepares draft specifications, and attaches them to the quarterly workplan and budget to allow the responsible Agency to review and comment, so that the specifications can be mutually approved by the PMU and UN Agency.

· In the case of international procurement, the responsible UN Agency seeks tenders/quotes using the Agency’s procedures, and prepares a recommendation which is submitted to the NPD for review and approval; Agency procures equipment/supplies/services and arranges for customs clearance.

· In the case of local procurement, PMU seeks tenders/quotes using Government’s normal procedures
 and prepares a recommendation which is shared with the Agency for review and approval (Agency may waive this requirement, depending on value of supplies/equipment/services being procured); PMU completes procurement (or may request the responsible Agency to undertake on its behalf).
c) Organization of travel

· For domestic travel, except for travel by NPD or senior government officials, approval and organization is delegated to the PMU

· For domestic travel by the NPD or senior government officials, and for all international travel, PMU prepares a justification and budget estimate, and shares with the responsible Agency for review and approval.  PMU makes travel arrangements (for international travel may request responsible Agency to assist)

d) Organization of workshops, meetings, etc.

· Organization and approval is delegated to the PMU

3.5
Adaptive management and reporting
During the Inception Phase, the NP Team needs to review and if necessary update provisions made in the JP document related to adaptive management. This includes procedures related to monitoring to ensure adherence of implementation activities to work planning.  
Specific procedures for reporting also need to be agreed upon during the Inception Phase. In the case of Viet Nam, these include the following:

· By two weeks after the end of a quarter, each Agency will complete (using a common MDTF template) a financial report for those funds which the PMU had requested be retained and administered directly.  By that same deadline, each Agency will submit their report to the UN-REDD Secretariat, with a copy to the PMU.

· By the end of the quarter, the PMU will prepare an integrated narrative report of activities carried out during that quarter.  This report will be shared with each Agency (through the single interlocutor) for review.  

· Each Agency will convey any comments to the PMU within two weeks after the end of a quarter, to allow the PMU to prepare a final, consolidated narrative report within three weeks of the end of a quarter.  This report will be submitted to the UN-REDD Secretariat, with copies to each participating UN Agency.

· Similar procedures will apply to the required 6-monthly and annual report.  The UN-REDD Secretariat will be responsible for conveying to the MDTF Office any reports required by that office.

4.
Efficient and harmonized financial

management systems 
Given that UN Joint Programmes—of which UN-REDD NPs are an example—involve three distinct UN organizations with somewhat different financial and other systems, there may be an inherent tendency for implementation to diverge into three separate and distinct distribution streams. In some cases, the burden of co-ordination and associated transaction costs may end up falling on beneficiary Governments, as they strive to make sense of the different financial, reporting and other requirements of the three organizations.  
This issue takes on particular importance when it comes to financial management. UNDP, FAO and UNEP have different financial procedures. Absent coordination and harmonization, the administrative and reporting requirements associated with these different systems risk creating a heavy administrative burden on recipient countries.

UN-REDD is committed to avoiding the above scenario by being at the forefront of UN Agency joint programming methods. This means delivering truly coordinated and harmonized NPs that limit transaction costs for recipient countries and maximize delivery benefits. In doing so, UN-REDD financial management systems need to be based on, and where possible extend, approaches developed and agreed by the UN Development Group (UNDG). Developing and agreeing on harmonized and streamlined fund management arrangements is therefore a key task of the Inception Phase. 

This section looks at the overall systems of financial management of UN-REDD NPs, the particular issues associated with harmonization and associated tasks that need to be undertaken during the Inception Phase of UN-REDD NPs.

4.1
Overview of the process
Following approval of the National JP, the UN-REDD Technical Secretariat submits the following to UNDP’s Multi-Donor Trust Fund (MDTF):

· A copy of the signed NP document and approved budget

· Submission form, signed by the Co-chairs of the Policy Board.

Upon receipt of the necessary documentation, MDTF, as Administrative Agent of the Trust Fund, releases funds to the three Participating UN organizations using the “pass-through” modality.
  While this modality works well for the International Support Functions provided by FAO, UNDP and UNEP (under a global joint programme), it has presented some challenges in terms of presenting NPs as: (i) truly one programme; and (ii) clearly country-led. This has led the UN-REDD Programme to agree on the following national implementation principles:
· All Participating UN Organizations will apply the Harmonized Approach to Cash Transfers (HACT);
· Participating UN Organizations will use the same cash transfer modality within a given pilot country;
· All efforts will be made to develop a coordinated financial interface for the transfer of funds to national counterparts.

4.2
HACT process

As noted above, when United Nations funds and programmes use different (sometimes complex) systems to transfer cash to implementing partners, they impose a high transaction burden on those partners. Government and other implementing partners spend valuable time and resources negotiating and responding to the different agency requirements. This can be a major distraction and impediment to national ownership. 

Harmonizing agency regulations enables time and resources to be refocused to more productive ends. The Harmonized Approach to Cash Transfers (HACT) is an important step towards accomplishing this, and one which increases national ownership by using national systems and institutions wherever possible. 

HACT is based on a risk management approach which recognizes that there is always some degree of risk involved with cash transfers. With trusted long-term partners that have stable, strong internal management systems, risk tends to be low. However, with a new partner about whom there is limited prior information or experience, risk is higher. Recognizing that there is a scale of risk involved with cash transfers does not imply that work with new partners is not encouraged; it simply means that agencies need to adjust their cash transfer methods and associated assurance measures depending on the level of assessed risk. 

HACT was initially developed to harmonize the approach to cash transfers being used by the United Nations Development Group Executive Committee agencies, namely UNDP, UNFPA, UNICEF and WFP. However, more recently, the approach has been extended further among UN organizations.

HACT is based on macro- and micro-assessments to determine risk, as well as the need for assurance activities such as audits and spot checks. A macro-assessment is a desk review of the existing assessments of the national public financial management system that takes place once every programming cycle. These typically happen when a country is preparing its Common Country Assessment. Micro assessments look at the soundness of individual implementing partners’ financial management systems. They are carried out once per programming cycle for partners expected to be handling at least $100,000. 

During the Inception Phase, NP teams need to:

· Determine the status of relevant macro- and micro-assessments within the country: Not all countries will have completed macro-assessments; even those that have done so may not have completed the relevant micro-assessments, i.e., for the national implementing partner(s) / designated institutions. This issue should be considered as early as possible, even during the preceding, formulation stage, so that once approved, the NP can begin implementation using the desired financial modality.

·  Agree on financial procedures in light of HACT conclusions: The HACT assessment will provide a range of obligation and payment responsibilities in line with the assessed risks (see below). The nature of agreed responsibilities and obligations will depend on the assurance measures that can be put in place. Four cash transfer modalities are possible:
· Direct cash transfers to Implementing Partners, for obligations and expenditures to be made by them in support of activities agreed in Annual Work Plans (AWPs);

· Direct payments to vendors and other third parties, for obligations incurred by the Implementing Partner in support of activities agreed in AWPs;

· Reimbursement to Implementing Partners for obligations made and expenditure incurred by them in support of activities agreed in AWPs;
· Direct UN agency implementation through which the UN Agency makes obligations and incurs expenditures in support of activities agreed in AWPs.

· Ensure familiarity with FACE form and procedures associated with its use: The Funding Authorization and Certificate of Expenditure (FACE) form is an important tool for implementing a harmonized financial approach. NP team members should be familiar with the form and how/whether it can replace existing agency-specific financial procedures.
· Develop a set of assurance measures as part of an overall risk management strategy: As noted above, assessment of financial risk is an important part of the HACT process. In the same way, ongoing monitoring and management of risks constitutes an important element of the financial management procedures. Overall, JP teams will needs to identify different categories of risk and set up a risk log to assist with monitoring. Establishment of appropriate risk management measures is a requirement for programme implementation. In further developing procedures in this area, JP teams should refer to UNDP’s guidance on Enterprise Risk Management (ERM). 

5. Conclusion

In summary, by the end of the Inception Phase, each UN-REDD programme should have agreed annual and first quarterly work plans in hand, a team in place to implement these work plans, a co-ordinating network ready to ensure national ownership, financial resources at hand and financial systems in place to enable effective programme implementation…. [TO BE COMPLETED]
Annex 1: Template for Inception Report
The objectives of the Inception Workshop are to:
· invest the Project Team and support structures with authority over and ownership for the JP; 

· ensure understanding of the JP’s goal, objectives and expected outcomes as well as roles and responsibilities of all involved parties;

· ensure full engagement of partners consulted in the previous stakeholders’ consultation phase;

· enable a clear understanding of the concept of Adaptive Management, including technical and administrative implementation procedures;

· discuss the project Results Matrix and implementation strategy and collect information for any required adjustments. 

The internal session can be done as a one-day (or longer) meeting during the workshop or may take place anytime during the Inception Phase; the agenda can be adapted accordingly. In either case the following specific activities should be covered:
(i) Detail the roles, support services and complementary responsibilities of UN Agency Country and Regional Office staff vis à vis the Programme Team; 

(ii) Provide a detailed overview of UN-REDD reporting and monitoring and evaluation (M&E) requirements;

(iii) Provide an opportunity to inform the Project Team on UN Agency project related budgetary planning, budget reviews and mandatory budget re-phasing; and,

(iv) Provide an opportunity for all parties to understand their roles, functions, and responsibilities within the project's decision-making structures, including reporting and communication lines, and conflict resolution mechanisms as well as discussing again, as needed, the Terms of Reference (ToR) for project staff and decision-making structures.
[TO BE COMPLETED]
National Programme Oversight


 


Inception phase milestones





Establishment and first meeting of Programme Executive Board (PEB) / Programme Management Committee (PMC)


Establishment and first meeting of Programme Coordination group (PCG)








Integrated programme management





Inception phase milestones





Holding of an Inception Workshop and acceptance of final report by Government and Co-operating UN organizations 


Agreement by PCG on quarterly and annual work plans


PMU staffed and located in suitable office space


System of matrix reporting and performance assessment of PMU staff in place


Establishment and first meeting of Programme Coordination group (PCG)











Harmonized agency financial systems





Inception phase milestones





Signature by all parties of the final JP documents and delivery of signed originals to the Multi Donor Trust Fund (MDTF) offices in New York


Completion of the Harmonized Approach to Cash Transfers (HACT) financial modality review process, and agreement on harmonized processes to be used


Initial round of financial transfers from MDTF to UN Agencies and, where the cash transfer modality is being used, from UN Agencies to co-operating national agencies








National-level integration





Inception phase milestones





Establishment of a national coordinating mechanism or progress towards establishing one


Active donor coordination, including through national mechanism if one has been established


Substantial civil society participation in Inception Phase, including indigenous peoples and forest-dependent communities


























Preparing an action plan and road map for a national REDD system


Establish milestone and deadline for delivery of each component of the action plan


Co-ordinate the inputs of international development partners


Monitor and assess the status of implementation of the action plan


Ensure that all REDD activities supporting REDD in Viet Nam are part of, or consistent with, the action plan





A National Working Group on REDD is also called for in the decision. Its role is to provide technical and administrative support for the operations of the REDD network. 





The REDD network is designed to meet on a quarterly basis, while the Working Group meets on a monthly basis.





Finally, the Decision designates the Forest Sector Support Partnership (FSSP) Coordination Office as secretariat for both the REDD Network and the REDD Working Group.  





On 23 October, the FSSP organized the first REDD Working Group meeting.





Key lessons learned from the process include the following:





UNDP support played a critical role in the early establishment of a national coordination mechanism, 


It is important to consider existing sectoral coordination arrangements (in this case the FSSP), in order to build on existing capacities.





Box 1: Establishment of National Network and Task Force for REDD in Viet Nam 





In late 2008, prior to the formulation of the UN-REDD NP, UNDP Viet Nam was asked to provide support for the development of a road map and coordination mechanism for REDD. An international consultant was engaged for this purpose, who provided a series of recommendations, including a draft ToR for a REDD network and working group.





On 10 September 2009, just days before the UN-REDD Inception Workshop, Viet Nam’s Ministry of Agriculture and Rural Development (MARD) issued Ministerial Decision 2614/QD-BNN-LN. It included the following provisions:





Article 1. Establish the national network and task force for REDD. List of the network and task force is attached to this Decision (Annex 1). The national network is chaired by the DOF’s director and co-chaired by donors’ representative selected by donors through rotation base of 2-year term.





Article 2. The national network and task force for REDD is in charge of taking steering role to coordinate with stakeholders to organize and implement activities related to REDD upon its assigned functions and tasks attached to this decision (Annex 2). The network chairman and team leader of the task force delegate tasks to individual members. Members of the national network and task force for REDD work on part-time basis. 





The agreed tasks for the REDD Network, as identified in the ToR attached to the Decision, include the following:











� Pilot countries are Bolivia, Panama, Paraguay, Indonesia, Papua New Guinea, Viet Nam, D.R. Congo, Tanzania and Zambia. At the Third Meeting of the UN-REDD Policy Board on 2 November 2009, a further five countries joined the programme. They are: Argentina, Cambodia, Ecuador, Nepal and Sri Lanka.


� It thus encompasses what is sometimes referred to as the ‘elaboration phase’, the period following board approval but before JP signature, as well as a variable period of time following signature. 


� Resolution PC/2/2009/3. This resolution referred back to an earlier “Note on Cooperation between FCPF and UN-REDD Programme on REDD Readiness” dated October 9, 2008.


� Framework document ADD LINK


� See also section 4 below.


� For generic PCG ToR, see the MDTF website, � HYPERLINK "http://www.____" ��www.____� ADD LINK


� To streamline implementation, subsequent quarterly plans should not depend on Board approval, unless otherwise deemed necessary.


� Depending partly on how active a role is being played by the NPD, this position may be equivalent to that of National REDD Team Leader (see Viet Nam example). 


� From Viet Nam Inception Report.


� In the case of FAO, these procedures apply only for items with a cost of less than $50,000


� From Viet Nam Inception Report


� See “UN-REDD Programme Rules of Procedure and Operational Guidance,” p.11. March 2009; See also �HYPERLINK "http://www.undg.org/index.cfm?P=240"�http://www.undg.org/index.cfm?P=240� for more details.


� See, e.g.,  � HYPERLINK "http://www.undg.org/archive_docs/7122-Workbook_1_1_Quick_Guide_to_HACT.pdf" ��http://www.undg.org/archive_docs/7122-Workbook_1_1_Quick_Guide_to_HACT.pdf� 
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