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UN-REDD National Joint Programmes:
Management Arrangements and Fund Distribution
Implementation Concerns

Two concerns about the way UN-REDD National Joint Programmes (NJPs) are to be implemented have been consistently heard:

a. NJPs will be directly implemented by the UN Agencies, with limited leadership or ownership by the REDD countries themselves

b. NJPs are not really a ‘joint programme’ but will be implemented as three separate and distinct distribution streams from the UN Agencies.  This will burden national implementing partners with three sets of workplans, budgets and reporting requirements.
These concerns have been especially raised by the REDD countries themselves, but they have also been repeated by donors and other multi-lateral initiatives.  Both concerns have the potential to detrimentally affect the UN-REDD narrative and need to be addressed.
Firstly, it is important to be cognizant of the unique factors associated with the UN-REDD Programme that perhaps differentiate NJPs from more standard UN Agency projects (regardless of the implementation arrangements):

· The UN-REDD Programme contributes to efforts to establish financial incentives for forest-based climate change mitigation actions in developing countries in a post-Kyoto regime
.  Therefore one of its primary objectives is to demonstrate the feasibility of REDD mechanisms and the process REDD countries need to go through to be “REDD ready”
· Such actions are only expected to be undertaken by developing countries on a voluntary basis.  Having ownership and leadership from REDD countries is therefore a prerequisite for any REDD initiative
· The governance of the UN-REDD Programme reflects the preeminent role of REDD countries and stakeholders.  It is the first global Multi-Donor Trust Fund administered by UNDP to have full recipient country (not to mention Civil Society and Indigenous Peoples) representation on its steering committee
· The performance of the UN Agencies is more acutely scrutinized in the “REDD space” than almost any other field of endeavour.  There are other initiatives operating in the space, some of which are going to extraordinary lengths to ensure transparency and ownership.  There are stakeholders with high levels of skepticism regarding REDD.  And there are Parties who are not yet convinced the UN has a role to play in the space
Any and all of the above points mean the implementation concerns must be taken seriously and adequately addressed.

Implementation Management Aims

· To assist countries get ready to effectively participate in an international system of financial incentives for REDD.  By doing so, to build confidence in the establishment of such a mechanism
· To apply the Paris and Accra principles of country ownership in order to build confidence in the establishment of a REDD mechanism
· To be at the forefront of UN Agency joint programming, in terms of delivering truly coordinated and harmonized NJPs that limits transaction costs for recipient countries and maximizes delivery benefits.  Efforts will be based upon, and extend, the approaches developed and agreed by the UN Development Group (UNDG) 

Programme Management Principles
The implementation aims of the UN-REDD Programme give rise to some starting principles when determining the implementation arrangements for NJPs:
· Prima facie, NJPs shall be nationally implemented and build on previous UN experience implementing joint programmes
· As per the Accra Agenda for Action, partner country systems will be used as the first option, rather than UN Agency systems
· All funds should be managed as consistently as possible.  To this end, the UNDG’s Harmonized Approach to Cash Transfers (HACT)
 will apply to all funds transferred to national implementing partners, regardless which UN Agency is making the transfer

· The NJP shall include a National Coordinator with sufficient responsibility to manage the implementation of the NJP across UN Agency allocations and funding streams.  The National Coordinator will work closely with the national implementing partners and the UN Resident Coordinator
Even better than having harmonized transfer and reporting approaches among the UN Agencies, is to have a common approach whereby national implementing partners only have to receive funds (and report on those funds) to one UN Agency.  This would go a long way to demonstrating the UN-REDD Programme as a truly joint programme.
· Where possible we should explore opportunities to apply a pooled approach to NJP fund management.  As per the UNDG Guidance Note on Joint Programming
, this option is likely to be the most effective and efficient when UN Agencies work for common results with a common national implementing partner.  As this will often be the case for UN-REDD NJPs (where the Ministry/Department of Forestry is likely to be the lead implementing partner for all three UN Agencies in many of the pilot countries), its application should be considered.  Under this option, UN Agencies pool funds together to one UN Agency, called the Managing Agent, chosen jointly by the UN Agencies in consultation with the national partner
· At a minimum, the pass-through approach to fund management will be used for NJPs.  As per the UNDG Guidance Note on Joint Programming, the pass-through approach works best when each UN Agency is working with distinct national implementing partners.  Therefore, when formulating NJPs, an effort should be made design the UN Agencies’ interventions to overlap national implementing partners as little as possible.
· The UN-REDD Coordination Group will work with the MDTF Office to establish ways of directly distributing funds from the MDTF to UN Agency accounts at the national level

Factors to Consider
There are a number of factors to consider before settling on national implementation:

· The decision must be based on adequate due diligence.  A broad caucus of stakeholders in REDD need to have confidence in the emission reductions and national REDD strategies.  These stakeholders demand the same level of confidence in the UN-REDD NJPs.  If NJPs are perceived as blindly expecting too much from weak national implementing partners, they will be discounted
· The overarching goal of the NJPs is to contribute to a better understanding of the issues and factors pertinent to a country’s effective participation in an international system of financial incentives for REDD.  Other benefits are secondary
· Full participation of stakeholders is a critical element of the UN-REDD NJPs.  The ramifications of national implementation on participation should be considered
· The technical nature of some elements of NJPs, particularly MARV, mean that close UN Agency involvement in the implementation is necessary
Harmonized Approach to Cash Transfers
Harmonizing the way funds are distributed from UN Agencies means national implementing partners will use common forms and procedures for requesting cash and reporting on its utilization.  This is an existing modality agreed within the UNDG.  FAO, UNDP and UNEP agree to follow the HACT approach for all funds to be transferred to national implementing partners under the NJPs.
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HACT does not create a binary choice of either full national implementation or full UN Agency implementation.  Instead it provides a range of obligation and payment responsibilities commensurate with the assessed risks.  There are also varying levels of obligations 
UN-Agency Obligations
Direct UN Agency implementation will only be used for UN-REDD NJPs in the following cases:
a. When determined as most appropriate, following the HACT process of assessments;
b. When requested by the national implementing agency and agreed by the UN Resident Coordinator and UN Agency; or
c. When agreement is reached between the UN Agency and the national implementing agency that the necessary technical assistance resides within the UN Agency
For direct UN Agency implementation, the following practices should be respected:

· Share TORs with the implementing partners for their comments/input and eventual endorsement. In addition, CVs of identified consultants should be shared with the government/counterparts for endorsement
· For the national consultants, the implementing partners provide the initial list and CVs of potential national consultants

· Consultant deliverables need to be cleared by the national implementing partner before UN Agency approval
Risk Management and Assurance Activities

The UNDG has generally adopted UNDP’s Enterprise Risk Management approach.  This approach will be applied to the UN-REDD NJPs.  Reference should be made to the document “Tips and Guidelines on Conducting the Five Steps of the Enterprise Risk Management (ERM) Cycle”.

Release of Funds

Funds will be released by the Multi-Donor Trust Fund Office in accordance with the UN-REDD Programme Operational Guidance.  These procedures require the Secretariat to submit the following to the MDTF Office:
a. Submission Form, signed by the co-chairs of the Policy Board
The Submission Form is prepared by the UN-REDD Secretariat on the basis of the NJP submission made by the UN Resident Coordinator.  The Policy Board will only consider the NJP resource allocation request at the following levels:

· Overall total budget allocation, with a breakdown between programme costs and indirect costs

· Allocation between Participating UN Organizations, also reflecting programme costs and indirect costs
Detailed work plans are not required for submission to the Policy Board.  See the UN-REDD Operational Guidance for the details of the submission process.
The Submission Form also sets out the decision of the Policy Board in considering whether to approve the resource allocation request to the NJP.  It may include additional requirements that need to be considered before signing the NJP document.
b. Copy of the signed NJP document with detailed Annual Work Plans corresponding to the  approved budget
National approval of the NJP is undertaken once the Policy Board has allocated resources to the NJP.
UN-REDD NJP Missions
1. Familiarize yourself with the HACT guidelines before the mission.  Be familiar with the Paris Declaration on Aid Effectiveness and the Accra Agenda for Action.
2. Check with the UN Resident Coordinator’s office during the mission for the status of HACT assessments.  Cite the macro-assessment.  Determine whether micro-assessments have already been done for the national implementing partners.  If not, make arrangements with the UN Resident Coordinator’s office for the micro-assessment to be done.  Funds may be available from the UN-REDD International Support Functions global programme to assist – check with Tim Clairs.

3. Talk to the UN Resident Coordinator’s office and UN Agencies’ local teams about previous experience with joint programmes or other joint initiatives between the UN Agencies.  Learn what modalities they have experience with and what has worked in the past. 
4. Steps 1-3 of the ERM cycle should be completed during the mission, culminating in the preparation and agreement of the Risk Map.  The Risk Map will then be an important input to framing the HACT assurance activities.  The Risk Log should be completed at the same time.
5. Each UN Agency determines its proportion of funds to be considered for direct UN Agency implementation.  This needs to be shared with national implementing partners before the AWP is finalized.  The proportions will be discussed and agreed among the UN-REDD Programme, our national representatives, and our national implementing partners

What is HACT?


Harmonized Approach to Cash Transfers


Quick reference material and full guidelines on HACT are available at �HYPERLINK "http://www.undg.org/index.cfm?P=255"�www.undg.org/index.cfm?P=255�


Whenever a national implementing partner receives cash transfers from more than one UN Agency, the UN Agencies will use the same procedures.


UN Agencies adopt a risk management approach and will select specific procedures for transferring cash on the basis of the joint assessment of the financial management capacity of Implementing Partners


They will also agree on and coordinate activities to maintain assurance over the utilization of the provided cash


Four cash transfer modalities may be considered:


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 agency implementation through which the Agency makes obligations and incurs expenditure in support of activities agreed in AWPs.





Responsibilities for Obligations and Payments for Cash Transfer Modalities


Modality�
Obligation�
Payment�
�
Direct Cash Transfer�
Government/NGO�
Government/NGO�
�
Direct Payment�
Government/NGO�
Agency�
�
Reimbursement�
Government/NGO�
Government/NGO�
�
Direct Agency Implementation�
Agency�
Agency�
�



The UN Agencies will assess the risks associated with transactions to an Implementing Partner, before initiating cash transfers under the harmonized procedures.  Two types of assessments are required: 


Macro Assessment


In order to ensure adequate awareness of the Public Financial Management (PFM) environment within which UN Agencies will provide cash transfers to Implementing Partners, a review of existing assessments of the PFM system is conducted by the UN Country Team (i.e. the UN-REDD Programme is not expected to be responsible for this assessment).  The review is expected to be undertaken once per programme cycle, preferably during Common Country Assessment (CCA) preparation, and may be updated whenever significant changes in the country’s governance system are noticed.  The Macro Assessment findings provide information on the national context that is useful for each Micro Assessment.  The findings related to the national audit system establish whether the audit system can be relied on to conduct the required audits of Implementing Partners who receive cash transfers. The Macro Assessment does not include an overall risk rating.


Micro Assessment


This assesses the risks related to cash transfers to the partner and is done once every programme cycle, or whenever a significant change in the Implementing Partner’s organizational management is noticed.  If a UN-REDD NJP implementing partner (government or NGO) has not been already assessed during the current programming cycle, then a micro-assessment should be done before the NJP document is signed.  For Implementing Partners with planned annual cash receipts below the US$100,000 (combined from all UN Agencies), assessments may be conducted if so desired by the involved Agencies to determine the most effective and efficient procedures.  These assessments could be more basic in nature.


For each Implementing Partner, the findings of the Micro Assessment, together with the findings of the Macro Assessment, inform the identification of appropriate modalities and procedures for the provision of cash transfers, and the scale of assurance activities.








� COP-13 adopted a decision on “Reducing emissions from deforestation in developing countries: approaches to stimulate action”. This decision encourages Parties to explore a range of actions, identify options and undertake efforts to address the drivers of deforestation. It also encourages all Parties in a position to do so, to support capacity-building, provide technical assistance, facilitate the transfer of technology and address the institutional needs of developing countries to estimate and reduce emissions from deforestation and degradation.


� See �HYPERLINK "http://www.undg.org"�www.undg.org� 


� See �HYPERLINK "http://www.undg.org/index.cfm?P=255"�www.undg.org/index.cfm?P=255� 


� Available at �HYPERLINK "http://www.undp.org/mdtf/jointprogrammes.shtml"�www.undp.org/mdtf/jointprogrammes.shtml� 
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