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BOARD POLICY PERTAINING TO THE DEFINITION

AND RESPONSIBILITIES OF A LEAD MEMBER

AND COUNTRY OFFICES

This policy contains the following:


1.
Definitions;


2. Specific Definitions and Responsibilities of a Lead Member in the areas of:

A. Maintenance of CARE’s Presence and Representation of CARE’s Interests; 

B. Programme Planning and Management;

C. Country Office Management; 

D. Other Responsibilities;


I. DEFINITIONS

I. LEAD MEMBER

A Lead Member is the National Member CARE which is designated by CARE International as having the ultimate authority for the work of CARE International in given host country for coherent multi-year planning, project supervision and provision of necessary logistic backstopping.  For this purpose the Lead Member has set up a country representation led by a Country Director.


I. COOPERATING MEMBERS AND PROJECT PARTNERS

A Cooperating Member is any National Member CARE which provides support to a particular Country Office in participating in one or more project activity.  In the case of projects with more than one CARE Member cooperating, the Member providing the largest share of the life-of-project budget will be considered the Principal Project Partner for that activity.


II. SPECIFIC ROLES AND RESPONSIBILITIES OF THE LEAD MEMBER AND THE COUNTRY DIRECTOR.

II. MAINTENANCE OF CARE’S PRESENCE AND REPRESENTATION OF CARE’S INTERESTS

II. Basic Country Agreement

Unless such an agreement is already in place, the Lead Member will have the responsibility for negotiating a Basic Agreement with the Host government on behalf of CARE International.  The model for such agreements is the sample Basic Agreement.  Any decision to forego signing such an agreement or major deviations from the model agreement must be referred to the appropriate CI body for review and approval.  Copies of all such agreements will be filed with the CI Secretariat.  For details, see CI Code Document “CI Country Presence”.


II. Representation vis-à-vis Host Government

The Lead Member is responsible for advising and overseeing the Country Director, who represents CARE International in all matters vis-à-vis the host government.  The Country Director is responsible for informing CI of any significant developments in host government relations.


II. Representation vis-à-vis Bilateral Donors and Embassies

The Lead Member takes care of direct liaison with the home office of its own bilateral donor(s).  The Country Director and Lead Member liaise with non Lead Member CAREs concerning any issues related to the bilateral donors of those Members.


II. Representation vis-à-vis Multilaterals

The Lead Member generally provides guidance and backstopping to the Country Office in this area.  The Lead Member undertakes direct liaison with the HQs of multilateral organisations concerning issues of mutual interest.  In cases where a Member has proven expertise in any given area and has demonstrated a significant investment towards generating new programming for CARE, in that area the Lead Member may authorise this CARE Member to undertake direct liaison with the multilateral.  In this case, the Member could act as implementing Member of that project and the Lead Member as coordinator for such activity within a mission.


II. Representation vis-à-vis the European Commission

If the Lead Member is not an EU CARE the Country Director, for support of development programming, liaises with an EU CARE directly or through the CI Secretariat concerning any EC funding and issues of mutual interest.


II. General

The Lead Member is responsible for ensuring that adequate access to Country Office facilities and CI services are provided to all CI Members.


II. PROGRAMME PLANNING AND MANAGEMENT

II. Programme Planning

The Country Director is responsible for appropriate multi-year programme planning in accordance with CARE International guidelines and that such plans are kept current.  The Country Director ensures that all CI Members have the opportunity to participate in or to contribute to the elaboration of such plans.  The Lead Member approves Country Office plans and submits them to the CI Secretariat for presentation to the CI Board. 


Under certain circumstances, such as highly unstable conditions or low levels of project activities, the Lead Member may opt to undertake shorter-term or less formal planning processes than it would normally apply.  For example, in cases of high levels of political and economic crisis, six month or one year contingency planning may be all that is feasible.


II. Project Development, Management and Evaluation

II. Project Development/design

For projects, funded exclusively or partially by the Lead Member, the Lead Member supports the Country Office’s project design work in accordance with CI programme principles and standards.  All such project proposals with an annual budget above US$ 50,000 are submitted by Members to the CI Board for approval.  The Country Director and the Lead Member facilitate the involvement of other CARE Members in the development and co-funding of projects in which they have an interest.

Any CARE Member has the right to pursue new project initiatives that fall within a Country Office’s approved programme plan directly with the Country Director.  Project initiatives of any CARE Member that fall outside the approved plan may be pursued further by the Member only with the concurrence of the Country Director.


II. Provision of Technical Assistance

The Lead Member is responsible for ensuring that each of its Country Offices has access to adequate, appropriate and timely technical assistance services to maintain the quality of its programme portfolio.


II. Project Management

The Lead Member is responsible for providing oversight and ensuring the quality of Country Office project management.  The Country Director is responsible for ensuring quality standards in reporting to Project Partners.  The Lead Member should be kept advised of discussions between the Country Director and Project Partners.  


II. Monitoring and Reporting

The Lead Member is responsible for ensuring that the Country Office has adequate project monitoring and reporting systems in place.  The Lead Member is responsible for ensuring that the Country Office prepares regular reports on all projects corresponding to donor requirements and that these are provided in a timely fashion to the donors, Project Partner or other Project Sponsors. 
The Lead Member should undertake regular monitoring visits to the Country Office and project sites.


II. Evaluation

The Country Office is responsible for ensuring that Country Office projects are regularly evaluated and that donor and Project Partner requirements in this regard are met.  The Lead Member should maintain files of project evaluations and make sure such reports are available to the Secretariat or other CI Members upon request.


II. Emergency Assistance

II. Planning and Preparedness

The Lead Member is responsible for ensuring that Country Offices undertake appropriate emergency preparedness initiatives and prepare Emergency Response Plans if warranted.  The Lead Member should provide the Country Office with the necessary technical assistance in this regard.


II. Assessments

The Lead Member will coordinate the emergency assessment, facilitate the participation of other interested Members, and provide the required support to the Country Office.


II. Emergency Response

It is the responsibility of the Lead Member to ensure that an overall emergency response strategy is clearly established, articulated and communicated to all interested CI Members.  The Lead Member provides the necessary support to Country Offices engaged in emergency response and coordinates administrative and financial functions on behalf of other Members.  Where the Country Office and Lead Member do not have the full range of management capacity to support emergency operations, other Members will be encouraged to seek funding and provide complementary/supportive services and staff.  The Lead Member reserves the right to submit any proposals to multilateral sources.

Proposals to the EU must be channelled through an EU CARE/ECHO Framework Partner through the CI Secretariat.  Any and all project proposals for unmet relief needs should be shared with CI Members.  A Lead Member operating an emergency programme out of a neighbouring country where another Member is Lead Member will seek the agreement of that Member to operate there and will closely coordinate action with that Member.  With the concurrence of the Lead Member and in consultation with the Country Director, an Emergency Coordinator could be named to lead emergency response within the mission.


II. Cross Border Operations

In the event that conditions require that all or part of the operations of one of its Country Offices be based in another country, the Lead Member will advise CARE International to this effect.  A Lead Member whose Country Office needs to fully or partially operate an emergency programme from a neighbouring country where another Member is Lead Member will seek the agreement of that Member to operate there and will closely coordinate action with that Member.  Any disputes which the concerned Members cannot resolve will be referred promptly to CARE International.


II. Resource Mobilisation

The Lead Member will assist and coordinate the mobilisation of financial and human resources in order to react in a timely and appropriate manner.


II. Communications and Media

The Lead Member must ensure the timely provision of information on rapid or slow-onset emergencies to other CARE Members and the Secretariat.  The Lead Member is responsible for ensuring that a senior Country Office staff person is designated as Media Coordinator in emergency situations.  The Lead Member is responsible for clearing any Country Office statements with significant policy implications and sharing such statements with the CI Secretariat and other involved CAREs.

II. COUNTRY OFFICE MANAGEMENT

II. Human Resources

II. Appointment of Country Director
The Country Director is appointed by the Lead Member.  Such appointments are subject to review by the CI Staff Working Group and National Directors’ Committee.  All promotions to Country Director rank are made by the Lead Member, consistent with the criteria adopted by the Board of CI, and are also subject to review by the Staff Working Group and National Directors’ Committee.


II. Other Staffing
The Lead Member is responsible for reviewing and approving Country Office staffing plans.  The Lead Member is also responsible for coordinating the transfer and recruitment process to fill vacant international staff positions.


Position vacancies will be made known to all CI Members, and candidates proposed by Members will be given due consideration by the Lead Member and the Country Office.


II. Personnel Management
The Lead Member provides overall supervision of the Country Director on behalf of CARE International.  The Lead Member ensures that the Country Office has adequate Human Resource policies and procedures in place and that they are implemented.  The Lead Member may serve as the employer for some or all the Country Office’s expatriate staff; in some cases, staff will be seconded from other National CAREs.  For expatriate staff for whom the Lead Member is the employer, the Lead Member is responsible for decisions concerning evaluations, merit increases, promotions, transfers and disciplinary actions.  For staff employed by other CI Members, the Lead Member coordinates these personnel actions with the employer of the individual(s) concerned.


II. Financial

II. Country Office Overall Financial Needs and Cash Flow

The Lead Member is responsible for ensuring the financial viability of the Country Office.  The Lead Member, in consultation with the Country Director, facilitates the involvement of other CARE Members in the development and funding of projects in which they have an interest.  

The Lead Member coordinates cash transfers from CARE Members financing activities in the Country Office, monitors the Country Office’s cash situation, and seeks solutions to cash flow problems in cooperation with the other concerned CARE Members.  The Lead Member is not required to advance funds to a Project Partner nor to provide funding to a project when funding from the Project Partner fails.  If  a CARE Project Partner fails to provide promised funding for project activities, the Lead Member may take such action as necessary to terminate such activities.


II. Financial Management and Planning

The Lead Member is responsible for providing oversight of Country Office financial management and identifying and resolving any financial management problems which arise.  The Lead Member ensures that accurate and comprehensive Country Office accounts are maintained.  The Lead Member also reviews and approves Country Office annual budget submissions and subsequent revisions.  The Lead Member also monitors subsequent expenditures against approved budgets.  The Lead Member resolves financial management issues that arise between the Country Office and any other CARE Member.


II. Financial Reporting

The Lead Member is responsible for ensuring that the Country Office submits financial statements on at least a monthly basis.  The Lead Member reviews such financial reports and draws the attention of the Country Office to any deficiencies.  The Lead Member is also responsible for ensuring that the Country Office meets all of its financial reporting obligations vis-à-vis other CARE Members and donor agencies.


II. Contract Management

The Lead Member should maintain comprehensive records of all contracts entered into by CARE for any country where it is Lead Member.  The Lead Member is responsible for complying with the terms of approved contracts and ensuring Country Office compliance.  The Lead Member may sign contracts on the Country Office’s behalf with its concurrence.  The Lead Member may also authorise the Country Office to sign contracts directly with local donor representatives.  Contracts with multilateral organisations are the primary responsibility of the Lead Member.  Contracts with the EU are concluded by an EU CARE, ECHO Framework Partner, or the CI Secretariat.  Any indirect cost recovery (overhead) on contracts with the Lead Member’s bilateral donors, multilateral donors (except the EU), or other bilateral donors of non-CARE Member countries will go to the Lead Member HQ unless it agrees to waive or assign it to, or share it with, another Member.

II. Country Office Shared Support Costs

The Lead Member reviews the Country Office’s budget submission and ensures that the Country Office is equitably allocating such costs.  In the case of very small projects (<$50,000 total), the Lead Member may waive this requirement.


II. Oversight and Audit

The Lead Member is responsible for ensuring the accuracy and integrity of its own financial records and those of the Country Offices it oversees.  The Lead Member will ensure that periodic audits are undertaken to review both Country Office and HQ financial records and statements.  The Lead Member may initiate an audit of any of its Country Offices at any time.


II. Administration

The Lead Member is responsible for ensuring the compliance of the Country Office with all established CARE administrative policies and procedures.  The Lead Member also provides direct support services in this area to the Country Office as required.  The Lead Member may audit Country Office performance in this area at any time.  In the event of disputes between a Country Office and another CARE Member, the Lead Member will intervene to resolve the dispute.


II. OTHER ROLES AND RESPONSIBILITIES

II. Agreements Between Members

Further to the above, it is acknowledged that there may be occasions and circumstances when donors will wish to seek framework agreements and/or individual contracts for their contributions through the established Lead Membership system.

In positively and constructively negotiating and facilitating such arrangements, the Lead Member undertakes to give full consideration to the special interest, donor conditions, governmental requirements, and other relevant constraints relating to the contribution of the respective Member.

Any such agreements and/or contracts entered into between the Members of CARE must be fully in keeping with the CI Code and all other CARE International Board-approved policies and procedures.  Any provisions of such agreements and contracts not consistent with CI policy, as updated periodically by the CARE International Board, will be considered null and void.

II. Agreements Between Members and Country Offices

In order to facilitate the process of preparing a written agreement between members and country offices for the implementation of projects, it is recommended to use the Project Implementation Agreement template that has been developed by the membership. This template should form the basis for any such agreements, with adjustments made where necessary, to meet the specific donor and project requirements. Based on practical experience, the template as a whole should occasionally be reviewed and, if appropriate, be adjusted.

The establishment of a Project Implementation Agreement is not compulsory. However, if one of the concerned members expresses a desire for such agreement, the other parties involved are obliged to comply with this request.

A copy of the Project Implementation Agreement template can be found under Section 13 if this Code.

II. Communications and Information Exchange

The Lead Member is responsible for keeping the Secretariat and other interested CARE Members informed about significant developments in countries for which it is responsible, as well as the plans and activities of the Country Office, or ensuring that the Country Office does so directly.


II. Media Relations

Within CARE International, The Lead Member should coordinate any media activities of the Members.  The Lead Member may initiate such activities or facilitate such activities by other Members.  It is the responsibility of the Lead Member to ensure that the Country Office provides an adequate level of support to the media-related activities of other Members.  In the event of disputes between a Country Office and another CARE Member, the Lead Member will intervene to resolve the matter.


II. Security

It is the responsibility of the Lead Member to monitor the security situation in-country and coordinate contingency plans in the event of a situation affecting the security of CARE personnel.  The Lead Member will keep the Secretariat and other concerned Members advised of threats to the security of CARE staff, property or operations.


II. Dispute Resolution

In case of disagreement between the Country Office and a cooperating Member on design, programming, financial and administrative matters, staffing, Country Office support and cost-sharing the Lead Member will monitor any disputes between the Country Office and other CARE Members.  In the event that the Country Office is unable to resolve the dispute, the Lead Member will take up the matter directly with the concerned Member.  In the event that these cannot resolve the dispute by mutual agreement they may refer it to the appropriate CI body for review and any necessary action.  The Lead Member may also, at its own initiative, take up any issues it has with another Member.  Such matters may also be referred to CI if the concerned Members are unable to resolve the dispute on their own.  Any Member CARE which feels that the Country Director or the Lead Member is not open to legitimate initiatives and grievances can refer such an issue to the responsible CI body.  See also Code Document “Conflict Resolution”. 
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