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The Framework for Implementing with Partners has been
developed in consultation internally with UNHCR staff and
externally with Partners and other stakeholders. We would like to
thank all the persons that have contributed in this process. This
Learning Programme is the outcome of this collaborative effort.
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Welcome to the Framework for Implementing with Partners learning
programme!
The Framework for Implementing with Partners (the Framework) – as we
will see more in detail throughout this learning programme – is an integral
governance tool that embodies policies, principles and operating procedures
for effective management of partnerships and sound accountability over the
entrusted resources for achieving the best results for protection and solutions
to Persons of Concern.
The Framework aims to serve as a user-friendly reference and guidance
for both external and internal audiences for purposes of strengthening
partnerships, improving operational applicability, enhancing accountability
and assurance for providing quality protection and solutions to Persons of
Concern.
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Its successful application requires a proactive approach in disseminating its
new policies, procedures and methodologies, building institutional knowledge
base, strengthening the capacity of both UNHCR and Partner colleagues, and
providing on-going support to users.
Therefore, the overall goal of this learning programme is to enhance the
implementation of the Framework as a way to ensure effective partnership
management, which in turn contributes to a more effective, value-added
response to People of Concern.
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Why develop this learning programme?

What is this module about?

Partnerships are important for UNHCR, as they constitute one of the
most important, essential, solid, expansive and strategic ways of providing
protection and solutions to Persons of Concern.

UNHCR implements its programmes and activities directly or with Partners.
Globally, UNHCR Partners with a diverse range of governmental, intergovernmental and non-governmental bodies, United Nations organizations
and other non-for-profit organizations.

Over the years, UNHCR has increasingly entrusted the implementation
of programmes and projects to Partners. The agency is channeling a
substantial (almost 40%) and growing amount of its resources to Partners for
implementation.
Let’s look at some numbers of the last three years.
Table 1: Overall trend from 2013-2015 in terms of partnerships
2014

2015

2,971

3,356

3,295

Expenditure through partnership ($ in million)

1,170

1,345

1,257

In %

39%

40%

38%

1,565

1,662

1,730

953

912

950

Agreements with all Partners
Overall Partners (#)

This table reflects what the Board of Auditors (BoA) has expressed in the last
couple of years: ‘partnerships remain the Office’s preferred mode of delivery for
field operations’.
This learning programme aims to equip the learners with all the important
information to better understand the policies, processes and procedures that
regulate the implementation with Partners in UNHCR.
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2013
Overall UNHCR Expenditure ($ in million)

In summary, there are two modalities of implementation in UNHCR- direct
implementation and implementation with Partners. When deciding on the
modality of implementation the principle of Value for Money should be
considered. This principal includes the concepts of efficiency (the modality
that achieves results in most cost effective manner) and effectiveness (the
modality that achieves quality results in a timely manner). As such, value for
money goes beyond pure cost considerations.
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When implementing with Partners, there are two mechanisms for
implementation: opetarional partnerships and implementing partnerships.
Let’s remember the differences between these two mechanisms by clicking on
the boxes below.



Operational partnership



Implementing partnership
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In this learning programme when we refer to partnerships we are referring
to the implementing partnership mechanisms, where UNHCR contributes
financial and other resources and supports the undertaking of projects
through a formal Partnership Agreement.
Nevertheless, it is important to emphasize that even when a Partner is
entrusted with project implementation, UNHCR remains accountable to
donors for the resources entrusted to UNHCR and spent through its Partners
for responding to the needs of Persons of Concern. This means that it is crucial
that UNHCR effectively manages its relationship with its Partners through a
set of policies, principles, procedures, practices and agreed responsibilities of
the involved parties.
In this introductory module we will outline what UNHCR has done to
strengthen this partnership by looking at the Enhanced Framework for
Implementing with Partners.

YOU HAVE COMPLETED THIS MODULE,
ooWHEN
YOU SHOULD BE ABLE TO:

üü

Explain the relationship between the Principles of Partnership and the
Framework for Implementing with Partners
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üü

Describe the Framework for Implementing with Partners and its work
steps

üü

Summarize the underlining principles of the policies and procedures that
come with the Framework for Implementing with Partners

üü

List the different work steps of the Framework for Implementing with
Partners.
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In addition, we will lay out some key elements to consider the underlining
principles of these policies and procedures.
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THE PRINCIPLES OF
PARTNERSHIP
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The relationship between UNHCR and a Partner is guided by shared
humanitarian principles and commitment in achieving common goals. UNHCR
views its relationship with Partners as one of close and strategic partnership
and draws a clear distinction between such partnerships and commercial
arrangements.
Projects implemented with Partners take place as part of a partnership
relationship guided by the Principles of Partnership whereby parties to the
partnership play specific roles and undertake clearly defined tasks stipulated
in Partnership Agreements.
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ÄÄ REFLECTION ACTIVITY
??

When you hear about principles of partnership, what do you think they are?
Why do you think these are important?
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NOTES:
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The Principles of Partnership were adopted by the Global Humanitarian
Platform in 2007 by the humanitarian organizations such as, the UN, the Red
Cross and the NGOs. The aim was to:
• enhance the effectiveness of humanitarian action, based on an ethical
obligation and accountability to the populations we serve;
• acknowledge diversity as an asset of the humanitarian community and
recognize the interdependence among humanitarian organizations;
• build and nurture effective partnerships.
Although the endorsement of the Principles of Partnerships happened parallel
to the UN-led humanitarian reform process, the application of the principles
goes beyond the humanitarian reform.

In 2012, the High Commissioner launched a special dialogue process with
representatives and members of NGOs, NGO Network Organizations
(ICVA, InterAction) and the International Federation of Red Cross and Red
Crescent Societies (IFRC), others), to review the quality of our partnerships.
The Dialogue produced recommendations for better application of the
Principles of Partnership to which UNHCR and Partners are committed. For
UNHCR, they provide the building blocks for our relationships with Partners.
The High Commissioner’s Structured Dialogue on NGO-IFRC-UNHCR
Partnership in 2012 reaffirmed this commitment.
Click on the two NGO Network Organizations to know more about them.
the recommendations that were issued after that meeting to
FF READ
boost collaboration in general and other key documents produced by
UNHCR to summarize some of the recommendations of the Structured
Dialogue.
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Equality



Transparency

TIP: Click on each principle
to find out more about them.
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 esult-oriented
R
approach



Responsibility



Complementarity

Check your understanding
For UNHCR, the Principles of Partnership are the core of our relationships with Partners. In that sense, there are some actions that UNHCR could do to put in practice the
Principles of Partnership and that have been highlighted within the forum of the Structured Dialogue. Match each action by choosing from the drop-down menu the principle(s)
to which it corresponds to reveal UNHCR’s activities in the framework of the five principles. For each action match all the principles that apply.
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Action
Decisions that are likely to bring discomfort (e.g.
budget cuts, termination of partnership agreements,
etc.) should be discussed ahead of time, explained
by transparent criteria, and conveyed to the NGOs
concerned in a respectful way (bilaterally).

Principle
Transparency

Partners are encouraged to adhere to and uphold
the standards of the Code of Conduct.

Complementarity

NGOs are included in participatory assessments
and planning initiatives.

Equality
Result-oriented approach

Complementarity

Responsibility

Mutually engage and consult formally and informally
on specific issues as they emerge.

Contents
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Result-oriented approach

Complementarity

Equality

Result-oriented approach

Transparency

Equality

Equality
Transparency

Responsibility
Result-oriented approach
Complementarity
Transparency
Equality

Key NGO Partners are consulted on significant
policy developments and upcoming challenges.
NGOs and other stakeholders are regularly
engaged in the Country Operations Planning
sessions and consultations.

Equality

Identify gaps in the context of UNHCR’s operational
priorities and discuss if and how these could be
addressed jointly with existing UNHCR’s resources
(human and financial) and matching NGO resources.

Result-oriented approach

Complementarity
Equality

Transparency
Responsibility
Result-oriented approach
Complementarity
Complementarity
Responsibility
Transparency
Equality

Responsibility
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Result-oriented approach
Equality

Complementarity

Relevant NGOs with expertise in the coordination of
specific technical areas are engaged.

Principle
Transparency

Complementarity

Result-oriented approach

Explore with INGOs and relevant NNGOs
their approaches and resources for capacitydevelopment, identifying in which areas Partners
are working.

Action
Ensure an open door policy at senior levels and
ensure NGO Partners have access to UNHCR
senior officers.

Structured, consultative regular meetings with NGO
representatives.

Result-oriented approach
Complementarity

Responsibility

Responsibility

Result-oriented approach

Transparency

Transparency

Equality
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The Framework for Implementing with Partners (hereafter the Framework),
embodies governing policies, principles and operating procedures for effective
partnership management and sound accountability over the entrusted
resources for providing protection and solutions to Persons of Concern.
It aims at:

Contents
Introduction

• further improving internal policies and procedures to enhance partnerships;

Topic 1

• enhancing accountabilities and assurances;
• improving operational applicability for Persons of Concern.
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Topic 3

Values &
Principles
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Accountabilities,
Responsibilities
& Authorities

Enablers

Regulations &
Policies

Process

Figure 2: Representation of the Framework
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Effective, value-added
responses to Persons of
Concern

The development of the Framework has been the result of a highly
consultative process – internally within UNHCR, and externally with Partners
and other stakeholders – to ensure that the Framework introduces improved
policies, procedures and tools. The Framework embeds risk management
and oversight elements for projects implemented with Partners to ensure
the substantial resources entrusted to UNHCR and its Partners are used to
effectively achieve the best results and to deliver quality protection to Persons
of Concern.

The work steps of the Framework
The development and enhancements of the Framework is ongoing, further
elements will be included as it progresses. Currently, the Framework
consists of four main work-steps that follow the natural structure of project
management:
We will see in more detail each one of the work steps in the following modules.
However, let’s see how much do you know already about the Framework
before we continue
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 stablishment of
E
effective partnership

TIP: Click on each step to
find out more about them.
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Check your understanding
There are multiple processes that take place within each of the work steps. Based on your knowledge and experience, match some of the processes that UNHCR offices undertake
by selecting from the drop-down menu the appropriate work step to which they belong.
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Process
Establishment of Implementing
Partnership Management
Committee -IPMC (multifunctional)
at each country of operation
Project design through discussions
of Project Proposal

UNHCR “Call for Expression of
Interest” in undertaking project

Timely Project implementation and
performance monitoring through a
multi-functional approach

Submission by Partners of
final reports (final performance
reporting and final financial
reporting)
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Work-step
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
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Process
Payment reconciliation and
recoveries

Effective procurement and subcontracting (provided that Partner
is pre-qualified for procurement)

Determine Partner Personnel
and UNHCR contribution,
implementation/ periodic workplan,
procurement plan, plan for funds
disbursement (Instalment plan),
reporting, project monitoring and
verification plan
Project audit

Work-step
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement

Preparation of documents for IPMC
review and recommendation

Effective project partnership undertaking
Partnership closure and smooth
disengagement
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Partnership closure and smooth
disengagement
CHECK

RESET
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EMBEDDED RISK MANAGEMENT
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As mentioned before, the purpose of this Framework is to outline UNHCR’s
policies, guidelines and practices for working with Partners to implement
projects.
UNHCR has adopted a risk-based approach to the management of
partnerships to enhance performance for achieving outcomes for Persons of
Concern and improve the management, stewardship and accountability of the
resources spent through partnerships.
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The change in management approach is a result of the recognition that a “onesize-fits-all” doctrine does not fully address the complexity of collaborating
with Partners of varying capacity in challenging operating environments for
project implementation. This has been a strategic shift that largely defined the
shape of the Framework.
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UNHCR and Partners both bring strengths, comparative advantages and
contributions to the pursuit of common goals and planned results for Persons
of Concern. UNHCR and Partners assume and share project risks mitigation
responsibilities in relation to jointly planned project results. There are 4 major
risks that UNHCR is exposed to:
OPERATIONAL: Negative impact on achievement of planned results
for refugees and other Persons of Concern, as a result of entering into a
Partnership Agreement with entities that are not best suited for a given
operation.
REPUTATIONAL: The negative impact is two-fold. On the one hand, there is
a negative impact on UNHCR partnerships due to compromised integrity of
the UNHCR process; and, on the other hand, there is a negative impact on
UNHCR reputation due to partnering with entities that do not share UNHCR’s
common values and conduct in an ethical and professional manner.
FINANCIAL: Mismanagement and/or loss of UNHCR resources entrusted to
Partners.
COMPLIANCE: Negative impact on achievement of planned results for
refugees and other Persons of Concern, as a result of not complying with the
terms of the Partnership Agreement and UNHCR rules and regulations in
general.
The Framework adopts this risk-based approach and introduces policies,
procedures and tools to mitigate each one of these risks. This starts from the
process of selection of Partners where procedures are in place to select the
best-fit Partner to deliver the expected results. Furthermore, depending on
the assessment of the Partner, the Framework also provides tools (e.g. report
verification, joint monitoring, project risk register) to mitigate the possible
risks that an Operation could face during project implementation.
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Implementing Partnership Management Service
(IPMS)
The Implementing Partnership Management Service (IPMS) was established in
October 2011 to strengthen the effective management of the partnerships, as
part of an overall strategy that resulted from a comprehensive internal review
of partnership management policies and practices in 2010/2011.
The Service leads the development and adoption of a risk-based approach
for managing partnerships. It supports, guides and oversees UNHCR's efforts
to strengthen the strategic and operational management of implementing
partnerships, as well as enhances assurance and accountability of Partners
(including capacity development for delivery of best results for Persons of
Concern).
The Service can be contacted for queries and support at epartner@unhcr.org
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Check your understanding
The following questions are intended to help reinforcing the concepts and tips provided in this module.
You may have as many attempts as you like to answer the questions.
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THE ROLE OF IPMS IS TO:
Support, guide and oversee UNHCR’s efforts to strengthen strategic
partnership management
Provide support and guidance to the organization on issues of financial
management control
Facilitate the partnership with INGO at a global level
Lead the development and adoption of a risk-based approach for
managing Partners
THE REASONS BEHIND THE DEVELOPMENT OF THE FRAMEWORK WERE:
UNHCR accounts were qualified due to weaknesses in the effective
management of Partners
Need of establishing a risk-based approach of managing Partners
Necessity of defining UNHCR management roles, responsibilities and
accountabilities
Substantial and growing amount of resources is being channeled
through Partners

ENGAGING IN CONSTRUCTIVE DISSENT IS A CHARACTERISTIC OF
WHICH PRINCIPLE:
Complementarity

Introduction

Result-oriented approach

Topic 1

Transparency

Topic 2

Responsibility

Topic 3

Equality
DEVELOPING A JOINT MONITORING PLAN WITH PARTNERS AIMS TO
MITIGATE WHICH RISK:
Reputational
Operational
Financial
Compliance

PROJECT VERIFICATION IS A PROCESS THAT TAKES PLACE IN:
Establishment of effective partnership
Proper partnership engagement
Effective project partnership undertaking
Project partnership closure and smooth disengagement
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For each question, check all answers that apply.

CONGRATULATIONS!
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You have reached the end of this introductory module. During this module we:
• Explained the relationship between the Principles of Partnership and the
Framework for Implementing with Partners
• Described the Framework for Implementing with Partners and its work
steps
• Summarized the underlining principles of the policies and procedures that
come with the Framework for Implementing with Partners
• Listed the different work steps of the Framework for Implementing with
Partners.
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See you in the next module!
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