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between the Components of the Red Cross and Red Crescent
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1. Purpose

This guidance assists National Societies, the Federation Secretariat, and the ICRC in the coordination process necessary to conclude a Movement Coordination Agreement at country level between a Host National Society, the International Committee of the Red Cross (ICRC), the Federation (IFRC), and Partner National Societies (PNS). Its purpose is to:

a) promote a coherent and complementary approach by partners to strengthening RC/RC capacities to meet humanitarian needs.  
b) promote working together more efficiently by enabling a structured but flexible environment for open and continuous dialogue, analysis, consensus, commitment, and communication for the work partners in implementing their respective mandates in disaster response, relief, recovery, NS capacity building, and organizational development.
c) inform the coordination process necessary for partners to strengthen the individual and collective capacities of the Movement both internally and externally with non-Movement partners.
d) Bring alive existing cooperation and coordination policy promoting implementation and adherence. 
 

This Guidance Note focuses on the process for establishing and maintaining coordination mechanisms with Movement partners, and, provides a Movement Coordination Agreement template to be agreed by Movement partners at country level.  The Note is a living document which will require regular updating.


2. Background

2.1   Why is a different approach needed?

While there are good examples around the world where coordination between partners is working well, this Note’s particular emphasis on Host National Societies establishing coordination mechanisms is the result of the following:

a) a recognition within the Movement that coordination needs to be further strengthened particularly in emergency relief operations, but also in capacity building and organizational development support to, and, between National Societies.  Specifically:

1) Agreeing roles and responsibilities is a result of all partners having a common objective where the individual capacities, resources, and competencies are well understood.  They can only be achieved through establishing coordination mechanisms that provide the means for partners to understand each other in addition to building trust and transparency.
2) Coordination functions are not easily understood and thus not applied, by the different Movement components and, are often confused with ‘control’ over a programme or operation.

b) long term partnerships at country level being increasingly influenced by the use of existing cooperation and coordination tools such as regular partnership and coordination meetings where information sharing and joint approaches to programme and operational management are provided.  As a result of long term cooperation processes such as Cooperation Agreement Strategies (CAS), Operational Alliances (OAs) a few MOUs were signed and were often a result of complex emergencies where both the Federation and the ICRC roles overlapped.  In all these cases, partnership and coordination mechanisms were put in place.  

c) the Strategy for the Movement which calls upon the components to improve coordination with each other, at all levels, to ensure relevant programmes and services in addressing humanitarian needs[footnoteRef:1]. The Strategy also calls on Movement components to strengthen Movement coordination to promote a coherent image and improve relations with governments and external partners[footnoteRef:2]  [1:  Strategy for the Movement Update 2005, Strategic Objective 2]  [2:  Strategy for the Movement Update 2005, Strategic Objective 3] 


d) the Seville Agreement (1997) and its Supplementary Measures (2005) report recommendations approved at the Council of Delegates, 2009, states that MoU’s should be signed between Movement partners at country level.

e)  Strategy 2020 which calls upon National Societies to have stronger cooperation, coordination, and support arrangements to deliver strategic outcomes as well as to have improved planning, performance management and accountability for International Federation activities.

f) The ICRC Institutional Strategy 2015 -2018.

g) the need to ensure smooth transitioning responsibilities particularly between the HNS, IFRC, and/or ICRC from the emergency response/relief/recovery stages to longer term development.  This has often been a problematic process most commonly in conflict and large natural disaster situations.    


2.2   How is this agreement process different from others?

This Note presents a different approach to facilitate working together with an improved process being introduced for concluding an agreement titled, Movement Coordination Agreement. The Movement Coordination Agreement builds on lessons learned from years of efforts made to conclude Memorandum of Understanding (MoU)[footnoteRef:3].  Few were signed. It is expected that Movement Coordination Agreements will contribute significantly to partners’ abilities to agree operational responsibilities more easily. [3:  Tripartite Agreement between the Host National Society, the Federation, and the ICRC with PNS invited to sign.  It defined operational responsibilities between partners which proved difficult to agree upon.] 


A successful example:  An early draft of the template was tested in April, 2010 with Kazakhstan, Kyrgyzstan, Tajikistan, Turkmenistan and Uzbekistan Red Crescent Societies signing the agreement with the Federation and the ICRC.  In these cases, the process for agreeing the Movement Coordination Agreement included:

a) Strategic discussion related to the coordination and need for extending former MoUs (signed in 2006 for the period of three years) between the Host National Societies, the Federation, and the ICRC leadership during the Leadership Forum in early 2009;

b) the joint drafting of the MCA and discussion on its contents; official translation (into Russian) and finalisation of the document;

c) a formal signing event of the MCA during the 8th European RC/RC Conference, April 2010, in Vienna;

And was shared/co-signed by other partners in each of the respective countries mentioned above.

The Movement Coordination Agreement provides the coordination framework within which operational and programming activities take place between partners. The MCA serves as the umbrella agreement at country level with the Host National Society guiding Movement partners in how to coordinate with each other for more effective programming and better service delivery. The specific responsibilities in programme management continue to be identified by partners in MoUs, and/or bilateral or multilateral programme agreements.

3. The Coordination Process for reaching a Movement Coordination Agreement

3.1 Responsibilities of partners in establishing coordination mechanisms and developing a Movement Coordination Agreement.

The establishment of coordination mechanisms requires the involvement of senior management of all partners working together at country level to ensure a participatory and consultative process. Coordination mechanisms take into consideration all partners’ activities, from acute crisis to long term development support (thus in 'normal' and 'non-emergency' situations), to facilitate on-going partnership building and contributions to the Host National Society capacity building process.  
Ideally, the HNS takes full leadership for the development of partnership coordination mechanisms and will do so jointly with the senior management of the Federation and the ICRC[footnoteRef:4].  It should always be the goal for the HNS to take the lead and manage its cooperation and coordination.  In practice, the Host National Society should agree on the coordination responsibilities with the IFRC and/or the ICRC.   [4:  IFRC and/or ICRC may not have a permanent presence in-country but will be represented from the regional levels.] 

Leading coordination is most effective when it is timely and includes processes that are:
· Participatory: Processes are used that create room for everyone to take an active part in planning, decision-making and problem-solving.
· Transparent: Decisions, the agenda, challenges and information-gathering methods are openly discussed and agreed on by the partners.
· Impartial: No one partner’s interests take priority over the partners’ objectives to provide impartial humanitarian assistance to all those affected by a disaster.

HNS Governance:  Ensure that the HNS governance endorses the Movement coordination process and the concluding of a Movement coordination agreement. This will confirm the HNS commitment to support the individual and collective responsibilities of partners.  This contributes positively to the strengthening of the Movement and directly supports the Strategy for the Movement and the Federation’s Strategy 2020.

3.2 Preparing and developing a Movement Coordination Agreement:  

The establishment of coordination structures and use of coordination tools makes it easier for negotiating an agreement as partners build relations and have a more comprehensive understanding of how to work together as a Movement in any one country.

3.2.1 Partnership Coordination Structures:  Coordination is both strategic and operational. A Movement Coordination Framework (MCF) is a structure which includes three hierarchical levels of working groups made up of Movement partners and which address both strategic and operational programming.    The MCF has been used primarily in large disaster response but is also being used in longer term development support to manage partner participation effectively. There is often a tendency to focus on the operational coordination and less on the strategic coordination. Ensuring clarity between these two helps identify roles and responsibilities at different working levels and supports partners coordinating their work more efficiently and effectively:

· Strategic Coordination:  Movement Platform

At the highest management level, policy, direction and strategy are endorsed by Movement components.  This is most often termed the Movement Platform and comprises the Senior Management of the HNS, IFRC, and the ICRC.  Its responsibilities are:
· Developing and endorsing the Movement’s strategic approach and direction in a country – in both programming and coordination management;
· Promoting implementation of and adherence to Movement, Federation, and National Society policy and strategic plans;
· Ensuring the strengthening of the HNS – not weakening or over-running it
· Ensuring external representation (Host Government, International Organizations, NGOs, etc.) of the Movement;
· Ensuring effective risk management through effective planning, monitoring, reporting, and evaluation;
· Ensuring coordination mechanisms are in place to facilitate problem-solving, compliance, and accountability.  

Relevance for the Movement Coordination Agreement:  Meet at the Movement Platform level to discuss and agree on the added value of a Movement Coordination Agreement for the particular context/situation.  This may include:

a. Awareness-raising of Movement policy, strategy, and existing tools on improving cooperation and coordination
b. A common approach and understanding of: 1) the internal and external context and related partnerships; 2) the capacities and vulnerabilities to be addressed.
c. The number of partners working with the Host National Society and the volume of programming support being provided
d. The emphasis required on the Host National Society positioning nationally and Movement’s position regionally and globally. Exploring opportunities for harmonizing procedures and processes.

· Operational Coordination:  The management of the programme cycle happens at two levels: the Movement Operations Committee or Cooperation Management Group (titles may vary) and Technical Committees.

· The Movement Operations Committee comprises the HNS-designated staff, IFRC senior/middle management, PNS country representatives (or equivalent), and the ICRC Coordinators. It reports to the Movement Platform.  Its responsibilities are:

· Application of Movement, Federation, and Host National Society policies and agreed strategic approaches and direction in the country;
· Ensuring joint assessment, planning, implementation, monitoring and evaluating of long term programmes and disaster relief/recovery plans;
· Agreeing on which partner is best placed to do which programme/activity/function;
· Ensuring coherency in all programming and relevant support to the strengthening of the Host National Society;
· Ensuring integrated programming and incorporating relevant cross-cutting themes into programming.
· Agreeing partner engagement and/or participation in the joint approach/strategy with the Host National Society;
· Managing quality and accountability of programming;
· Ensuring coordination mechanisms at all levels and stages of programming;
· Ensuring problem solving mechanisms in place on operational/programming issues.
· Technical support management internal and external to RC/RC.

Relevance for the Movement Coordination Agreement:  The drafting of the agreement will take place at this level with one or two partners tasked to work with the Host National Society on each section of the agreement template.

· Technical Committees:  These focus on specific technical sectors (health, relief, youth, OD/CB, RFL, etc.), and/or thematic or cross-cutting areas (Federation-wide reporting, accountability, gender, volunteer management, etc.).  Each Technical Committee comprises two or more of the following: Host National Society, IFRC, PNS, and the ICRC.  Technical Committees are formed, as necessary, to achieving the objectives identified in the strategy for working in the country, and supporting the Host National Society.  Members of the Technical Committees report to their line managers who are represented in the Cooperation Management Group.  Technical Committee responsibilities include:
· Ensuring coherence between partners working in the same technical area
· Agreeing on and applying common standards for implementing the technical programme.
· Addressing and supporting capacity building and/or organizational development with the Host National Society.  
· Addressing integrated programming and cross cutting themes

Relevance for the Movement Coordination Agreement:  The Technical Committees will not have an official role in the drafting of the agreement.  They may be requested to comment on drafts.



3.2.2   Coordination activities:  Working well together requires that partners meet face to
face and that relevant information is shared consistently so that well-informed
decisions are made. The following activities will help improve coordination and decision making:

· Partnership Coordination Meetings:  Coordination Meetings should be well-planned and documented. Based on the coordination structure (described above) establish a set time for meetings where:
a. Clear objectives are set for each meeting.  Often meetings lose value because clear objectives and expected outcomes are not planned for.
b. Strategic, operational and technical objectives can be addressed and agreed.
c. Linkages and/or integration are made between the different types and levels of meetings leading to good management of development and/or relief processes.
d. Senior Management, at the Movement Platform level, ensures that the coordination process and mechanisms are monitored and adjusted accordingly to improve communication and strengthen cooperation.
e. Clear outcomes, with key decisions, are documented and used as a basis for monitoring program/operational progress.  Allow for some meetings to be informal and held during meals, coffee/tea, etc.  This may be helpful in providing a more relaxed environment for valuable discussion.


The above will be achieved through partners meeting to analyzing, coming to a consensus, and committing to a way forward.  The following sections describe how this can be achieved.

· Anticipating coordination needs:  Identify partners’ coordination needs as early as possible in the assessment, planning, implementation, monitoring, reporting, and evaluation phases such that programme objectives are met in a coherent and complementary manner.  
· Information-sharing: Establish different means nationally, regionally and internationally to share a variety of information. Verbal and written communication is essential and should be done through:
a. regular meetings established in the MCF
b. standard operations/programme updates
c. e-mail lists, teleconferences, websites and other RC/RC electronic information tools
d. Ensuring that all RC/RC partners have access to updated information regarding capacity building processes and/or disaster management including both response and recovery.  This enables more effective participation and support to the Host National Society in the operation.
· Problem solving:  Agreeing on programming and operational activities between Movement components requires that all issues are addressed in a transparent manner as they arise.  To ensure a coherent and complementary approach to work being carried out, identify the steps necessary to solve problems that could hinder smooth coordination if not resolved.  It is recommended that problems be solved as close to the issue as possible and only be addressed at higher levels when necessary.

3.2.3 Strategic Coordination Documents: Use the following policies, strategies, guidelines to promote effective coordination and working together when establishing coordination mechanisms:

· Code for Good Partnership (2009)
· Strategy for the Movement (2005)
· Seville Agreement (1997) and Supplementary Measures (2005)
· Policy on THE ICRC Cooperation with National Societies (2003)
· Federation Development Cooperation Policy (1997)
· Principles and Rules for Red Cross and Red Crescent Disaster Relief (1995)
· The Federation’s Strategy 2020 (2009)
· Host National Society Strategic Development Plan
· Cooperation Agreement Strategy Guidelines (2007)
· Operational Alliances Guidelines (2009)
· Draft Federation Handbook on Coordination:  Working Together in International Disaster Response (2010)

3.3 Developing the Movement Coordination Agreement:  the following steps should be followed in moving towards concluding an MCA noting that the decision to develop an MCA will be made at the Movement Platform level, and, the work to draft it will be done at the Cooperation Management Group level.  Therefore, it is essential that a coordination structure such as the Movement Coordination Framework is in place to facilitate the development of the MCA.  Through this process and while programme/operational decisions are being made, partner responsibilities will emerge from discussions and decisions resulting from the Cooperation Management Group and Technical Committee level meetings.  

3.3.1 Key steps to be considered:

1) There must be both a willingness and commitment to collaborate together on an on-going basis to build trust, allow for transparency, and to value equally the contributions of each partner.
2) All partners must be aware of Movement policy and strategy and key decisions directly related to country-level cooperation and coordination.
3) Normally, the process does not happen within just a few weeks; it is recommended that the process takes place over several months in order for relationships and common understandings to be developed.
4) In order to effectively utilize the MCA template, a series of coordination meetings must take place to consider, discuss and make decisions on the following:

a) The Host National Society Strategic Development Plan (the basis of partner support):  Discussing and agreeing what roles partners will have in providing development support to areas identified by the Host National Society as needing is required by partners to facilitate the delivery of quality services.  
b) The Host National Society Disaster Management Plan and Contingency Plan:  This identifies the role of the Host National Society as auxiliary to its government, and, its capacity to manage in different emergency and disaster situations. If not already included in the plan, discussion and agreement on the role of partners in situations where the Host National Society capacity requires reinforcement and/or additional support according to the Seville Agreement and Supplementary Measures must take place.  Planning for partner roles in different disaster scenarios should also be considered.
c) Joint Contingency Plan[footnoteRef:5] : In some countries, in addition to the National Society Disaster Management and Contingency Plan, there may be a Movement Contingency Plan particularly in countries where there is a long-term presence of Movement partners and/or where large disaster re-occur.  Roles and responsibilities are pre-defined according to existing capacities and mandates.   Joint contingency plans will facilitate agreement on coordination responsibilities in the Movement Coordination Agreement.    [5:  For examples of Movement Contingency Plans, please contact your nearest IFRC and/or ICRC representative.] 

d) Mapping RC/RC partner resources/competencies:   Discuss and agree partner skills, areas of competence, and available resources for participating/contributing to joint strategy for capacity building and/or disaster response.  
e) Existing Cooperation and Coordination Practice:  Assess the existing and previous cooperation practice between Movement partners, including agreements signed, and their relation with external actors, to determine what roles and responsibilities might already be established. Consider:
1) The auxiliary role of the Host National Society to its Government
2) Multilateral and bilateral partnerships with PNS
3) Cooperation and working relationships with the IFRC, and, THE ICRC, respectively
4) Cooperation/peer relations with neighbouring National Societies
5) CAS and Operational Alliance processes including consortia and twinning
6)  Federation Secretariat services to PNS in-country
7) Networks – in-country, and, regional
8) Relations with the United Nations, intra-regional government bodies (ASEAN, for example)
9) Relations with military bodies
10) Unilateral interventions by Red Cross and Red Crescent components

f) Existing Agreements:  Review existing agreements between Movement partners and with external partners to facilitate pre-agreed roles in coordinating disaster response and/or capacity building/OD processes.  This includes reviewing any Joint Statements[footnoteRef:6] issued. [6:  Joint Statements are signed by the senior management of the Host National Society, the International Federation, and the ICRC and sent to all Movement components following a large emergency and/or disaster.  They detail the overall responsibilities of the Host National Society, the IFRC, and ICRC, and, the coordination mechanisms to be followed by all Movement partners participating in the response.  Joint Statements are drafted as soon as possible following a disaster using a Joint Statement template.  ] 

g) Assessment, Planning, Implementation, Monitoring, and Evaluation:  Discuss and agree, in coordination meetings, on where and how partners can jointly engage in programme management processes.  Anticipating coordination needs at each stage of programming is reinforced here.  Address entry and exit strategies in this process.
h) Supplementary Services:  Agree with the Host National Society on which services it can provide.  Then, the IFRC and/or the ICRC, with PNS, will determine the need and capacity for providing admin, finance, human resources, logistics, and information technology services to the PNS. 
i) Promoting a unified Movement approach:  If the above steps are carried out, it will facilitate demonstrating a unified Movement internally to all partners, and to the external world.  Discuss and agree how to promote a unified Movement approach, taking into consideration the existing role and capacities of the Host National Society, with external actors. 
 
3.3.2 The Movement Coordination Agreement template: 

The Movement Coordination Agreement template should be used to guide discussions from the very beginning on coordination and programming between Movement partners at the different meetings within the Movement Coordination Framework.  The template helps, in advance, to identify which areas partners need to address to allow for a more coherent and complementary approach, and to enhance an effective use of resources in humanitarian work. 
Thus, it is recommended:
1) Review the agreement template to ensure an understanding of its basic minimum elements and content;
2) Take into consideration the specific context within which partners are working and ensure the relevance of each article of the template.  Additional coordination requirements may be necessary.
3) Begin drafting when there is a shared understanding of coordination processes and responsibilities by partners as a result of coordination activities having taken place. 
4) Draft according to the following steps at the Cooperation Management Group level, i.e. where all the partners are represented:

· Assign either one person or a small team, ideally with the Host National Society in the lead, to draft the MCA by providing bullet points of the key elements to go into each section of the MCA using the template;
· Agree on the draft firstly amongst the Host National Society, the IFRC, and the ICRC, and then with PNS.
· Share an agreed draft with the Movement Platform for approval;
· Share the approved-MP draft with the relevant hierarchy of the ICRC, Federation and relevant PNS outside of the Host National Society’s country, setting a deadline for comments.
· Signature of the agreement:  This should ideally be signed by the Host National Society Secretary General, followed by the IFRC and the ICRC Heads of Delegation at country level.  If no country representation exists, then by the next level of management – either regional office or higher up.  The agreement will come into force once the 3 signatures are obtained. PNS are then invited to sign the declaration (see template in annex). 





