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Operational Guidelines

This document spells out the operational and administrative procedures of the Partnership for Livestock Development, Poverty Alleviation, and Sustainable Growth in Africa (the ALive Program). It is intended for the use of individuals or organizations taking part in ALive activities, and ALive donors. It specifies the Program’s objectives, mandate and activities; its governance and organizational structure; its program development, funding, budget, audit and evaluation practices, and its policy on use of consultants and intellectual property rights.

I. Introduction: ALive's Objectives, Mandate and Activities

1. ALive (herewith referred to as the “Program”) is a regional program to improve the contribution of the livestock sector for poverty reduction and to promote equitable, safe and sustainable economic growth in Sub-Saharan Africa. ALive is positioned to support actions in the livestock sector to be undertaken by the New Partnership for Africa’s Development (NEPAD), notably through the Comprehensive Africa Agriculture Development Program (CAADP). The Program also participates in reaching the Millennium Development Goals (MDGs).  Specifically, the Program intends to improve the livestock sector by (i) enhancing client participation, donor and partners collaboration, and local and regional institutional sustainability; (ii) improving, at country and regional levels, sector knowledge and strategy and action plans formulation; (iii) promoting regional collaboration/integration, knowledge sharing and dissemination, sub-regional training and capacity building; and (iv) integrating those results into on-going and forthcoming operational programs of the partners participating in the Program. ALive promotes and facilitates the implementation of policies for the livestock sector which result in greater economic efficiency and sustainability, and strategies which disseminate knowledge and best practices. Through partnerships with governments, multilateral and bilateral donors, farmer associations, research institutions and not-for-profit organizations ALive supports the efforts of parties which share its objective of fostering livestock management and development for sustainable economic growth in Sub-Saharan Africa..

2.
The Program includes three interrelated Themes to reach its objectives: 

· Theme 1: A Forum to share a Vision, design a Strategy and facilitate Partners Collaboration. It is aimed at harmonizing the existing approaches of the partners with a view to confirming their shared vision for livestock development in Sub- Saharan Africa. This theme links the Program efforts to ongoing initiatives for improving client participation and donor collaboration, and translates the partners’ vision into actions at country and sub-regional levels through better harmonized livestock development activities.  The Forum will take the form of an annual Symposium, supported by a web site for permanent sharing of information on all themes of the Program, on-line debate and follow-up to the Symposium, seminars and workshops.

· Theme 2: Specific activities conducted by one or several partners in support of Capacity Building and Knowledge Management at sub-Regional level. This theme would focus on capacity building and specific research activities of regional importance, on preparing pedagogic modules intended for policy makers and key stakeholders in the livestock sector, and on conducting sub-regional training sessions on selected topics of sub-regional interest.
· Theme 3: Analytical Support and Operational Assistance at National level, that integrates sector knowledge to policy, strategy and action plan formulation. This theme is expected to be a continuum of activities, fully integrated into a country Poverty Reduction Strategy process, and progressing from:

(i) Analytical work focusing on current and potential livestock contribution to poverty reduction and economic growth, 

(ii) support to national livestock strategy and policy formulation, 

(iii) support to the preparation of detailed action plans and their integration into on-going and future operations.

Studies at country level are complemented by sub-regional studies to address trans-boundary issues (diseases, natural resources, marketing) or commonly-shared country issues (notably under topic (ii)). These studies (and topic (ii)) are designed to allow a permanent updating of data, trends and related policies.

II.  Governance and Organizational Structure

3.
The governance structure of ALive includes:

1) a General Assembly,

2) an Executive Committee; and

3) a Secretariat and Program Manager.

4. The General Assembly reviews the broad orientations and priorities of ALive. It meets once a year after the end of the fiscal year of the Program, except for a Constitutive meeting.  Membership of the General Assembly is open to governments, international institutions, professional organizations, non-profit organizations, training and research institutions sharing ALive’s vision and participating in its actions.  Donors support ALive by contributing financial resources to the Program or by directly supporting activities recommended by the General Assembly.

Founding donors to the Program form an initial Executive Committee to select and appoint the institution which will chair the General Assembly/Executive Committee.  Subsequent Chairs of the General Assembly and of the Executive Committee are selected and appointed by the Executive Committee.  If two separate individuals from the same organization are appointed respectively to chair the General Assembly and the Executive Committee, each can also serves as the other alternate. 

The Chair invites members of the Executive Committee to a constitutive General Assembly. The constitutive General Assembly endorses the Operational Guidelines of the Program and then invites partners to participate in the ordinary General Assembly.  


The Chair of the General Assembly must be a recognized international expert on livestock matters, familiar with livestock development issues in Sub-Saharan Africa.  Except for the organization--selected by the initial Executive Committee (founding donors)--from which the first Chair is selected, the organizations of origin of subsequent Chairs are selected by the Executive Committee.  The Chair serves on a pro bono basis for a three-year mandate which can be renewed once.


The General Assembly and the Executive Committee reach decisions by consensus.  That consensus is summarized by the Chair of the General Assembly at the end of each meeting and recorded in a resolution and in summary proceedings for the meeting.  Between meetings, the Chair consults with the members of the Executive Committee and records their consensus as required.  Extraordinary meetings of the General Assembly may be convened by the Chair to conduct urgent business at the request of at least 40% of the members of the Executive Committee.  

At its annual meeting the General Assembly:  

· confirms the arrangements with the organization hosting the Secretariat;

· confirms the appointment of the Program Manager proposed by the organization hosting the Secretariat;

· confirms changes to the Operational Guidelines proposed by the Executive Committee;

· reviews ALive‘s overall performance during the previous fiscal year; and in this connection receives a report from the Executive Committee on the financial situation and possible new directions for the Program;

· selects the lead-organizations responsible for implementing the Program Themes—or part of the Themes-- when such responsibilities are not with the Secretariat;

· considers changes in ALive‘s policies and strategies. The Chair of the General Assembly ensures that such policies and strategies are at all times consistent with the policies and strategies of organizations hosting or sponsoring themes of the Program;

· approves the topics selected to be part of the Program;
· allocates the responsibilities for executing  activities undertaken under the approved Program; 
· endorses an Action Plan prepared by the Program Manager to implement the Program’s strategy; and
· Selects members of the Executive Committee (see point 5).

5.
The General Assembly organizes itself in three caucuses to appoint members of the Executive Committee: 

· An African Caucus, to appoint five  members;

· A Donors Caucus, to appoint four members, and;

· A Research and Training Organizations Caucus to appoint three members;

Each caucus can nominate as their representatives to the Executive Committee livestock  experts who do not belong to any institution of the caucus.

In addition, the institution that chairs the General Assembly is ex-officio member of the Executive Committee that it chairs, and the organization hosting the Secretariat appoints one member.  Unless one of their representatives has already been appointed as Chair of the General Assembly or member of the Executive Committee by the above mentioned caucuses, the United Nations Food and Agriculture Organization (FAO) and the World Organization for Animal Health (OIE) appoint one representative each to the Executive Committee.

The General Assembly, on recommendation of the Executive Committee, can modify the number of representatives appointed by each caucus in order to increase the effectiveness of the Executive Committee. 

Members of the Executive Committee are appointed for two years, except for the Chair which serves for three years.  Members and Chair cannot serve for more than two consecutive terms,  unless recommended otherwise by the General Assembly.   

6.
The Executive Committee advises the General Assembly and provides guidance to the Program Manager of ALive on the execution of the program strategy and work plan.  It reviews ALive’s strategy, assesses the progress achieved worldwide - and particularly in Africa - in livestock management, gauges the potential impact of such progress in developing countries, identifies new paths to reach ALive’s objectives, evaluates the impact of ALive’s work through ex-post evaluation of activities selected after consultation with the Program Manager, and proposes changes to the Operational Guidelines.  The Executive Committee issues invitations to organizations to participate in the General Assembly.  The Executive Committee findings and recommendations are summarized in an annual report circulated to the General Assembly.  Members of the Executive Committee serve pro bono and the appointment of a member must be accepted by the organization which is the main employer of that member.  Executive Committee members receive reasonable logistical support from the Secretariat. 

The Executive Committee convenes at least once a year and holds virtual meetings at least every other month through audio or video conferences.  A quorum of at least 9 Members is necessary to hold a meeting of the Executive Committee.  Members of the Executive Committee who do not participate in three consecutive meeting of the Executive Committees are de facto excluded from the Committee and replaced at the following General Assembly.  The exclusion is notified by the Chair of the Executive Committee to all partners.  The Chair of the Executive Committee convenes its meetings in consultation with the Program Manager.

7.
The Secretariat is a special unit in charge of implementing certain activities of the program, mobilizing financial resources, monitoring and reporting on activities, sharing and disseminating knowledge, and communicating to policy makers and to the general Public on Alive activities and partnership.  The unit is headed by the Program Manager.  The Secretariat maintains a Web site which serves as the main tool to accommodate a continuous flow of information exchange among partners, and allow them to be informed without delay on progress in the action plan, including the status of specific topics.  The Web site also facilitates the functioning of a virtual think-tank and holds on-line discussions among partners to provide information on on-going research or operations, discuss strategic issues, and make timely decisions.  The Secretariat is responsible to disseminate relevant information on the products generated by the Program’s activities to producers and professional organizations and to the general public (through the Program Web site, other publications, press outlets or conferences).
The Program Manager is a senior official of the organization hosting the Secretariat.  For matter of substance on the implementation of the Program, the Program Manager reports to the Executive Committee.  The Program Manager oversees all operations of the Program and manages those directly under her/his responsibility.  The Program Manager delegates as necessary to staff she/he supervises the execution of tasks for which she/he has responsibility.

The Program Manager is responsible for:

· preparing an indicative three-year rolling Action Plan to implement the strategy of the Program; 

· implementing Theme 1 of the Program;

· maintaining the ALive web site and organizing on-line discussions and consultations;
· collecting, recording, organizing and disseminating information from partners on activities undertaken as part of ALive;

· preparing elements of Themes 2 and 3; mobilizing resources for their implementation and implementing them when appropriate;

· overseeing the implementation of the overall Action Plan—including parts of Themes 2 and 3 not directly under her/his supervision--and ensuring its compliance with the priorities indicated by the Executive Committee;

· preparing an annual prospective financial plan to execute the Action Plan;

· organizing meetings of the General Assembly and of the Executive Committee;

· organizing ALive public conferences, seminars and workshops; 

· administering all expenditures under the jurisdiction of the Secretariat; 

· maintaining relations with donors, negotiating trust fund arrangements and mobilizing new donors; 

· providing support to the Executive Committee to prepare an Annual Report on the performance of the Program and other information required for meetings of the General Assembly, or the Executive Committee;

· providing logistical support to the General Assembly and the Executive Committee

· participating in meeting of the Executive Committee

· disseminating information on ALive activities and lessons learned from these activities.

III.   Funding and Resource Mobilization

8.
Financial and other resources supporting activities recognized as part of the ALive program are secured through ALive partners, including bilateral donors, research and knowledge dissemination organizations, and international institutions.

9. Contributions to ALive are:

·  in cash preferably through a multi-donor Trust Fund;

· in cash through  parallel financing; or

·  in kind.

Donors contribute a minimum amount per year, in cash or in a form and at a level acceptable to the Executive Committee. Contributions are committed by donors preferably on a multi-year basis, with actual transfers being made and recorded annually.

 Contributions to the ALive “core” fund are made in cash—preferably to a multi-donor trust fund--in freely convertible currencies, and are untied to the purchase of goods or services from specific suppliers.  In-kind contributions (such as expert time, other services, equipment or material) and parallel financing must be recognized and accepted by the Executive Committee on a recommendation of the Program Manager recognizing the alignment of the activities covered by the parallel financing with the objectives of the Program and the willingness of the organization implementing the activities to provide the Secretariat with information relevant to ALive objectives.  In kind contributions are made on the same conditions as parallel financing and can be accepted by the Executive Committee only after ensuring that such contributions would not result in any conflict of interest, or in the perception of a conflict of interest on the part of the donor.  The Executive Committee determines the value of in-kind contributions based on evidence presented by the donor and endorsed by the Program Manager.  All ALive donors are recognized in the ALive Annual Report and in other appropriate public information material according to the nature and level of their contributions.

10.
Except in the case of parallel financing of activities, donors contributing cash to the Program enter into a trust fund arrangement with the organization hosting the Secretariat, or with another international organization considered an essential partner of the Program.  Information on contributions and financial arrangements with donors are made available to the Program Manager in order for the contributions to be recognized as legitimate contributions to the Program.  Cash Donor contributions are to a multi-donor “core” trust fund.  Exceptionally,  if donor contributions could not be accommodated through the multi-donor trust fund the establishment of specific trust funds supporting one of the Themes of the Program will be envisaged.  Contributions to the core fund could be used to cover expenses incurred by the Secretariat and the governance of the Program or, after consultation with the Executive Committee, earmarked by the Program Manager to fund other Themes.  Specific trust funds to funds Themes of the Program are negotiated separately with interested donors and must include provision to cover the administration and supervision of such Themes.  The objectives of such trust funds can not be in contradiction with the objectives of ALive as an open partnership serving developing countries in Sub-Saharan Africa.  Trust funds established with an organization for the funding of ALive are subject to the general rules applied by that particular organization for administering trust funds.

IV – Hosting Organization

11.  The International Bank for Reconstruction and Development (IBRD) in Washington, DC, United States of America, serves as host to the Secretariat of ALive for an initial three-year period starting from the Meeting of the Constitutive General Assembly.  After the initial three years, it is expected that the Secretariat will be hosted by an African organization selected by the Executive Committee.

V.   Budget Guidelines

12.
ALive’s provisional budget is prepared and implemented in compliance with the accounting principles of the organization hosting the Secretariat and forms part of a financial plan submitted to the annual meeting of the Executive Committee.  Indicative budgets and implementation schedules for Themes of the Program are prepared for a three-year period and revised annually under the direction of the Program Manager assisted by the lead organization for implementing each Theme.  Budget must reflects the full costs of carrying out activities, including salaries, benefits, consultants' fees, travel and other costs.

13.
The Program Manager establishes the financial envelope in which ALive expects to operate during a current fiscal year and identify the sources of funds or other resources expected to cover identified costs.  As part of the financial monitoring of the Program, the Program Manager analyzes expenditures, estimates the pace at which funds received can be spent for activity implementation, and gauges the likelihood, form and magnitude of future donor funding.

14.
ALive’s fiscal year coincides with the fiscal year of the organization hosting the Secretariat (July 1st to June 30, in the case of the IBRD) unless determined otherwise by the Executive Committee. 

VI. Use of Resources

15.
The disbursement of ALive payments or other form of financing to implement a Theme of the Program is made in accordance with the policies, procedures and accounting principles of the organization executing the fund (see section III, para 9).  Similarly, the hiring of consultants and procurement of equipment for the execution of Program Themes will be in accordance with the policies of the organization executing the fund. 

VII. Reporting, Auditing and Program Evaluation

16.
ALive provides to donors contributing direct financial resources of the Program:

· a bi-annual progress report on disbursements and activities;

· an Annual Report on ALive achievements and operating environment; and

17.
Reporting on, and auditing of trust funds established by donors contributing to ALive are specified in individual agreements  between a donor and the organization administering a trust fund on behalf of that donor.

18.
Activities conducted as part of the Program, including through parallel financing or with in-kind resources, include self-monitoring and evaluation elements.  Adequate resources are allocated in each activity for such self-monitoring and evaluation.  Outputs from self-monitoring and evaluation are provided to the Secretariat.  As deemed necessary, and in consultation with the Program Manager, the Executive Committee commissions the external evaluation of a sample of ALive activities with respect to conformity with ALive overall strategy, the objectives reached, proposed further actions, and dissemination of lessons learned.  The Executive Committee reports its findings and recommendations to the General Assembly (see Section II, par. 6).

19.
External reviews and financial audits of ALive accounts are performed as required respectively by the Executive Committee, individual donors with respect to the trust funds to which they contribute, and, for each Theme of the Program, by the management of the lead organization in charge of implementation of  the said Theme.

VIII. Dissemination and Intellectual Property

20.
The Program Manager organizes through appropriate means the broad dissemination of ALive lessons from its activities and other relevant forms of knowledge.  An ALive Symposium is organized on a yearly basis.  It brings together donors, governments, international institutions, professional organizations, non-profit organizations, learning and research institutions sharing ALive’s vision and participating in its actions, as well as outside experts from recipient and donor countries, to discuss issues related to the sustainable development of livestock in Sub-Saharan Africa.  

21.
Intellectual property in any product developed with funding from ALive will be retained by the organization implementing the related theme.  Consistent with ALive’s objectives, the concerned organization will ensure that the products developed as part of ALive are widely and publicly available and that non-exclusive rights to exploit the related intellectual property rights, including for commercial purposes, will not be unduly withhold.
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