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 Introduction  

  

1. The Operational Manual for the Pakistan Humanitarian Pooled Fund (PHPF) is issued by OCHA on behalf of the 

Humanitarian Coordinator (HC) and endorsed by the Advisory Board to set the general direction and 

programmatic focus of the Pakistan Humanitarian Pooled Fund (hereafter “PHPF” or “the Fund”), which was 

previously known as Emergency Response Fund (ERF).   

2. The HC and the Advisory Board will revisit this Manual on an annual basis or as needed to adjust the general 

direction and programmatic focus of the Fund, thereby ensuring its relevance and effectiveness.   

2.1  Purpose  

  

3. The purpose of the PHPF Operational Manual is to describe the scope, governance arrangements, objectives, 

allocation modalities, and accountability mechanisms of the Fund, as well as to detail the roles and responsibilities 

of the stakeholders involved.   

4. The PHPF will support the timely disbursement of funds to the most critical humanitarian needs as defined in the 

Humanitarian Response Plan (HRP) and Humanitarian Needs Overview (HNO).   

5. This Manual will provide guidance to implementing partners and facilitate the role of OCHA, members of the 

Review Committees, and cluster/sectoral experts.      

2.2  Scope  

  

6. The Operational Manual defines the Pakistan-specific regulations that govern the PHPF. It is designed within the 

framework provided by the Operational Handbook for Country-Based Pooled Funds (CBPFs), which describes the 

global set of rules that apply to all CBPFs worldwide, and adapts specific aspects of these global guidelines to the 

humanitarian context in the PH.   

7. Adherence to the guidance provided in the two documents is mandatory so as to ensure standard and transparent 

processes.  

  Objectives of the PHPF  

  

8. The PHPF will be primarily aligned to support the delivery of strategic humanitarian response identified under the 

HNO/HRP while retaining the flexibility to allocate funds to unforeseen events or special requirements. The PHPF 

will further reinforce the leadership and coordination role of the Humanitarian Coordinator (HC) by driving funding 

to needs-based priority sectors and geographic areas. The PHPF will also aim for a more inclusive approach by 

working with a variety of implementing partners in a complex operational environment. The PHPF has the 

following main objectives:  

i.  Support life-saving and life-sustaining activities while filling critical funding gaps;  

ii.  Promote needs-based assistance in accordance with humanitarian principles;  

iii. Strengthen coordination and leadership primarily through the function of the HC and by leveraging the 

cluster system during transition. 

iv. Improve the relevance and coherence of humanitarian response by strategically funding priorities as 

identified under the Humanitarian Response Plan (HRP);  

v. Expand the delivery of assistance in restricted areas.  

  

9. Interventions supported by the PHPF are to be consistent with the core humanitarian principles of humanity, 

neutrality, impartiality and independence.  
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  Governance and management  

  

10. The activities of the PHPF will be carried out under the overall stewardship of the Humanitarian Coordinator (HC). 

The HC will be supported by an Advisory Board and an OCHA-led Humanitarian Financing Unit (HFU) fulfilling the 

PHPF’s secretariat functions. The PHPF Advisory Board will be chaired by the HC and will welcome the senior-

level participation of donors, UN organizations (in their capacity as cluster lead agencies) and NGO 

representatives. Cluster coordinators play a key role in prioritization as well as project review at both a strategic 

and technical level.     

  

4.1 The Humanitarian Coordinator (HC)  

  

11. The overall management of the Fund on behalf of the UN Under-Secretary General for Humanitarian Affairs and 

Emergency Relief Coordinator (ERC) will rest with the HC, supported by an OCHA-led HFU and advised by the 

PHPF Advisory Board. Key responsibilities of the HC are:  

Approves the PHPF Operational Manual, which outlines the Fund’s scope and objectives; programmatic focus; 

governance structures and membership; allocation modalities and processes; accountability mechanisms; and 

operational modalities;  

ii. Chairs the Advisory Board and provides strategic direction for the Fund;  

iii. Leads Pakistan-level resource mobilization for the Fund supported by the Humanitarian Country Team  

(HCT), OCHA PH Office and in coordination with relevant OCHA entities at headquarters;  

iv   Approves the use of and defines the strategic focus and amounts of fund allocations;  

v. Ensures that the Advisory Board and the review committee(s) are functioning in accordance with the 

guidelines outlined in the Handbook;  

vi. Makes final decisions on projects recommended for funding. This responsibility is exclusive to the HC and 

cannot be delegated. Funding decisions can be made at the discretion of the HC, without a recommendation 

from the Advisory Board, for circumstances which require an immediate response. In addition, the HC has the 

authority to overrule recommendations from the review committee(s);  

vii. Approves projects and initiates disbursement;  

viii. Approves/Disapproves No Cost Extensions (NCE) on the basis of analyses by OCHA PHPF 

ix. Ensures complementary use of PHPF funding with other funding sources, including the Central  

Emergency Response Fund (CERF).  

4.2 The PHPF Advisory Board (AB)  

  

Advisory Board (AB) will represent the views of the donors, the UN and the NGO community (as representative 

members of the HCT) and provide guidance and advice to the HC on strategic and policy issues. The AB will also 

provide a forum for representatives and the HC to discuss allocation strategies, funding gaps and donor mobilization 

and share information on general issues which could affect the PHPF’s correct functioning. Representation is at the 

senior-most country representative level. Equal gender representation should be maintained at all times. 

 

The Advisory Board is guided and works within the terms and guidelines of the PHPF Operational Manual.  The 

Operational Manual is reviewed in the first meeting of the AB as prepared by OCHA under the leadership of the HC. 

 

Membership 

▪ Humanitarian Coordinator    (as Chairperson, non-rotating) 
▪ OCHA Head of Office     (as Secretariat, non-rotating) 
▪ 2 representatives of donors.    (for contributing donors, rotating) 

i.  
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▪ 2 representatives of participating UN Agencies (with cluster responsibilities, rotating) 
▪ 2 representatives of the NGO community (international and/or national, rotating) 
▪ 2 Observers     ( Potential donor, rotating) 
 

Secretariat services for the AB are provided by OCHA’s Humanitarian Financing Unit. 

 

Observers may contribute to discussions at AB meeting but may not contribute to discussions when the AB is sitting 

for presentations by clusters on projects recommended for funding. They can provide feedback to the AB in relation 

to procedural/due process issues. UN agencies, contributing donors and NGOs all select 3 representatives as AB 

members. Board members attend the meeting in their individual capacity and are not to represent their organizations 

or constituencies (NGO, UN, donor, etc.)  Board members commit to attend all AB meetings, to provide comments by 

email or on online platforms when required, and should be authorised by their constituents to make decisions during 

AB meetings. 

 

Specific Responsibilities of the Advisory Board 

1. Advise the HC on the strategic focus of the HFU; work with the HC to ensure that the objectives of the HFU are met by 
reviewing allocation strategies to ensure they are in line with set objectives.  

2. Analyse risks that may affect the achievement of set objectives and advise the HC on risk mitigation strategies; endorse 
Accountability Framework as part of the Operational Manual and review as required. 

3. Advise the HC on the transparency and equitability of the overall allocation process; review systems with the objective 
of ensuring that the management of the Fund is consistent with global guidelines. 

4. Participate during development of the Allocation Strategies, at presentations for project recommendations, and any 
other stage as may be required by the HC. AB member(s) may, if they wish, attend project strategic or technical review 
committees as observer(s). 

5. Ensure accuracy of HFU information products: The AB will review PHPF Annual Reports and other information products 
to ensure they are concise and accurate. 

6. As required, and in consultation with OCHA’s Funding Coordination Section (FCS), request from the HC that reviews are 
undertaken of specifics aspects of the HFU’s performance. 

7. Hold, at minimum, quarterly meetings including an Annual General Meeting in the last quarter of the year in which 
overall strategic issues will be discussed and decided, policy considered, and donor pledges sought.  
 

Continuity 

AB members will decide on the continuity of membership (duration of membership of representatives). Generally, 

members are expected to commit to one year’s membership, with continuity of membership to be discussed in the 

fourth quarter of each year at the Annual General Meeting. 

 

4.3 OCHA Head of Office (HoO)  

  

16. The HoO is responsible for the effective management of the Fund in accordance to the CBPF Policy Instruction 

and Handbook. The responsibilities of the HoO with respect to the PHPF are to:  

i.     Support and advice the HC on strategic issues and resource mobilization;  

ii. Supervise the OCHA Humanitarian Financing Unit (HFU) and ensure that the HFU is well integrated and 

coordinated with other units of the OCHA PH Office and sub-offices;   

iii. Ensure that OCHA has the capacity to fulfil its accountability requirements, including risk management and 

minimum operational modalities;   

iv. Promote active involvement of existing coordination structures in PHPF processes and ensure that the Fund 

scope and objectives as outlined in the Operational Manual and/or allocation papers are aligned with the HRP;   

v. On recommendation made by the Fund Manager approves project no-cost extensions; 
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vi. Approve project revisions in accordance within the delegated authority granted by the HC. 

vii. Interface with headquarters on policy issues related to the PHPF; 

viii. Act as a permanent member of the AB.   

  

 

4.4 OCHA Headquarters   

  

17. Relevant units at OCHA headquarters have the following functions:  

i. Carry out and support active resource mobilization; 

ii. Receive, administer and manage contributions from donors; 

iii. Disburse funds to partners in accordance with the decisions of the HC;  

iv. Provide PHPF with funding updates of donor commitments and disbursements transferred to partners, as well 

as other financial information related to the PHPF;   

v. Provide policy and guidance to ensure the Fund is in line with OCHA’s global guidelines.  

  

4.5 OCHA Humanitarian Financing Unit (HFU)  

  

18. The HFU under the overall supervision of the OCHA Head of Office will ensure adequate and efficient management 

of the PHPF.   

19. In support of the HC and PHPF AB , and with the assistance of relevant units at OCHA headquarters, the HFU will 

undertake the following tasks:  

Management of PHPF operations and policy advice to the HC:   

i. Advise the HC and OCHA HoO on fund strategies and any other policy matters related to PHPF; 

ii. Facilitate the development of the PHPF scope and objectives and/or allocation strategy paper; 
iii. Ensure timely communication to partners on PHPF standard allocation calendar of activities; 
iv. Engage with PHPF donors and assist HC and AB in their resource mobilization initiatives;  
v. Draft the resource mobilization strategy and support its implementation in coordination with headquarters 

resource mobilization efforts;  
vi. Provide technical advice to the HC and PHPF Advisory Board on the allocation process, project implementation 

and monitoring;  
vii. Produce reports, analysis and other documents as necessary to support decision-making, coordination, 

communication and resource mobilization activities;   
viii. Promote the complementary use of the PHPF with funding from other sources, in particular the CERF 
ix. Perform secretariat functions for the PHPF Advisory Board; 

Project Cycle Management:  

i. Facilitate and train stakeholders on the use of the Grant Management System (GMS);  

ii. Ensure compliance with processes, systems, templates and tools as defined in the Handbook for  

CBPFs as well as PHPF procedures; 

iii. Provide support to all PHPF recipients throughout the allocation process and promote a feedback system for 

continuous learning; 

iv. Coordinate and facilitate all activities associated with the strategic review (project prioritization); 

v. Coordinate and facilitate all activities associated with the technical review, as a member of cluster review 

committees; 

vi. Oversee project review and approval processes including administrative aspects of selected projects 
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vii. Ensure follow up of disbursements and reimbursements;  

viii. Ensure narrative and financial reporting compliance;  

ix. Manage project revision requests (e.g. follow-up and support on budget revision, reprogramming, no cost 

extensions, etc.);  

x. Provide oversight to the entire funding cycle from the opening of an allocation to closure of projects; 

xi. Ensure Financial Tracking Service (FTS) reporting as required. Ensure adequate monitoring of the projects and 

establish monitoring framework and monthly implementation plans  

 

  

Implementation of the PHPF Accountability Framework:  

i Support and advise the HC and OCHA HoO in the development and implementation of the 

Accountability Framework; 

ii Coordinate and develop systems for capacity and performance assessments, risk   management, 

monitoring, and reporting on behalf of the HC; 

iii Ensure compliance with the minimum requirements described in the operational modalities of the 

Handbook; 

iv Ensure compliance with audit requirements and follow up recommendations stemming from audits and 

monitoring findings; 

v. Facilitate periodic external evaluations in line with the global agreements on evaluation requirements for 

CBPFs;  

vi. Compile the consolidated annual report of PHPF operations.  

  

4.6 Cluster Coordinators   

  

20. Each cluster will be coordinated by representatives from a cluster lead UN agency (ies) with the support by the 

D/HoO and the team of HAOs. In the absence of cluster coordinator, the lead agency will appoint a focal point.      

  

21. Cluster coordinators support PHPF at two levels: (i) at a strategic level, cluster coordinators should ensure that there 

are linkages between the fund, the HRP and cluster strategies, by providing inputs to the HFU to inform Allocation 

Papers; and (ii) at an operational level, cluster coordinators should provide technical expertise to the process of project 

prioritization through tools such as the strategic review scorecard, and to the technical review of projects.  

 

22.  The Cluster coordinator and co-coordinators will undertake the following activities in relation to the PHPF:  

i. Facilitate all related cluster process within PHPF in consultation with cluster partners;  

ii. Establish needs-based priorities for PHPF funding in consultation with cluster partners; 

iii. Maintain good coordination with Govt line departments with regards to PHPF funded projects; 

iv. Ensure cross-cluster coordination and information sharing; 

v. Lead a process within their respective cluster review committees to transparently identify, review and 

recommend priority humanitarian projects for funding based on agreed overall cluster priorities and strategies 

and document these processes;  

vi. If required, defend cluster strategies and proposal during PHPF allocation rounds; 

vii. Ensure quality and timely submissions of all related cluster materials; 

viii. Promote the systematic use of relevant standard indicators for projects;  

ix. Participate in field monitoring visits to support technical assessment of implemented projects according to the 

provisions of the accountability framework endorsed by the HC;   

x. Review and recommend revision requests when technical input is required; 
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4.7   Review Committees (Strategic and Technical)  

  

23. PHPF allocations include two types of project review: 1) a strategic review of project proposals in relation to the 

Allocation Paper determined by the HC and the Advisory Board, and 2) a technical review which assesses the 

technical soundness and quality of project proposals. Both reviews are discharged by respective review 

committees operating separately by sector/cluster. 

Composition of Review Committees (Strategic & Technical) 

The Strategic Review Committee (SRC) should equitably represent the members of the cluster and be 
knowledgeable of humanitarian operations. The SRC should consult concerned Govt Line departments and should 
be comprised of at least four members, including the relevant cluster coordinator, 1 member each from NHN and 
PHF and OCHA sub-office. 

OCHA HFU will support the SRCs in discharging their functions. The SRC uses the prescribed score cards to 

discharge their function and assess the strategic relevance of any proposal and by uploading the final score cards 

on Grant Management System (GMS). 

The Technical Review Committee (TRC) should be composed of a small group of technical experts from the 
respective cluster to review project proposals. A small group of experts will allow for detailed deliberation on 
technical aspects of project proposals. The TRC should include the relevant cluster coordinator, another member 
(NGO) of the relevant cluster (PHF or NHN), selected by the cluster based on their demonstrated technical 
expertise, a Gender Advisor and OCHA HFU and FCS. The technical Review takes place on online Grant Management 
System (GMS) 
 

24. Key elements of review committees include:    

i. Review committees will be established through a consultative process with a limited number of cluster 

members. The review committees should, to the extent possible, have different compositions for each of 

their functions.   

ii. When delivering the strategic function, the respective review committee should equitably represent the 

members of the cluster and be knowledgeable of humanitarian operations. The strategic review committee 

assesses projects based on a criteria determined at the time of allocation development. 

iii. When delivering the technical function, the respective review committee should be composed of a small 

group of technical experts to review project proposals. The technical review committee provides in-depth 

technical comments to strengthen the proposal.   

iv. Members of the review committee involved in the technical review should be selected based on demonstrated 

technical knowledge of the specific sector/cluster. A small group of experts will allow for detailed deliberation 

on technical aspects of project proposals. Specialized advisors should provide support and inputs to the 

technical review process.   

v. Members of the respective review committees should be nominated from the active members of the relevant 

sectors/clusters. The committees should ensure an equitable representation of UN and NGOs. OCHA will 

support review committees in discharging their functions.  

  

4.8 Implementing partners  

  

25. In relation to the PHPF, implementing partners have the following responsibilities:  

i. Application: Implementing partners must familiarize themselves with PHPF processes and seek advice from 

the OCHA PH Office (i.e. HFU) before applying for funding. In close collaboration with the OCHA PH Office 

and clusters, the applicant partner develops and submits a project proposal and budget to the Fund (through 

the GMS) providing all necessary supporting documents, within the given deadlines, and in a responsive 

manner.  
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ii. Implementation: After the approval process, the implementing partner signs a grant agreement which 

specifies the terms and conditions applicable to the approved project. Implementing partners commit to 

comply with all the requirements defined in the grant agreement. Grant agreements may be modified to 

accommodate necessary changes in projects (see section 6 for details on revision requests). 

iii. Monitoring: Implementing partners must have robust internal monitoring and reporting procedures in place. 

Implementing partners shall facilitate the monitoring of the projects in collaboration with the OCHA PH 

Office, cluster coordinators and other relevant parties. The OCHA PH Office and headquarters reserve the 

right to organize visits with partners, external experts or donors to review completed or on-going project 

activities.  

iv. Reporting: The partner shall provide narrative and financial reports in line with the reporting requirements 

stipulated in the grant agreement or otherwise agreed in the accountability framework of the fund. In 

addition, any constraints (e.g. financial, logistical, security) that may lead to significant changes to the project 

must be communicated to the HC and/or OCHA immediately. 

v. Where applicable partner needs to obtain necessary clearances from the relevant authorities.  

 

  Partner’s eligibility criteria, parameters and modalities  

5.1 Eligibility   

29. Donor contributions to the PHPF will be utilized to fund projects carried out by:  

• UN Organizations (UNOs)  

• National and International Non-Governmental Organizations (NGOs) and organizations of the Red Cross/Red 

Crescent Movement  

30. No additional proposal will be considered from applying organization that have three (3) on-going projects already 

supported by PHPF, unless narrative and financial reporting requirements are completed, and financial audit 

process is at least initiated.  

UN eligibility:  

  

31. In order to become eligible for funding from the PHPF, UN agencies must fill out the Registration Form on the 

Grants Management System of the Fund (http://cbpf.unocha.org). UN agencies are required to provide name and 

contact information for the focal point(s) and the legal representative of the organization, address of main office, 

and bank information.   

32. Once the registration and necessary details have been dully filled out, OCHA will proceed with its review and 

approval.   

NGO eligibility:  

  

33. OCHA will carry out a due diligence process and an assessment of the capacity of potential NGO implementing 

partners.  Partners that meet all the due diligence requirements will undergo the capacity assessment to determine 

eligibility. The assessment is aimed at determining whether the NGO has a sufficient level of capacity in terms of 

institutional, managerial, financial and technical expertise. This analysis establishes eligibility to receive funding from 

the PHPF.    

5.2 Allocation criteria  

  

34. The review and approval of project proposals is made in accordance with the programmatic framework and focus 

described above and on the basis of the following criteria:  

http://cbpf.unocha.org/
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i Partner eligibility and capacity: verified through a due diligence and capacity assessment process; 

ii Strategic relevance: clear linkage to HRP strategic and sectoral objectives, compliance with the terms of the 

call for proposals as described in the allocation paper, and alignment of activities with areas of special focus of 

the Fund; 

iii Programmatic relevance: the proposal meets technical requirements to implement the planned activities; 

assumptions and risks are comprehensively and clearly spelled out, along with risk management strategies; the 

needs are explained and documented, and beneficiaries are clearly described; the activities are adequate to 

respond to the identified needs; 

iv  Cost effectiveness: the budget is fair, proportionate in relation to the context, and adequate to achieve the 

stated objectives; 

v Management and monitoring: accessibility and/or physical presence in areas of operation; the location of the 

project is clearly identified; a realistic monitoring and reporting strategy is developed in the proposal;  

vi Engagement with coordination: clear commitments to engage with cluster coordination mechanism, including 

sharing of data, information and project updates.   

vii The existing and the former project partners can be considered only upon fully satisfactory performance and 

audit reports. 

5.3 Allocation parameters  

  

35. PHPF allocation parameters are defined based on the Operational Handbook for CBPFs and are as follows:  

i. Project duration: varies depending on need and nature of project, as specified in allocation paper at the time of 

development of allocation strategy.  

ii. Grant amount: the maximum fund ceiling will be determined in each allocation paper, however the maximum 

allowable amount will be determined and disbursed in tranches on the basis of Operational Modalities. 

iii. Implementing partners can request project revisions and/or no-cost extension (NCE) to re-program and/or 

extend the duration of the grant. However, a strong justification would be required by the partner and 

endorsed by the respective cluster lead to make such changes, such as NOC related issues.   

5.4 Allocation modalities   

  

36. The PHPF will have two options for fund allocation modalities. A standard allocation (through a call for proposals) 

will be issued on a periodic basis (usually twice a year subject to availability of funds) at the discretion of the HC and 

linked to the priorities of the HRP.  

37. A reserve allocation will be maintained to respond to country specific unforeseen requirements.   

 

For detailed reference, please see attached Annex 1: Operational Modality 

 

5.4.1 Standard allocation strategy and workflow  

  

38. At the center of the standard allocation is a strategy developed based on the agreed priorities of the HRP. The HC, 

supported by the HFU, should utilize existing coordination mechanisms to establish a process that produces 

credible and unbiased information to develop the strategy. The analysis that supports the development of the 

strategy should be evidence-based and with references to verifiable data. This process results in an allocation paper 

which summarizes the analysis, strategy and intent of the standard allocation. The priorities of the allocation 

strategy paper should be as precise as possible to allow for effective prioritization by clusters. Efforts should be 

made to seek complementarity with existing funding channels.   
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39. The allocation strategy paper includes information on:  

• Humanitarian context, showing how the allocation has chosen its priorities.  

• Allocation strategy and related priorities;  

• Total amount to be allocated, further divided among various clusters based on prioritized needs. 

• Criteria for project prioritization, which will be assessed during the strategic review.   

• Allocation Timeline from release of Allocation Paper to Disbursement.  

  

40. The development of the allocation strategy paper is done by OCHA through the HFU, following the 

recommendations made in consultation with Cluster Coordinators during ICCM or bilateral meetings. 

 

41. Steps of the standard allocation process include:  

i. Submission of projects;  

ii. Strategic review and cluster envelope (projects) recommendations;  

iii. HC endorsement and AB consultation;  

iv. Technical and financial review;  

v. Gives indication of how much funding is left in Reserve from total funds available.  

vi. Final approval by HC;  

vii. Grant Agreements preparation and Disbursement.  

  

The following table provides a snapshot of the timeline for the standard allocation. There are two types of project 

review: a strategic review of project proposals to ensure alignment with HSP priorities and a technical review to 

determine the soundness and quality of proposals. The strategic and technical reviews will be discharged by 

respective Strategic and Technical Review Committees operating separately by cluster.  

Please see below table showing- Standard allocation workflow.  

A. Standard Allocation Workflow 

 

 
 
 
 
 

Step 1 
Submission of 

proposal 

 

1.1 Development and launch of Allocation Strategy 

* Clusters 
* OCHA 
* HC 
* AB 

 

 
 

1.2 Submission of full project proposal 

 
* Implementing 
partner 

Through 
consultation with 
OCHA, HC & AB will 
decide the deadline 
for submission 

1.3 General check by HFU (eligibility of partner in 
case of suspension, compliance with template, 
duplication of proposal, etc.) 

 
* HFU 

 
2 working days 

 

 

 
Step 2 

Strategic review 

 
2.1 Review Committees use scorecards to shortlist 
recommended projects. Review committees score 
projects and decide on which projects to recommend 
for funding. 

 

* Review 
Committees 
(Cluster 
representations 
and HFU) 

 
 
 

8 working days 
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Step 3 

HC preliminary 
approval and AB 

consultation 

3.1 Projects shortlisted are submitted to the HC for 

approval (this step can happen together with the step 
below - 3.2 - as part of a meeting) 

 
* HC 
* HFU 

 

2 working days 

3.2 Projects approved by HC are shared with AB for 
information (whilst simultaneously pushed forward for 
technical review or development of full proposal by 
partner). AB has 1 working day to comment. 

 
* AB 
* HFU 

 

1 working day 

 

 
 
 
 

Step 4 
Technical and 

financial review 

 
 
 

4.1 Financial and technical review 

 

* OCHA 
* Cluster 
representations 
* GTF 
representations 

 
 
 
 

 
10 working days 4.2 Consolidation of financial and technical comments 

and submission to partner 
* HFU 
* IPs 

4.3 Revision of proposal - max 3 times (submission of 

revision within 24 hours after input is received) 
* IPs 

  

 
 
 

Step 5 

Final approval by 
HC 

5.1 HFU prepares draft Grant Agreement and decides 

start date in consultation with partner, and consequent 
reporting timeline 

 
* HFU 

 
1 working day 

5.2 HC approves project and signs Grant Agreement * HC 2 working days 

5.3 Grant Agreement is shared with IP for counter- 

signature (date marks start of eligibility, and earliest 
possible date for start of project implementation) 

 
* IPs 

 
2 working days 

  
5.4 Grant Agreement is signed by OCHA EO 

 
* OCHA 

 
2 working days 

    

Step 6 

Disbursement 

6.1 Following OCHA EO signature, first tranche of 
funding is disbursed to the partner 

 

* OCHA 
 

10 working days 
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5.4.2 Reserve allocation strategy and workflow   

  

42. The reserve allocation is intended for rapid and flexible allocation of funds in the event of unforeseen 

circumstances, emergencies, or contextually relevant needs (pipelines, logistics, stock preposition for critical life-

saving emergency items etc. The reserve will be used to provide an immediate response in areas not within the HRP 

as well as regions not prioritized in the standard allocation where need has been demonstrated. Reserve allocations 

are designed to be quicker than the standard allocation process. 

 

43. The reserve allocation will be a maximum of 20 per cent from the available fund. However, the necessity and exact 

size of the reserve allocation will be decided by the HC during the Advisory Board meeting in particular on the 

discussion of bi-yearly standard allocation discussion.  

  

44. Within 48 hours after an unforeseen humanitarian situation or emergency, or unexpected humanitarian needs the , 

OCHA’s Head of Office will advise the HC to activate the Reserve based on at least one of the following triggers:  

i. Scale of disasters with consideration of total number of affected people and geographical areas;  

ii. HCT decision to apply for CERF;  

iii. Request for assistance from provincial and/or national authorities for mobilizing existing resources; and 

Sectoral-specific life-threatening emergencies.  

iv. Immediate needs that have impact to humanitarian situation in Afghanistan (Refugee and population 

returns)  

  

45. Based on initial evidence-based reports from ICCM, the HC will decide on prioritized critical life-saving clusters for 

funding through the reserve fund with a maximum 12 month project duration. The HC will inform Advisory Board 

on his/her decision accordingly.   

  

46. Steps of the reserve allocation process:  

i. Submission of projects and review of strategic relevance;  

ii. Technical and financial review;  

iii. Endorsement and final approval by HC;  

iv. Disbursement.  

 

 

 

 

 

 

 

 

Please see below table showing- Reserve Allocation Workflow.  



15 | P a g e  

 

 
 
 

Step 1 
Submission of 

proposal 

1.1 Submission of proposal 
* Implementing 
partner 

 

1.2 General check by HFU (eligibility of partner in case 

of suspension, compliance with template, duplication of 
proposal, etc.) 

 
* HFU 

 
1 working day 

1.3 Review of strategic relevance using simple 
scorecard 

* HFU 
* Review 
Committee 

 

2 working days 

1.4 Submission for technical review * HFU 1 working day 

 

 
 

 
Step 2 

Technical and 
financial review 

 

 
2.1 Financial and technical review 

* OCHA (HFU and 
FCS Finance Unit) 
* Review 
Committees 
* Gender Advisor 

 
 
 

 
5 working days 

2.2 Consolidation of financial and technical comments 

and submission to partner 
* HFU 

2.3 Revision of proposal – max 2 times (submission of 
* IPs 

revision within 24 hours after input is received) 

 

 
 
 
 
 
 
 

Step 3 

Final approval by 
HC 

3.1 HC approves project  * HC 1 working day 

3.2 Project(s) approved by HC is shared with AB for 

information; 
* HFU 1 working day 

3.3 HFU prepares draft Grant Agreement and decides 

start date in consultation with partner, and consequent 
reporting timeline 

 
* HFU 

 
In parallel with above 

3.4 HC signs Grant Agreement * HC 1 working day 

3.5 Grant Agreement is shared with IP for counter- 
signature (date marks start of eligibility, and earliest 
possible date for start of project implementation) 

 
* IP 

 
2 working days 

 
3.6 Grant Agreement is signed by OCHA Executive 

Office 

* OCHA FCS 
Finance Unit 
* OCHA ASB 

 

2 working days 

  

Step 4 

Disbursement 

4.1 Following OCHA EO signature, first tranche of 
funding is disbursed to the partner 

* OCHA FCS 
Finance Unit 

 

10 working days 
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5.5 Start date and eligibility of expenditure  

  

46. The HFU will liaise with the implementing partner to determine the start date of the project. The earliest 

possible start date of the project is the date of signature of the grant agreement by the partner. The 

agreed upon start date will be included in the grant agreement. If the signature of the grant agreement 

occurs after the agreed upon start date, the date of the signature of the grant agreement takes 

precedence The HC can then sign the grant agreement.   

  

47. Upon signature by the HC, OCHA notifies the partner that the project has been approved, and sends the 

agreement for counter signature. Once the partner has countersigned, the agreement will be sent to 

OCHA in New York for the final signature. Eligibility of expenditures will be determined by the date of 

implementing partner’s signature of the grant agreement.  

6  Revision request    

48. Significant deviations from the original project objectives, including changes in the geographic location of 

the project, the target population, or the scope of project activities will be assessed on case-by-case 

basis.  

Variations of all forms must be brought to the fund manager’s attention with clear and strong 

justification. Revision requests need to be supported by cluster coordinators and approved by the HoO.  

However, the NCE request should be submitted at least one month in advance of project end date. 

 

The request may be submitted:   

a. 1 time for project less than 7 month, and   

b. 2 times for projects between 7 and 12 months.  

Additional request might be considered in an extra-ordinary situation.  

  

49. No-Cost Extension (NCE) requests will be considered on a case-by-case basis, depending on the reasons 

justifying the request. The request may be considered for maximum 2 months. Additional request might 

be considered in an extra-ordinary situation. NCE requests will be reviewed by the HoO and he/she 

recommends NCE for the HC approval. However, only those NCE requests will be considered which clearly 

shows the utilization of at least 70% of funds disbursed.    

  

50. Implementing partners are authorized to make budget variations not exceeding fifteen (15) per cent on 

budget categories of the approved project budget. However any cost increase to the “Staff and other 

Personnel Costs” category should be approved in writing by OCHA. Any variations exceeding 15 per cent 

on any one budget category shall be subject to prior consultations with OCHA and approval by the HC  

  

51. Under no circumstances should budget revisions increase the total budget originally approved by the HC.  

  

52. Revision requests are submitted and processed through the GMS.    
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7  Accountability framework   

57. Accountability of the PHPF is articulated on two levels: first, the ability of the Fund to achieve its 

objectives as a humanitarian financing mechanism. The HC is responsible for establishing a process 

which produces high quality allocation strategies, selects appropriate and qualified implementing 

partners, monitors implementation and verifies that reported results are genuine and match those 

of approved project agreements. This is captured in a logical framework of the application template 

that enables the HC to assess the results of the PHPF in the short, medium and long term.  

  

58. Accountability relates to the ability of individual implementing partners to achieve expected project 

outputs and outcomes. Implementing partners are ultimately responsible for project activities, 

project outputs and for reporting accurately on results.  

  

59. The Accountability Framework will provide an overview of 

the four pillars of accountability under the PHPF. The Framework defines 

how and when partners will be assessed and selected as PHPF partners, 

what will be monitored and reported on, how and when audits will be 

carried out, who is responsible for each pillar of accountability, what key 

actions will be taken, and what resources are necessary for ensuring overall 

accountability.   

  

60. OCHA develops an Accountability Framework consisting of 

four pillars that enables the HC to ensure that implementing partners are 

delivering intended programmatic results; the PHPF is managed 

responsibly and according to established guidelines; and ultimately that the 

PHPF is achieving its main objectives. The pillars include:   

  

i. Fund level risk management 

A. Strategic and Programmatic 

Risk 1: Lack of understanding of PHPF process and strategic objectives in particular among IPs  

Learning from the submitted applications, it is apparent how some organizations in particular those new to 

PHPF, do not have comprehensive understanding on PHPF process and strategic objectives. The PHPF Unit 

conducts frequent PHPF workshop for national NGOs to raise the understanding on PHPF and help them 

with preparing the application. However, considering the size of the country with a high number of NGOs, this 

effort needs to be strengthened with other initiatives.  

Recommendation: Reduce Risk 

Pending adoption of more detailed assessment criteria of implementing partners, OCHA/PHPF Unit should 

continue PHPF workshops for NGOs and clusters as appropriate and PHPF input at cluster meetings. Virtual 

courses (online or CD-ROM) might also be considered. Working with PHPF-experienced implementing 

partners (IPs) should be considered to help ensure effective response given the PHPF objective of timely 

response.      

Risk  
Management 

Monitoring &  
Reporting 

Audit 
Capacity and  
performance  
Assessment 
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Risk 2: Lack of flexibility on funding allocation diversion according to changed critical situation 

The AB makes decisions on fund allocation once a new contribution comes to PHPF. The decision is made 

based on input relating to priority humanitarian needs from the ICCM and other relevant sources to respond 

to particular humanitarian situation. Once the decision is made, the respective clusters submit a more 

concrete plan to help applicants strategizing their project. The call for proposal to cluster members present 

include this strategy. With the current system, there is no flexibility to divert funding, should a new crisis occur 

during an existing allocation process.  

Recommendation: Reduce Risk   

It is suggested that the country ToR should allow for some flexibility for funding allocation diversion with the 

condition, as agreed by the AB. OCHA to review country ToR and include a flexibility clause in a critical 

emergency situation that allow the HC to amend recently approved AB decision and diverse the Fund to 

respond to a new disaster.    

Risk 3: Lack of clear funding priorities as a consequence of the absence of country strategic response plan 

Prioritization remains a challenge for PHPF considering the large size of needs, with the limited funds 

available. The absence of a country strategic humanitarian plan limits the PHPF’s ability to prioritise 

according to the Humanitarian Country Team’s requirement. To date, the informal HCT strategies are used to 

guide allocations. The newly developed HCT strategy, and the HNO once completed will help the ICCM 

when preparing recommendations to AB and AB for fund allocation decision making. The fund allocation 

decision should be strategic, and this document will help PHPF to make a more strategic allocation.  

Recommendation: Reduce Risk  

OCHA to finalize Humanitarian Needs Overview (HNO) and Strategic Response Plan (SRP) documents 

soonest to help the clusters when recommending the sectoral strategy to PHPF and to help the AB when 

making decision on the fund allocation in 2014.  

Risk 4: Poor needs analysis/assessment/data quality 

Another challenge faced during the application review is lack of analysis due to the absence of data, 

gathered through timely assessments. Inter-agency assessments, such as the MIRA and IVAP, helps the 

applicants to strategize their project approach, ensuring they address evidence based needs. Detailed 

assessments will help meet these gaps. The PHPF proposal must rely solely on the applicant’s assessment. 

In many cases, this so-called individual assessment is for a limited focus to verify the needs and target 

beneficiaries, but not able to provide a comprehensive understanding on the situation which will enable to 

shape the project strategy.  

Recommendation: Reduce/Transfer Risk  

In additional to the existence of HNO and SRP, OCHA through the Assessment Working Group (AWG) 

should pursue for the development of the Coordinated Assessment & Monitoring Framework (CA&MF), 

which will enable humanitarian partners to strategize their responses based on credible findings. A 

complimentary system for PHPF purposes might also be discussed with AWG, considering that PHPF might 

also respond to medium size disaster. In parallel, request the AWF to strengthen the CA&MF.    

B. Governance and Management of the Fund 

Risk 5: Lack of RM strategy (limited donor base/ donor fatigue/lack of donor interest/ timeliness & 

predictability of funding) 
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The unpredictable nature of donor contribution creates challenges for PHPF to strategically plan its activities. 

Becoming a more predictable humanitarian financing with unpredictable contribution is a challenge. OCHA 

has developed a strategic plan for resource mobilization which includes the PHPF Contributions to the PHPF 

to date are from pooled-fund traditional donors. The PHPF seeks to expand its donor portfolio to include 

GCC and other non-tradition donors.  

Recommendation: Reduce Risk  

OCHA/PHPF Unit to pursue implementation of the resource mobilization strategy for PHPF with realistic 

target and timeframe, clear activities and indicators, and reporting mechanism.  

Risk 6: Lack of understanding on roles & responsibilities at cluster level due to high turn-over 

The high turn-over of cluster coordinators, at national and sub-national level, has resulted in the loss of 

institutional memory of PHPF processes. The PHPF Unit must continuously educate the frequently changing 

cluster coordinators. An PHPF ToR for clusters is available, but this is insufficient for the new cluster 

coordinators to learn about PHPF in a short time. Thus, there often challenges in the PHPF processes due to 

cluster’s unfamiliarity.  

 

Recommendation: Reduce/Transfer Risk  

Both OCHA/PHPF Unit and the clusters share equal responsibilities to reduce this risk. OCHA to maintain the 

PHPF workshops for NGOs and clusters as necessary, as well as PHPF presentation at cluster meeting.  

Clusters to establish an internal system that enables transfer knowledge of PHPF procedures to each new 

incoming coordinators, to ensure PHPF business continuity within the cluster. This system should also be 

applied at cluster provincial level where possible.  

C. Financial 

Risk 7: Insufficient capacity assessment mechanism for IPs 

The PHPF currently employs a process, including a desk review, of two different documents submitted for 

assessment of organization's eligibility and capacity. One document covers the organizations' capacity and 

provides information regarding the organization's profile. A preliminary assessment of the organization's 

capacity is undertaken based on these documents with an assumption that cluster have a better 

understanding of the organization's profile and capacity.  However, a detailed capacity assessment 

mechanism, together with of an assessment of the absorptive capacity of an organization at a particular time, 

is necessary. In absence of any robust capacity assessment mechanism, the associated risks may be higher 

however the multiple screening process acts a good filtering process, yet a robust organizational capacity 

assessment is required.     

Recommendation: Reduce Risk  

OCHA/PHPF Unit to introduce a capacity assessment mechanism in addition to the existing desk review 

process employed by PHPF. Collaboration with other different funding agencies could be explored. 

Risk 8: Unforeseen delays due to access issues drifting costs upwards  

Due to access issues in insecurity areas, organizations sometimes find it difficult to get the NOC to 

implement the project during a stipulated time period delay of one to two months might have financial 
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implications for the projects particularly in FATA and Balochistan. This poses a potential risk toward 

achievement of desired objectives as the high cost may result in lower levels of outputs. 

Recommendation: Reduce Risk  

OCHA/PHPF Unit to carefully review applications in areas where project NOC is applied, particularly in term 

of project timeframe/workplan and budget. This measure is an addition to the flexibility applied in PHPF for 

modification of budget, activity and timeframe. 

Risk 9:  Insufficient financial reporting and control 

The PHPF applies two tranche payments  an initial 80% payment and on receipt of a  final internal financial 

and narrative report at the end of the project and audit the second tranche of 20% can be released. There is 

no additional mechanism to monitor the use of funds during the project implementation period. In addition, 

the current PHPF monitoring frameworks focus only on programmatic part with very minimum oversight on 

financial part of the project.   A periodic monitoring over financial expenditure is critical to avoid ineligible 

expenditures and to allow remedial measures, and in general improve the quality of a comprehensive project 

monitoring.   

Recommendation: Reduce Risk  

OCHA/PHPF Unit to consider a periodic financial monitoring system that enable sufficient control over 

expenditure during the project period.  A realistic modified tranche payment that correlates with project 

performance (programmatic and financial) might also be explored.  

D. Internal 

Risk 10: Lack of standardized project vetting mechanism at cluster level  

The PHPF unit developed generic ToRs as a guideline for cluster to perform their role in proposal vetting 

process. These Guidelines are generic and provide the cluster with some guidance on the process to be 

adopted. Each cluster applies the guidelines, adapting different criteria and project vetting mechanisms, as 

suits their cluster function and cluster level technical review of proposals differs between the clusters. The 

cluster vetting process should be standardized where partners may expect a similar process in each sector. 

Recommendation: Reduce Risk  

PHPF unit should consolidate the good practices from each cluster and come up with a standardized vetting 

process which should be a part of the vetting process.  

Note: The concept note on new PHPF based on Funding Coordination Section (FCS) – OCHA NY mission 

explains that as the clusters are not a governance body for PHPF, thus they will not vet the proposal. In the 

new flowchart, the role of clusters will be changed. Applicants will submit proposal to PHPF Unit and cluster 

will support PHPF Unit with technical input.   

Risk 11: Insufficient cluster capacity to support PHPF monitoring  

Project monitoring has been identified as key to an effective fund management. As per the PHPF monitoring 

framework, the monitoring is tripartite, involving the PHPF team, the cluster, and the IPs. Some clusters have 

never been part of the monitoring missions, primarily due to unavailability of funding for monitoring and other 

travel related expenses. Lack of cluster involvement undermines the overall effectiveness of the monitoring 

missions as clusters engagement cannot be ensured for more technical review and assessment.  Some 
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clusters do not have provincial or local presence which makes it difficult for them to be a part of monitoring 

missions. 

Recommendation: Transfer/Reduce  

The clusters to allocate some of their funds for monitoring missions as part of their main roles. The PHPF to 

explore the possibility of using some of the 3% PSC to support the fund management at country level, 

including for project monitoring purpose.    

Risk 12: Lack of appropriate reporting to the relevant bodies (AB and RB) on monitoring results 

Individual projects reports are produced after each monitoring mission and shared with the IPs and clusters. 

The reports are reviewed by the fund Manager and if required, Head of Office (HoO).  These reports are not 

shared with others, such as Advisory Board (AB) and Review Board (RB). 

Recommendation: Reduce Risk  

OCHA/PHPF Unit to share periodic summary of findings from the monitoring visits with the main 

stakeholders, such as AB and RB. The reporting mechanism should be formulized and discussed with OCHA 

HQs (FCS).  

E. Coordination and Partnership 

Risk 13: Changes in cluster coordination/coordinators 

Cluster coordinator turn-over is high.  The changing needs of the affected population require a purpose fit 

coordination mechanism, which may include an alteration in the current cluster system.  

Recommendation: Transfer Risk  

To reduce the risk of vanishing cluster expertise in implementing and processing PHPF requests, the clusters 

coordinators should enable the seamless transfer of knowledge to staff. The cluster ToR comprising PHPF 

responsibilities should be available within the clusters. 

Risk 14: Lack of intra-cluster coordination and information-sharing  

Internal communication gap between national and provincial clusters remains a challenge and affect the 

entire PHPF processes within individual clusters. In few cases, this resulted into an adaptation of the 

timeliness provided by different clusters to their partners.  

Recommendation: Reduce/Transfer Risk  

OCHA/PHPF Unit to provide a clearer guidance to national clusters in each application process to avoid 

misunderstanding in the PHPF application processes. In parallel, the Cluster to strengthen its internal 

communication mechanism that allow for smooth internal information sharing on PHPF processes. In 

addition, clusters should ensure that PHPF briefing pack is available and is shared internally.  

Note: The concept note on new PHPF based on Funding Coordination Section (FCS) – OCHA NY mission 

explains stipulates a different role of cluster in PHPF process that does not require cluster full engagement in 

the application process, but rather support PHPF Unit with technical input to the application.   

Risk 15: Lack of government support for cluster activities 
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Many government and local authorities have a poor understanding of the humanitarian principles and the 

humanitarian method of working. This results in a lack of support to cluster activities.  

Recommendation: Transfer Risk   

Increase understanding through capacity building initiatives (eg. OCHA-GoP trainings on humanitarian 

coordination and other relevant humanitarian issues) for government and humanitarian partners. A short slot 

on PHPF can be inserted in the training/workshop materials.  

F. Hazard Risks 

Risk 16: Political resistance to humanitarian action 

In the event the PHPF grows significantly in size, the Government of Pakistan (GoP) may view it as a 

response plan and object as it does with appeals.  

Recommendation: Avoid/Transfer Risk 

Continued advocacy to encourage GoP to engage in joint resource mobilization.  

Risk 17: Threats to safety and security of aid workers  

Attacks against aid workers and related threats endanger the implementation of PHPF projects considerably. 

Between January 2013 and October 2013, 28 national aid workers were killed, 10 kidnapped and 37 injured 

in 76 incidents which occurred in Pakistan. Of the 76 incidents, 53 per cent were related to the polio 

eradication campaign. 

 

Recommendation: Avoid/Transfer Risk  

Continued reporting, monitoring and advocacy with all relevant stakeholders, stressing the independence of 

humanitarian operations is required, as well as increased focus on the Saving Lives Together initiative, which 

improves security coordination among UN and NGO actors 

Risk 18: Movement restrictions due to insecurity and bureaucratic impediments 

Bureaucratic restrictions delay the implementation of PHPF projects and negatively affect especially time-

sensitive distributions, such as of winter-related non-food items. Security risks also delay project 

implementation or monitoring missions with the latter not meeting the test of programme criticality to travel to 

high risk areas. 

Recommendation: Transfer/Avoid Risk 

Continue advocacy with relevant stakeholders regarding insecurity and bureaucratic impediments. 

Furthermore, support regional authorities in improving tracking of travel and project implementation permits. 

Below are the tables of information gathered through the participative process. 

Risk  Mitigation strategy Timeframe Risk owners 

Risk 4: Poor data on needs/ 

timely assessment/analysis 

quality  

Reduce/ Transfer 

a. HAO/SRP; need to work further on the 
existing data/ info gaps.   

By June 

2014 

• Assessment 
Working Group 
(AWG)  

• Cluster 
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 b. Coordinated Assessment & Monitoring 
Framework exists.   

c. Develop a complementary system for 
the PHPF proposals. 

d. In parallel, strengthen the CA&MF. 

Coordinators 
• ICCM 

 

 

Risk 3: Lack of clear funding 

priorities as a consequence 

of the absence of country 

strategic response plan  

Reduce 

Develop a Country Strategic 

Response Plan 

End of the 

year 

• HCT 
• ICCM 
• OCHA 

Risk 17: Threats to safety 

and security of aid workers  

 

 

Avoid/Transfer 

a. Strengthen reporting and advocacy on 
reporting and best practice.  

b. Promotion of the Saving Lives Together 
mechanism 

c. Advocate as to the humanitarian nature 
of the operation, in line with the 
Communication strategies.  

Ongoing • UNDSS 
• OCHA 
• NGO 

consortium 
• HCT 

Risk 5: Lack of Resource 

Mobilisation strategy  

Reduce  

Develop a resource mobilization 

strategy, ensuring PHPF 

requirements 

End of 

2013 

• OCHA/PHPF Unit 

Risk 18: Movement 

restrictions due to 

insecurity  and bureaucratic 

impediments  

Transfer/Avoid 

a. Advocacy with relevant stakeholders 
b. Develop alternative operational 

modalities with stakeholder.  
c. Stronger advocacy on the required 

bureaucratic requirements 

Ongoing • OCHA 

• Cluster 
Coordinators 

• HCT 
 

Risk 9: Insufficient financial 

reporting and control  

Reduce 

a. Introduction of periodic progress 
financial reporting  

b. A realistic modified trance payment 
that correlate with project performance 
(programmatic and financial) might also 
be explored. 

Ongoing • OCHA/PHPF 
Unit 

• OCHA  

Risk 16: Political resistance 

to humanitarian action 

 

Avoid/Transfer 

Targeted evidence based advocacy 

to relevant stakeholders to enable 

communication of progress on 

specific issues (eg, Humanitarian 

Envoy, etc), in line with the HCG 

Communication strategy.  

Ongoing • HC 

• HCT 

• OCHA 

• Cluster Partners  

• Civil Society 

• Donors 
 

Risk 7: Insufficient  capacity 

assessment mechanism for 

IPs  

Reduce  

Development of a capacity 

assessment strategy and 

mechanism, building on existing best 

practices (eg. UNICEF tool) 

June 2014 • OCHA 

Risk 1: Lack of 

understanding on PHPF 

process and strategic 

Reduce  

a. Maintain the PHPF workshops for NGOs 
and clusters as necessary, as well as 

Ongoing • OCHA 
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objectives in particular 

among IPs  

 

PHPF presentation at cluster meeting. 
b. Providing virtual course (online or CD-

ROM), when  necessary. 

Risk 6: Lack of 

understanding on roles & 

responsibilities at cluster 

level due to high turn-over 

Reduce/Transfer Risk 

a. Maintain the PHPF workshops for NGOs 
and clusters as necessary, as well as 
PHPF presentation at cluster meeting.  

b. The cluster to establish an internal 
system that enable transfer of PHPF 
knowledge to each new incoming 
coordinators, thus ensure PHPF 
business continuity within the cluster. 
This system should also be applied at 
cluster provincial level.   

On-going • OCHA 

• Clusters 
 

Risk 11: Insufficient  cluster 

capacity to support PHPF 

monitoring 

 

Reduce/Transfer  

a. Cluster to allocate funds for monitoring 
as part of their main role. 

b. OCHA to consider the use of 3%PSC to 
support fund management at country 
level, including project monitoring. 

c. Include budget line for assessment/ 
monitoring/ evaluation in the proposal.  

 • OCHA 

• Cluster 
Coordination 

Risk 13: Changes in cluster 

coordination/ coordinators 

Transfer 

a. Promote the ToR for Cluster Coordinators 
to guide them on their role in terms of 
PHPF  

b. Cluster lead agencies to ensure they are 
enabling the transfer of information to 
programme staff to enable a seamless 
transfer.  

Ongoing • OCHA 

• Cluster Lead 
Agencies 

Risk 14: Lack of intra-cluster 

coordination and 

information-sharing   

 

 

Reduce/Transfer  

a. OCHA/PHPF Unit to provide a clearer 
guidance  

b. The Cluster to strengthen its internal 
communication mechanism that allow for 
smooth internal information sharing. 

On going • OCHA  

• Cluster 
Coordinators 

Risk 15: Lack of government 

support for cluster activities 

Transfer 

Increase understanding through 

capacity building initiatives for both 

government and humanitarian 

actors 

On-going 1 • OCHA 

• Cluster Lead 
Agencies 

Risk 12: Lack of appropriate 

reporting to the relevant 

bodies on monitoring  

results (AB, RB etc)  

Reduce 

Develop a plan to enable 

summarized findings periodically 

with the main stakeholder  

On going OCHA  

Risk 8: Unforeseen delays 

due to access issues drifting 

costs upwards  

 

Reduce 

Identification of the bottle necks, 

with appropriate analysis.  

Identify best practice models and 

share with partners.  

On going OCHA   
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Risk 10: Lack of 

standardized vetting 

mechanism at cluster level   

 

Reduce 

a. Revisit the Cluster ToR, and provide clear 
guidelines on the standardization of the 
vetting 

b. Revisit the exiting tools, and share best 
practices 

End of 2013 • OCHA 

• Cluster 
Coordinators 

 

Risk 2: Lack of flexibility on 

funding allocation diversion 

according to changed 

critical situation  

Reduce 

Review country guidelines, and add a 

flexibility clause to allow the HC 

approve a re-prioritization of 

funding.  

End of 2013 • OCHA 

• Advisory Board 

 

ii. Partner capacity and performance assessment   

At the partner level, the PHPF has devised a context specific approach to assess the capacity of each NGO 

implementing partner that wants to be eligible for funding. The assessment aims at determining whether the 

NGO has a sufficient level of capacity in terms of institutional, managerial, financial and technical expertise. The 

HC, in consultation with the AB, has determined the threshold for eligibility. Eligible NGOs are categorized 

according to a specific risk rating which determines the minimum standard of operational modalities applicable to 

the partner. The principle is that the higher the risk the more diligent assurance mechanisms will apply. The 

system encourages improvements in capacity as partners can migrate to lower risk levels through good 

performance and by addressing capacity weaknesses. The score bands of each risk level (high, medium, low) are 

determined by the HC in consultation with the AB.   

In order to ensure fully coordinated responses, OCHA’s HFU will work closely with the clusters and consult with 

NGO consortiums (PHF and NHN) to identify potential cluster members to undergo capacity assessment process. 

The cluster coordinators will nominate their cluster members to OCHA’s HFU. The recommended cluster member 

NGO will be required to follow the capacity assessment process. OCHA’s HFU will assess the capacity of the 

applying NGO based on i) governance and institutional capacity; ii) technical and response capacity; iii) financial 

management capacity; iv) funding capacity; and v) participation in ICCM. The capacity assessment report will 

identify the risk rating of the NGO. OCHA’s HFU will conduct regular capacity assessment process through out a 

year. Ineligible NGO can re-submit new applications after six months of the review date.  

  

Upon issuance of grant, the HFU will start review and analyze the partners’ performance throughout project 

implementation. HFU will track and score partner’s performance in relation to i) quality and timeliness of 

submissions of project documents (proposals, budget and concept notes); ii) quality and timeliness of 

implementation against approved targets; iii) quality and timeliness of reporting; iv) frequency, timeliness and 

justification of project revision requests; v) quality of financial management; vi) audit findings;. The scores 

assigned to the partner in each of these factors will be summarized in a Partner Performance Index (PI). The 

average on the PI for each of the projects implemented during the year will give the annual partner’s PI. The PI 

will impact on the risk level determined through the initial capacity assessment, and result in an improvement or 

deterioration of the risk level. The PI will also be applicable for UN agency implemented projects.   
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The risk rating resulted from NGO capacity assessment report and annual partner’s PI will guide OCHA’s HFU on 

how each grant is managed and how accountability is exercised throughout project management cycle as defines 

in the Partner Operational Modalities, which consist of adjusting the following elements for projects 

implemented by NGOs:  

a. Disbursement policy (i.e. number and percentage of disbursements)  

b. Funding ceiling  

c. Field monitoring visits     

d. Financial spot checks  

e. Narrative reporting requirements  

f. Financial reporting requirements  

 

 iii. Monitoring and reporting (financial and programmatic)  

Implementing partners are required to have an adequate internal mechanism for project management, reporting 

and monitoring. The capacity of each organization will be verified during the capacity assessment, during the 

project approval process and finally during the monitoring and reporting phase. Project performance information 

is effectively generated through internal mechanisms developed by implementing partners. The role of PHPF 

management is to collect, organize and provide quality control of the information that has been generated 

through these mechanisms.  

The PHPF will apply context-appropriate monitoring methodologies and apply them based on the Operational 

Modalities. 

The OCHA HFU will initiate field visit and financial spot check with participation of and support from the 

implementing partner, the cluster and OCHA Sub-Office, when applicable. In addition, OCHA’s HFU might request 

for bilateral review meetings (physically or remotely), information, data and other relevant documents for 

reporting purposes.  The HC will be responsible for ensuring that projects funded under a PHPF are effectively 

monitored through appropriate monitoring modalities, such as field visit, financial spot check and bilateral review 

meeting   

CBPFs require reporting so as to ensure that activities carried out are on track to reach proposed project 

objectives.  The monitoring requirements will be applied based on the Operational Modalities. (see Annex 1)  

iv. Audits  

UN agencies are subject to internal oversight audit systems and other mechanisms established by their respective 

governing bodies. NGOs partners receiving funds from PHPF are subject to external audit by the Fund.  

8. NON Compliance Measures 
 
Where a partner does not comply with the requirements described in this Operational Manual, the global 
Operational Handbook, or related contractual agreements, non-compliance measures may be taken. Such cases 
may include, but are not limited to:  

 

a) Overdue financial or narrative reports.  
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b) Non refund of unspent funds previously allocated.  
c) Critical audit findings.  
d) Critical findings from monitoring and / or financial spot checks.  
e) Violation of humanitarian principles and code of conduct.  
f) Indication of possible fraud, corruption or misuse of funds.  

 
Different actions, referred to as non-compliance measures, will be taken progressively in an attempt to correct 
the situation, while pursuing amicable solutions. Non-compliance measures are set at out in Annex 5, and may be 
updated from time to time.  

 
For details please see attached Annex 2: PHPF Non- Compliance Measures 

 

Communication and visibility  

OCHA’s Humanitarian Financing Unit encourages partners to engage in communications activities to illustrate 

value added by the PHPF to the delivery of humanitarian assistance. Raising awareness of objectives, explaining 

the rationale behind funding strategies and decision-making processes, and highlighting the impact of 

investments in humanitarian assistance are essential components supporting the PHPF resource mobilisation 

efforts. 

Stories from the Ground 

Human interest stories from the field personalise project impact results and reports by documenting the personal 

experience to illustrate how humanitarian response has helped vulnerable people. These stories are a perfect 

complement to other monitoring and data collection efforts. 

Stories should illustrate a project’s impact by detailing an individual’s experience in his or her own words. The 

opening paragraph should answer the basic six questions: who, what, where, when, why, and how. The body of 

the story should focus on either the success or learning achieved. Stories should be short between 300 and 

700 words and be accompanied by beneficiary’s quote and photograph(s). 

Pictures from the Field 

In order to illustrate impact and results, pictures showing progress of HPF funded activities should be taken 

throughout the project cycle. As with written material, people involved in the action should be the focus and 

photos should be accompanied by a short explanation and include the following information: 

 Source and credit details, including name of photographer, name of copyright holder 

 Picture biography, including location, date, activity and names of implementing partners 

It is essential to respect the privacy of individuals, ensure that identities are safeguarded and take measures to 

prevent misuse of the images. Pictures should portray people in a dignified manner and should not create 

protection concerns for the person being photographed (especially women and victims of armed conflict). 

Consent should be sought and granted before photographs are taken, especially as the photos will be distributed 

in communications products online and in print. 

Public Events 

A public event -- such as conferences, workshops, inaugurations -- could offer excellent opportunities for 

generating interest in the achievements of a project. Events serve as an occasion to invite public officials, UN 

officials and donors to engage with projects’ activities and achievements. 

High level visits provide interesting opportunities for communication and visibility. They can be used as occasions 

to generate publicity for a project by distributing press releases and photographs or organising a public event 
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such as a press conference. OCHA should be closely involved in organising public events, including contacts with 

the media. 

Other Communications 

The PHPF does not have visibility requirements with regards to supplies, equipment, vehicles or infrastructure 

related action. There is no need to display panels or commemorative plaques on buildings, wells, food parcels or 

other PHPF funded items and infrastructure. OCHA and the HFU do not require or encourage the production of 

branded promotional items. 

Prior approval must be obtained for the use of OCHA’s logo for any purpose, including but not limited to, on press 

releases, banners, leaflets, brochures, reports and websites. 

For further questions and guidance please contact the Humanitarian Financing Unit (HFU). 

 

Additional information  

9. Periodic updates and annual report: To ensure continuous and sufficient information sharing to 

stakeholders, OCHA will generate periodic dashboards and one annual report on the achievements, 

challenges and funding trends of the PHPF, which will be available on PHPF’s website. These reports will 

not disclose information that may put implementing partners or affected population at risk.   

  

10. Complaint mechanism: The following email address, Complaint-PHPF@un.org, and the email address of 

OCHA Head of office, Pakistan (uusikyla@un.org) is available to receive feedback from stakeholders who 

believe they have been treated incorrectly or unfairly during any of the PHPF processes. OCHA will 

compile, review, address and (if necessary) raise the issues to the HC, who will then take a decision on 

necessary action. Please send any complaints to Complaint-PHPF@un.org and to Uusikyla@un.org with 

the subject line “PHPF COMPLAINT”.  

  

11. Relevant OCHA policies and guidelines on CPBFs can be found at:  

http://www.unocha.org/what-we-do/humanitarian-financing/PH-based-pooled-funds  

http://www.unocha.org/what-we-do/humanitarian-financing/cbpf-global-guidelines. 

 

12. Contacts:  Pakistan-HPF@un.org   

 

 Annexes  

 Annex 1.  Operational Modalities and Control 

Mechanisms for NGO Partners 

Annex 2. 

 

   

PHPF Non- Compliance Measures 
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Annex 1: Operational Modalities and Control Mechanisms for NGO Partners  

The identification of the level of risk presented by the implementing partner determines the control mechanisms that apply to the management of the 

partner’s PHPF project. Assurances such as disbursement modalities, frequency of narrative and financial reporting, monitoring visits, and audits are 
modulated in accordance with the various risk level, as well as with the duration and budget amount of the project. Table 2 provides an overview of 
the modulation of the control mechanisms based on three elements: (i) partner’s risk level, (ii) budget amount, and (iii) project duration.  

TABLE 2 – Operational Modalities and Control Mechanisms for NGO Partners  

Risk 

level  

Project 
duration  
(months)  

Project 
value  

(thousand 

USD)  

Maximum 
amount per 

project*  
(thousand 

USD) 

Disbursements  
(in % of total)  

Financial reporting  Narrative reporting  Monitoring  

Audit  
For 

disbursements  
31 January Final  Progress  Final  

Field 

visit**  

Financial 

spot 

check  

H  

Less than  
7   

≤ 250   

60-40  
Yes  

  1 (mid)  Yes  1 1 
 

 

 

 

 

 

 

 

 

 

 

 

 

Yes  

> 250  500  Yes    1 (mid)  Yes  1  1  

Between 

7-12  

≤ 250   

40-30-30  

Yes    1 (mid)  Yes  1 1 

> 250  750  Yes    2  Yes  2  1  

M  

Less than  
7   

≤ 250   100  -    1 (mid)  Yes  -  -  

> 250  750  80-20  Yes  
  

1 (mid)  Yes  1  -  

Between 

7-12  

≤ 250   

60-40  

Yes    1 (mid)  Yes  0-1**  - 

> 250  1,500  Yes    1 (mid)  Yes  1  1  

L  

Less than  
7   

≤ 400   

100  

-  
  No  Yes  - - 

> 400   
Yes    

No  Yes  -  -  

Between 

7-12  

≤ 400   100  -    1 (mid)  Yes  -  -  

> 400   80-20  Yes    1 (mid)  Yes  1  1 / partner  

* Total USD of Grant Agreements held by individual NGOs with OCHA not to exceed $2.5 million USD at any one time.  Project closure should be completed before further funds are disbursed. 
** As safety/security and access allow  
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Annex 2: PHPF Non- Compliance Measures 

 
 

  

Non-
compliance 
scenarios  

 Risk for the 
Fund  

 Non-compliance 
measures  

 Remarks  

1. Overdue 
financial 
reports 
(financial 
reports in 
GMS, and 
certified 
financial 
reports to 
the HFU) 

Lack of 
accountability 
vis- à-vis 
donors  
  
Non-detection 
of potential 
problems 
given the lack 
of reporting  

Implementing Partner (IP) informed in writing 
when report becomes overdue. IP has 30 
additional days to take remedial action. Remedial 
action includes submission of overdue report, or 
in exceptional cases a commitment, in agreement 
with PHPF of a new date for report submission.  
  
If no remedial action is taken within 30 days, the 
IP is suspended from receiving future funding 
from the PHPF. Suspension will be active until the 
overdue report(s) is (are) submitted and 
approved.  
  
If report(s) is (are) not submitted by the new date 
of submission agreed upon, or within 60 days 
since the original submission date, the HC will 
communicate the suspension to the PHPF AB and 
other key stakeholders, for example the donor 
community in-country. OCHA may consult with 
the HC to consider further measures.  

- Initial suspension after 30 days will be notified by e-
mail to the concerned IP. Cluster Coordinators / Co-
coordinators will also be informed (to avoid 
recommendation of new projects for funding to 
suspended partners).  
  
  

2.Overdue 
narrative 
reports  
(narrative 
reports in 
the GMS)  

Lack of 
accountability 
vis- à-vis 
donors  
  
Non-detection 

- Implementing Partner (IP) informed in 
writing when report becomes overdue. IP has 30 
additional days to take remedial action. Remedial 
action includes submission of overdue report, or 
in exceptional cases a commitment, in agreement 

- Initial suspension after 30 days will be notified by 
email to the concerned IP. Clusters coordinators / co-
coordinators will also be informed (to avoid 
recommendation of new projects for funding to 
suspended partners).  
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of potential 
problems 
given the lack 
of reporting  

with PHPF of a new date for report submission.  
  
- If no remedial action is taken within 30 
days, the IP is suspended from receiving future 
funding from the PHPF. Suspension will be active 
until the overdue report(s) is (are) submitted and 
approved.  
  
- If report(s) is (are) not submitted by the 
new date of submission agreed upon, or within 
60 days since the original submission date, the 
HC will communicate the suspension to the PHPF 
AB and other key stakeholders, for example the 
donor community in-country. OCHA may consult 
with the HC to consider further measures.  

  

 

www.unocha.org  

The mission of the United Nations Office for the Coordination of Humanitarian Affairs (OCHA) is to mobilize and coordinate effective and principled humanitarian action in partnership with national and 

international actors.  

Coordination Saves Lives  
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3. Critical audit findings / 
qualified audit opinion 
especially on lack of critical 
internal controls, serious 
weaknesses in internal controls, 
lack of bank reconciliation; lack 
of double-entry accounting 
system; lack of supporting 
documents.  

- Fraud  
  

- Misuse 
of funds  

  
- Loss of 

funds  

- Following issuance of the final audit 
report, the IP has 30 days to agree with HFU 
on a plan of actions to address critical audit 
findings. A specific timeline for completing 
such actions shall also be agreed. If the IP 
does not agree with PHPF on an acceptable 
plan of action within 30 days the IP is 
suspended from receiving future funding. 
Suspension will be active until an acceptable 
action plan is agreed.   
  
- If after 60 days from the issuance of 
the audit report a plan of action is still not 
agreed the HC will communicate the 
suspension to the PHPF AB and other key 
stakeholders, for example the donor 
community in country. OCHA may consult 
with the HC to consider further measures.  
  
- If planned actions are not 
implemented within the agreed timeframe, 
the IP will be suspended from receiving 
future funding. The suspension will be active 
until the agreed actions are undertaken and 
reported back to the HFU.  
  
- Where suspension is invoked for non-
completion of agreed actions, if actions are 
not undertaken within 60 days from the 
commencement of the suspension the HC 
will communicate the suspension to the 
PHPF AB and other key stakeholders, for 

- HFU will request the implementing 
partner to submit documentation to 
demonstrate that actions agreed to address 
audit findings have been undertaken. PHPF 
will conduct verification of these actions 
through future audits, financial spot-checks 
and monitoring visits to the partner. False 
declarations and statements will cause 
immediate exclusion from eligibility to the 
fund for 12 months.  
  
- Commencement of suspension will be 
notified by email to the concerned IP. Cluster 
Coordinators / Co-coordinators will also be 
informed (to avoid recommendation of new 
projects for funding to suspended partners).  
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example the donor community in-country. 
OCHA may consult with the HC to consider 
further measures.  
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4. Non refund of unspent funds 
and/or funds spent on ineligible 
expenditures  

- Loss of 
funds  

  
- Lack of 
accountability  

vis- à-vis 
donors  
  

- Once the amount to be refunded is 
confirmed by the final audit report / final 
financial statement, the IP is notified in 
writing about the need of to refund any 
outstanding balance.  
  
- If refund is not processed within 30 
days from the date when the written 
communication was sent, the IP is 
suspended from receiving future funding 
from the PHPF. Suspension will be active 
until the refund is received.  
  
- If refund is still not received within 60 
days from the commencement of the 
suspension, the IP will become ineligible as 
a SSHF partner. All disbursements related to 
any ongoing projects will be suspended. The 
suspension will be active until the refund is 
received. The HC will communicate the 
suspension to the PHPF AB and other key 
stakeholders, for example the donor 
community in-country. OCHA may consult 
with the HC to consider further measures.  

- Final audit report / final financial 
statement determine the amount of any 
applicable refund. It will be essential to 
ensure proper and timely follow up during 
the audit process to anticipate any potential 
disagreements between OCHA and the IP.   
  
- Commencement of suspension will be 
notified by email to the concerned IP. Cluster 
Coordinators / Co-coordinators will also be 
informed (to avoid recommendation of new 
projects for funding to suspended partners).  
  

 

  

  


