
Yemen Humanitarian Pooled Fund Operational Manual | 1 
 
 

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 

 

 

 

 

 

Yemen Humanitarian Pooled Fund  

Operational Manual 

 

 

 

 

 
July 2015 



 Yemen Humanitarian Pooled Fund Operational Manual  | 2 
 
 

United Nations Office for the Coordination of Humanitarian Affairs (OCHA) 
Coordination Saves Lives | www.unocha.org 

 

Table of Contents  
 
  Acronyms ............................................................................................................................................................... 3 1.

  Introduction ............................................................................................................................................................ 4 2.

2.1  Purpose ........................................................................................................................................................ 4 

2.2  Scope ........................................................................................................................................................... 4 

  Objectives of the YHPF ......................................................................................................................................... 4 3.

  Governance and management .............................................................................................................................. 5 4.

  Allocation criteria, parameters and modalities ....................................................................................................... 9 5.

5.1 Eligibility ............................................................................................................................................................ 9 

5.2 Allocation criteria .............................................................................................................................................. 9 

5.3  Allocation parameters .............................................................................................................................. 10 

5.4  Allocation modalities ................................................................................................................................ 10 

5.5  Start date and eligibility of expenditure ................................................................................................. 13 

6  Revision request .................................................................................................................................................. 13 

7  Accountability Framework ................................................................................................................................... 14 

 

  



 Yemen Humanitarian Pooled Fund Operational Manual  | 3 
 
 

United Nations Office for the Coordination of Humanitarian Affairs (OCHA) 
Coordination Saves Lives | www.unocha.org 

 Acronyms 1.
 
 

AB  Advisory Board  
CBPF Country-based Pooled Fund 
CERF Central Emergency Response Fund 
CN Concept Note 
ERC Emergency Relief Coordinator  
GMS Grant Management System 
FCS Funding Coordination Section 
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HCT  Humanitarian Country Team  
HFU Humanitarian Financing Unit 
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HPC Humanitarian Program Cycle  
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IOM  International Organization for Migration  
M&E  Monitoring and Evaluation  
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NGO  Non-Governmental Organization  
OCHA  Office for the Coordination of Humanitarian Affairs  
PP Project Proposal 
PUNO Participating United Nations Organization 
RC Review Committee 
SRC Strategic Review Committee 
TOR  Terms of Reference  
TRC  Technical Review Committee  
UNO United Nations Organization 
YHPF Yemen Humanitarian Pooled Fund 
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 Introduction 2.
 

1. The Operational Manual for the Yemen Humanitarian Pooled Fund is issued by the Humanitarian 
Coordinator (HC) and endorsed by the Advisory Board to set the general direction and programmatic focus 
of the Yemen Humanitarian Pooled Fund (hereafter “YHPF” or “the Fund”).  

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 YHPF Operational Manual is to describe the governance arrangements, objective, 
allocation modalities, and accountability mechanisms of the Fund, as well as to detail the roles and 
responsibilities of the stakeholders involved.  

4. Under the direction of the HC, the YHPF aims to support the timely disbursement of funds to the most 
critical humanitarian needs as defined by the Yemen Humanitarian Response Plan (HRP).  

5. In this regards, 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 YHPF Operational Manual defines the country-specific regulations that govern the YHPF. 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 Yemen.  

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

 Objectives of the YHPF 3.
 

8. The YHPF will be primarily aligned to support the delivery of strategic humanitarian response identified 
under the HRP while retaining the flexibility to allocate funds to unforeseen events or special requirements. 
The YHPF will reinforce the leadership and coordination role of the HC by driving funding to needs-based 
priority sectors and geographic areas. The YHPF will also aim for a more inclusive approach by working 
with a variety of implementing partners in a complex operational environment. The YHPF 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; 
iv. Improve the relevance and coherence of humanitarian response by strategically funding priorities 

as identified under the Yemen Humanitarian Response Plan (HRP); 
v. Expand the delivery of assistance in hard-to-reach areas by partnering with national and 

international non-governmental organizations (NGOs). 
9. Further, the YHPF aims to ensure that humanitarian needs are addressed in a collaborative manner, 

fostering cooperation and coordination within and between clusters and humanitarian organizations. As 
such, the YHPF contributes to improving needs assessments, enhancing the HRP as the strategic planning 
document for humanitarian action, strengthening coordination mechanisms, in particular the cluster system, 
and improving accountability through an enhanced monitoring and reporting framework. 

10. Interventions supported by the YHPF are to be consistent with the core humanitarian principles of 
humanity, neutrality, impartiality and independence. 
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 Governance and management 4.
 

11. The activities of the YHPF 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 YHPF’s secretariat functions. The YHPF 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) 
 

12. The overall management of the Fund on behalf of the Emergency Relief Coordinator (ERC) will rest with 
the HC, supported by an OCHA-led HFU and advised by the YHPF Advisory Board. Key responsibilities of 
the HC are: 
i. Approves the YHPF 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 country-level resource mobilization for the Fund supported by the Humanitarian Country Team 

(HCT), OCHA Country 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. Ensures complementary use of YHPF funding with other funding sources, including the Central 

Emergency Response Fund (CERF); 
ix. Leads the process of closing the YHPF.  

4.2 The YHPF Advisory Board (AB) 
 

13. The YHPF Advisory Board (AB) will support the HC in developing an overall strategy and overseeing the 
performance of the Fund. It will advise the HC on strategic and policy issues and ensure the views of 
donors, UN agencies and the NGO community are represented. The AB will be consulted in the 
development of allocation strategies in line with HRP and will serve as a forum to share information on 
funding coverage to strengthen donor coordination. The AB will also provide a forum for representatives 
and the HC to discuss funding priorities in line with the SRP.  

14. Key functions of AB are: 
i. Strategic focus and fund allocation: The AB should support the HC in ensuring that the main objectives 

of the Fund are met. The AB should review and advise the HC on strategic elements of the Fund such 
as the allocation strategies and the operational manual. The AB also advises on fund allocation to 
appropriate clusters and priorities. The AB shall advise the HC in setting funding targets and support 
resource mobilization efforts; 

ii. Risk management: The AB supports the HC and the OCHA Country Office in undertaking periodic risk 
analyses and reviewing a risk management plan of the Fund in accordance with the accountability 
framework contained in this Operational Manual; 

iii. Transparency of overall process: The AB should monitor fund processes with the objective of ensuring 
that all stakeholders are treated fairly and that the management of the Fund abides by established 
policies;   

iv. Review of operational activities: The AB monitors the operational performance of the Fund, providing 
advice to the HC. 
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15. The membership of the AB for YHPF is: 
 Humanitarian Coordinator (Chairperson) 
 3 donor representatives (contributing donors) 
 3 participating UN Agency representatives 
 3 NGO representatives 
 OCHA Head of Office 
 IASC Gender Advisor (if available) 
 Observers: One non-contributing donor representative, One NGO consortium representative  

The names of the organizations represented in the AB and a rotation plan will be determined by the HC in 
consultation with the HCT. 

 
4.3 OCHA Head of Office (HoO) 
 

16. The HoO is responsible for the effective management of the Fund in accordance to CBPF Policy Instruction 
and the Handbook. The responsibilities of the HoO with respect to the YHPF are to: 
i. Support and advise 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 Yemen Country 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 YHPF 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. Approve project no-cost extensions within the scope of the delegation of authority granted by the HC;  
vi. Interface with headquarters on policy issues related to the YHPF;  
vii. 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 periodic financial reports on the YHPF to the HC, contributing donors and the YHPF AB; 
v. Provide the HC and the YHPF AB with funding updates of donor commitments and disbursements 

transferred to partners, as well as other financial information related to the YHPF;  
vi. 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 and will ensure adequate and efficient 
management of the YHPF.  

19. In support of the HC and YHPF AB, and with the assistance of relevant units at OCHA headquarters, the 
HFU will undertake the following tasks: 

Management of YHPF operations and policy advice to the HC: 
 

i. Advise the HC and OCHA HoO on fund strategies and any other policy matters related to YHPF; 
ii. Facilitate the development of the YHPF scope and objectives and/or allocation strategy paper; 
iii. Ensure timely communication to partners on YHPF standard allocation calendar of activities; 
iv. Engage with YHPF donors and coordinate with other humanitarian donors in the country; 
v. Draft the resource mobilization strategy and support its implementation in coordination with 

headquarters resource mobilization efforts; 
vi. Support HC and HoO efforts to link the fund with the Humanitarian Programme Cycle (HPC) by 

promoting allocations in alignment with the Yemen HRPs; 
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vii. Provide technical advice to the HC and YHPF Advisory Board on the allocation process, project 
implementation and monitoring; 

viii. Support resource mobilization for the YHPF; 
ix. Produce reports, analysis and other documents as necessary to support decision-making, 

coordination, communication and resource mobilization activities;  
x. Promote the complementary use of the YHPF with funding from other sources, in particular the CERF; 
xi. Perform secretariat functions for the YHPF Advisory Board; 
xii. Facilitate public information sharing with all stakeholders. 

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 YHPF procedures; 
iii. Provide support to all YHPF 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 the 

Technical Review Committee;  
vi. Oversee project review and approval processes including administrative aspects of selected projects; 
vii. Ensure follow up of fund disbursement and refunding;  
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. 

 Implementation of the YHPF 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 YHPF operations. 
 

4.6 Cluster Coordinators and Co-coordinators  
 

20. Each cluster in the process of YHPF will be coordinated by representatives from a cluster lead UN agency 
together with an NGO cluster co-coordinator.  
 

21. Cluster coordinators support YHPF 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 supporting the development of 
each Fund allocation paper; and (ii) at an operational level, cluster coordinators should provide technical 
expertise to the process of prioritization and technical review of project proposals. 
 

22. The Cluster coordinator and co-coordinators will undertake the following activities in relation to the YHPF: 
i. Facilitate all YHPF related processes in consultation with cluster partners; 
ii. Establish needs-based priorities for YHPF funding in consultation with cluster partners; 
iii. Facilitate and ensure effective cross-cluster coordination; 
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iv. Lead a process to transparently identify, review and recommend priority humanitarian projects for 
funding based on agreed overall cluster priorities and strategies and document these processes; 

v. Defend cluster strategies during YHPF allocation rounds; 
vi. Ensure quality and timely submissions of all YPHF- related cluster materials;  
vii. Promote the systematic use of relevant standard indicators for projects; 
viii. Participate in field monitoring visits to support technical assessment of implemented projects 

according to the provisions of the accountability framework endorsed by the HC;  
ix. Review and recommend revision requests when technical or strategic input is required; 
x. Train and build capacity of cluster partners (national and international) on YHPF procedures. 

4.7 Review Committees (Strategic and Technical) 
 

23. YHPF allocations include two types of project proposal review: 1) a strategic review of project proposals in 
relation to the Allocation Paper determined by the HC and the Advisory Board, conducted by a Strategic 
Review Committee, and 2) a technical review of project proposals that assesses the technical soundness 
and quality of project proposals, conducted by a Technical Review Committee. Both technical and strategic 
reviews are conducted by cluster-specific review committees operating separately.  
 

24. Review committees should 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. 
i. Strategic Review Committee (SRC) 

a. For the strategic review, the SRC assesses project proposals based on a criteria determined at the 
time of allocation development (scorecards).  

b. The SRC should equitably represent the members of the cluster and be knowledgeable of 
humanitarian operations.  The SRC should include at least four members, including the relevant 
cluster coordinator and NGO co-coordinator, and two other active members of the cluster, 
equitably representing both UN and NGOs. 

c. OCHA HFU will support the TRCs in discharging their functions. 
ii. Technical Review Committee (TRC)  

a. For the technical review, TRCs for each cluster provide in-depth technical comments to strengthen 
the proposal.  

b. Each 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 at least two active members of the relevant 
cluster, selected by the cluster based on their demonstrated technical, and representing both UN 
and NGOs.  

c. Specialized advisors (such as the IASC Gender Capacity Advisory) should provide support and 
inputs to the technical review process.  

d. OCHA HFU will support the TRCs in discharging their functions. 

 
4.8 Implementing partners 
 

25. In relation to the YHPF, implementing partners have the following responsibilities: 
i. Application: Implementing partners must familiarize themselves with YHPF processes and seek 

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

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). 
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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 Country Office, cluster coordinators and other relevant parties. The OCHA Country 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. 

 Allocation criteria, parameters and modalities 5.

5.1 Eligibility  
 

26. Donor contributions to the YHPF will be utilized to fund projects carried out by: 
 UN Agencies and the International Organization for Migration (IOM) 
 National and international NGOs and organizations of the Red Cross/Red Crescent movement 

UN agencies and IOM eligibility: 

27. In order to become eligible for funding from the YHPF, UN agencies and IOM must fill out the Registration 
Form on the Grants Management System of the Fund (http://cbpf.unocha.org). UN agencies and IOM 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.  

28. Once the registration and due diligence form (as applicable for UN agencies) duly filled out has been 
submitted, OCHA will proceed with its review and approval.  

NGO eligibility: 

29. 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 YHPF. The methodology of this process is found 
in chapter 7 of this Operational Manual, the Accountability Framework.  

5.2 Allocation criteria 
 

30. The review, prioritisation, 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.  A scorecard, developed by 
the HFU and endorsed by the clusters, will be used by the SRC to assist in the proposal prioritisation 
process. 
i. Partner eligibility and capacity: verified through a due diligence and capacity assessment process 

(see Chapter 7); 
ii. Access: accessibility and/or physical presence in areas of operation; the location of the project is 

clearly identified; 
iii. 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;  

iv. Needs-based: the needs are explained and documented, and beneficiaries are clearly described; 
v. Appropriateness: the activities are adequate to respond to the identified needs; 
vi. Technical soundness and cost effectiveness: the proposal meets technical requirements to 

implement the planned activities; the budget is fair, proportionate in relation to the context, and 
adequate to achieve the stated objectives;  
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vii. Gender awareness: the proposal considers the differentiated needs of women, men, boys and girls in 
the needs analysis, proposed activities, and outcomes (targets) (Gender Marker score of 2A/2B); 

viii. Risk management: assumptions and risks are comprehensively and clearly spelled out, along with 
risk management strategies;  

ix. Monitoring: a realistic monitoring and reporting strategy is developed in the proposal. 
x. Implementing partner: priority will be given to projects implemented directly by national NGOs, or by 

international NGOs in partnership with national NGOs. 

5.3 Allocation parameters 
 

31. YHPF allocation parameters are defined based on the Operational Handbook for CBPFs and are as 
follows: 
i. Maximum project duration: 12 months; 
ii. Grant amount: the maximum allowable grant amount will be determined in accordance with the 

partner’s risk level and the allocation strategy (See operational modalities, Table 2, page 17); 
iii. Implementing partners can request project revisions and/or no-cost extensions to re-program and/or 

extend the duration of the grant. 

5.4 Allocation modalities  
 

32. The YHPF has funding allocation modalities:  
 Standard allocation: A call-for-proposals will be issued on a periodic basis to provide core 

humanitarian response as prioritised by the Yemen HRP and at the discretion of the HC;  
 Reserve allocation: On an as-needed basis to respond to urgent unforeseen requirements. 

5.4.1 Standard allocation strategy and workflow 
 

33. At the centre of each standard allocation is an allocation strategy paper based on agreed priorities and in 
accordance with the Yemen HRP. The HC, supported by the HFU, utilizes existing coordination 
mechanisms, such as the inter-cluster coordination meeting (ICCM) and the HCT, to present credible and 
unbiased information to develop the strategy.  The analysis that supports the strategy should be evidence-
based and with references to verifiable data. The allocation strategy 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 of project proposals by clusters. Efforts should be made to seek 
complementarity with existing funding channels.  
 

34. The allocation strategy paper includes information on: 
 Humanitarian context with a focus on how the allocation fits into the context; 
 Allocation strategy and related priorities; 
 Total amount to be allocated, including cluster-level funding, if relevant; 
 Criteria for project prioritization (reflected in a prioritization matrix or “scorecard”); 
 Timeline. 

 
35. The development of the allocation strategy paper is supported by OCHA through the HFU. The draft will be 

reviewed by the clusters and presented to the HC and AB for approval. 
 

36. Steps of the standard allocation process include: 
i. Development of allocation strategy; 
ii. Submission of project proposals; 
iii. Strategic review by SRC; 
iv. HC preliminary approval and AB consultation; 
v. Technical and financial review; 
vi. Final approval by HC; 
vii. Disbursement. 
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37. The following table provides a snapshot of the workflow for the standard allocation. There are two types of 

project review: a strategic review of project proposals to ensure projects and partners are aligned with HRP 
priorities and a technical review to determine the soundness and quality of proposals. The strategic and 
technical reviews will be discharged by respective Review Committees operating separately by cluster. 
Review Committees should be established through a consultative process with a limited number of cluster 
members.  

 
Table 1: Standard allocation workflow (with indicative number of days) 

Step Activity Responsible Time required 

Step 1 
Launch of 
allocation  

1.1 Development and launch of Allocation Strategy 

* Clusters/ICCM 
* OCHA 
* HC 
* AB 

  

     

Step 2 
Submission of 
proposal 

2.1 Submission of full project proposal * IP   

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

* OCHA HFU 1-2 working days 

  

Step 3 
Strategic review 

3.1 SRC reviews projects in their respective 
clusters/sectors using standardised scorecards.  
SRC finalizes shortlist for recommendation to the 
HC. 

* SRC 
* OCHA HFU 

4 working days  

   

Step 4  
HC preliminary 
approval and AB 
consultation 

4.1 Shortlisted projects are submitted to the HC for 
review and approval  

* HC 
* OCHA HFU 

2 working days 

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

* AB 
* OCHA HFU 

1 working day 

          

Step 5 
Technical and 
financial review 

5.1 Financial and technical review 
* TRC  
* OCHA HFU  
* Gender Advisor  

10 working days 5.2 Financial review and budget clearance * OCHA Finance 

5.3 Consolidation of financial and technical 
comments and submission to partner 

* OCHA HFU 

5.4 Revision of proposal - max 3 times * IP 
        

Step 6 
Final HC 
approval  

6.1 HFU prepares draft Grant Agreement and 
decides start date in consultation with partner 

* OCHA HFU 1 working day 

6.2 HC approves project and signs Grant 
Agreement; approved projects are shared with the 
AB for information 

* HC 1-2 working days 

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

* IP 1-2 working days 

6.4 Grant Agreement is signed by OCHA EO 
* OCHA Finance  
* OCHA ASB 

2 working days 

   

Step 7 
Disbursement 

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

* OCHA Finance  10 working days 
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5.4.2 Reserve allocation strategy and workflow  
 

38. 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, etc.). The reserve is used 
to provide an immediate response in areas not foreseen under the HRP as well as in regions not prioritised 
in the standard allocation where a need has been demonstrated. Reserve allocations are designed to be 
quicker than the standard allocation process. Proposals can be accepted either on a rolling basis, and are 
considered on a first-come-first-served basis, or based on the decision of the HC to trigger a reserve 
allocation call-for-proposals. The necessity and size of the reserve allocation will be decided by the HC, 
with the support of the Advisory Board. 
 

39. 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. 

 
Table 2: Reserve allocation workflow (with indicative number of days) 
 

Step Activity Responsible Time required 
Step 1 
Submission of 
proposal 

1.1 Submission of proposal * IP 
  

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

* OCHA HFU 1 working day 

1.3 SRC review of strategic relevance using 
simplified scorecard 

* SRC 
* OCHA HFU 

2 working days 

1.4 Submission for technical review * OCHA HFU 1 working day 

Step 2 
Technical and 
financial review 

2.1 Financial and technical review 
* TRC  
* OCHA HFU  
* Gender Advisor  

8 working days 2.2 Financial review and budget clearance * OCHA Finance 

2.3 Consolidation of financial and technical 
comments and submission to partner 

* OCHA HFU 

2.4 Revision of proposal - max 3 times * IP  
  

Step 3 
Final approval by 
HC 

3.1 HC approves project  * HC 2 working days 

3.2 Project approved by HC is shared with AB for 
information; AB has 1 working day to comment 

* HFU 1 working day 

3.3 HFU prepares draft Grant Agreement and 
decides start date in consultation with partner 

* 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 Finance  
* 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 
 

40. 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.  
 

41. Upon signature by the HC, the HFU 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 
FCS Finance Unit 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 requests   

42. 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 HC. 
 

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

44. Project modification requests can be approved by the OCHA Head of Office, if delegated by the HC.  
 

45. 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. 
 

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

47. Revision requests are submitted and processed through the GMS.   
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Risk 
Management

Monitoring 
and 

Reporting

EvaluationAuditing 

7 Accountability Framework  

Accountability for the Yemen Humanitarian Pooled Fund is articulated on two levels:  

On the first level, accountability relates to 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 in the allocation template that enables the HC to assess the results of the YHPF in the short, medium 
and long term. 

On the second level, 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. 

The Accountability Framework described in this section 
consists of the following four pillars: 

1. Risk Management 
2. Monitoring and Reporting (financial and 

programmatic) 
3. Evaluation 
4. Auditing 

The Accountability Framework defines how and when partners 
will be assessed and selected as YHPF partners, what will be 
monitored and reported on, how and when audits will be carried 
out, who is responsible for each element of accountability, what 
key actions will be taken, and what resources are necessary for 
ensuring overall accountability.   

The Accountability Framework enables the Humanitarian 
Coordinator to ensure that implementing partners are delivering the intended programmatic results; the YHPF is 
managed responsibly and in accordance with established guidelines; and, ultimately, that the YHPF is achieving its 
main objectives.  

I. PILLAR ONE – Risk Management  

The management of the Yemen HPF is based on a risk-based approach to ensure that a thorough analysis of risks 
has been undertaken and that adequate assurance modalities are identified to mitigate these risks. Risks will be 
analysed at the level of the partner by undertaking due diligence activities and a comprehensive capacity 
assessment, as well as at the level of the Fund more globally. 

The Accountability Framework, as a component of the YHPF Operational Manual, is a living document that should 
be updated as the changing context may require. OCHA will periodically update the HC and AB on the risk 
treatment actions that are taken to mitigate critical risks.  

a. Due Diligence and Capacity Assessment of Implementing Partners 

In order to become eligible partners of the YHPF, NGOs interested in applying for funding have to participate in the 
due diligence and capacity assessment process. The main aim of this assessment is to ensure that the HFU 
possesses basic information about the NGO and necessary information regarding the capacities  

The capacity assessment aims to determine whether an NGO has a sufficient level of institutional, managerial, 
financial and technical capacity to be considered for YHPF eligibility using a standardised assessment process.  
Organizations that are found to be eligible are categorized according to a specific risk level. The principle is that the 
higher the risk the more stringent 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 rating (low, medium, high) are shown in Table 1, Partner Risk 
Levels (page 16 below).  

The identification of the level of risk presented by the NGO implementing partner determines the control 
mechanisms / compliance measures that apply to the management of the partner’s YHPF project.  The risk rating 
will dictate disbursement modalities, frequency of narrative and financial reporting, and prioritization of monitoring 
visits, as well as with the duration and budget amount of the project. Table 2, Operational Modalities and Control 
Mechanisms for NGO Partners, (page 17 below) provides an overview of the modulation of the control 
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mechanisms, or operational modalities, based on three elements: (i) partner’s risk level, (ii) budget amount, and (iii) 
project duration. 

In accordance with the Handbook for Country Based Pooled Funds, three approaches can be used to conduct 
capacity assessments of NGO partners: i) a fully-fledged capacity assessment; ii) proxy indicators of partner 
capacity; and iii) a capacity assessment in sudden onset emergencies.  The HC, in consultation with the AB, is 
responsible for approving the capacity assessment modality, for ensuring its applicability to the operating context 
and for ensuring that it adequately considers the level of risk facing the Yemen Fund. The AB can also decide to 
adopt a combination of the approaches, or to modify an approach over time.  

Due to the current operational realities in Yemen, an outsourced, full capacity assessment of NGO partners in 
Yemen will be extremely difficult to carry out, and will require a significant amount of time to put into place owing to 
the duration required for contracting an assessment partner.  As a result, the YHFP will, for the foreseeable future, 
have the YHFP conduct the capacity assessment using proxy indicators of partner capacity. 

Partners who pass the HFU proxy capacity assessment will acquire their Partner Risk Level, but will also be put in 
a ‘queue’ for a more thorough capacity assessment to be undertaken in the future as this becomes possible. 

The capacity assessment process comprises two inter-linked steps, each with its own review and feedback system 
to ensure transparency.  

(i) Step One – Initial Application and Due Diligence 

All humanitarian actors including UN agencies, international and national NGOs, IOM, Red Cross and Red 
Crescent organizations can apply for funding from the YHPF.  The UN and IOM are not assessed for their capacity, 
however they must complete some basic due diligence information in the GMS.  All prospective YHPF 
implementing partners must: 

1. Operate and deliver activities in accordance with humanitarian principles.  
2. Provide a clear organizational structure and demonstrate through past financial reporting the capacity to 

absorb and program funds (Institutional profile). 

To become eligible for funding under the YHPF, prospective partner organizations must submit a due diligence 
application through the GMS through the following link: https://cbpf.unocha.org/.  Required information for the due 
diligence process includes (complete list of required documentation included in Annex 1: Due Diligence and 
Capacity Assessment Application):   

1. Basic information about the organization, including key officials, office locations, annual budget, donors, 
partners, operational sectors, geographical areas of operation, and the board of trustees; 

2. Five YHPF standard declarations signed and dated by the legal representative of the organization;  
3. A bank statement or a signed letter from the bank from a USD account; 
4. Identification documents, such as a copy of the passport or identity card and a curriculum vitae of the legal 

representative of the organization; 
5. Verification of a valid NGO registration in Yemen and/or another member state. 

The HFU will conduct a preliminary review of the application and documents submitted to ensure that only 
organizations that are able to meet these minimum requirements will be recommended for Step Two, the capacity 
assessment. 

(ii) Step Two – Capacity Assessment and Temporary Risk Rating 

Following successful completion of Step One, the HFU will request the prospective implementing partner to submit 
the full package of documentation required to complete the capacity assessment application.  The HFU will use this 
information to conduct a capacity assessment specifically tailored for the YHPF and the Yemen operational 
environment. 

The information about the organization requested under the capacity assessment is much more comprehensive 
than the Due Diligence step, and includes annual reports, financial statements, audit reports, policy documents and 
other information.  The complete list of required documentation is included under Annex 1: Due Diligence and 
Capacity Assessment Application.   

The NGO capacity assessment will be carried out by staff of the OCHA HFU.  The capacity assessment 
methodology includes a desk review of the documentation received from the organization, interviews with key 
informants and, as required and possible, visits to the organization’s main office or sub-offices/regional offices 
where interviews will be conducted with staff members, systems verified and additional documents requested.  
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The capacity assessment will use the NGO Capacity Assessment Report tool (included in this manual as Annex 2). 
The capacity assessment tool is structured around seven thematic areas to systematically review the institutional, 
technical, management and financial capacities of partners. Using a scoring and weighting system an overall 
‘score’ will be given to partners/organizations.  

Eligible partners, based on the individual score obtained during the assessment, will be categorized in three risk-
level categories (low, medium, high), shown in Table 1, Partner Risk Levels.  

The score will also determine the appropriate operational modalities and control mechanisms (Table 2, Operational 
Modalities and Control Mechanisms for NGO Partners) that will be applicable to them, including the disbursement 
modalities, frequency of narrative and financial reporting, and prioritization of monitoring visits, and maximum 
budget amount of the projects relative to duration. 

Eligible partners will be placed on a list of partners who, while being eligible with assessed risk rating for YHPF 
funding according to the relevant Operational Modalities, shall undergo a full, outsourced Capacity Assessment if 
and when this is possible. 

Partners who fail to qualify and are considered ineligible for YHPF funding will be given another opportunity to 
submit an application for a Capacity Assessment to the HFU after 12 months.    

 
TABLE 1: Partner Risk Levels 

 
Scoring in 

Points 
Recommendation 

Category 
A 

91 - 100 Organization is eligible as a Low Risk partner. 

Category 
B 

71 - 90 Organization is eligible as a Medium Risk partner.  

Category 
C 

51 - 70 Organization is eligible as a High Risk partner. 

Category 
D 

0 – 50 Organization is not eligible. The YHPF will consider a new submission 
twelve (12) months after the review date. 

 
The risk level of each implementing partner is a dynamic rating that can change over time through the interactions 
between the partner and OCHA.  Performance in the implementation of YHPF projects can trigger changes in the 
risk level: timeliness of reporting, achievement of project objectives and targets, findings of audits, financial spot-
checks and field monitoring visits, are all elements that influence the risk rating of partners. In addition to these 
dynamic elements, partners that have been assessed but have not implemented YHPF projects, and therefore 
have no YHPF performance history, will be re-assessed after three years following the completion of the previous 
assessment. 
 

(iii) Capacity Assessment in sudden onset emergencies  

The current humanitarian context in Yemen is highly volatile, with frequent high intensity conflict.  In this 
environment, there may be situations where organizations that have not been subject to a formal capacity 
assessment require funding in order to carry out mission critical or life-saving activities.  In these exceptional cases, 
a capacity assessment is not necessary before the funding of a project, and will be carried out later. In this 
situation, the minimum requirements of the due diligence process described in section (i) above must be 
performed.  All organisations that receive funding will have a capacity assessment carried out subsequently.  It is 
possible that some organizations that have been funded will be assessed as ineligible after the capacity 
assessment.  
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Control Mechanisms 
 
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 YHPF 
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 Yes Yes 1 (mid) Yes 1 1 

Yes 
 
 
 

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

Between 
7-12 

≤ 250  
40-30-30 

Yes Yes Yes 1 (mid) Yes 1 1 

> 250 750 Yes Yes Yes 2 Yes 2 1 

M 

Less than 
7  

≤ 250  100 - Yes Yes 1 (mid) Yes - - 

> 250 750 80-20 Yes Yes Yes 1 (mid) Yes 1 - 

Between 
7-12 

≤ 250  
60-40 

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

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

L 

Less than 
7  

≤ 400  

100 

- Yes Yes No Yes - - 

> 400  Yes Yes Yes No Yes - - 

Between 
7-12 

≤ 400  100 - Yes Yes 1 (mid) Yes - - 

> 400  80-20 Yes Yes 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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b. Risk Management at the Fund Level 

A number of strategic, programmatic, financial and management risks are inherent as part of the 
administration of any funding mechanism. It is therefore essential to have in place a risk management 
framework to assist the HC in making strategic decisions that maximise the ability of the YHPF to achieve its 
objectives. This will ensure that priority risks are mitigated, initially at the fund level, but also at the global level 
in the context of OCHA’s corporate risk registry. 

Risks in the context of the YHPF are not limited to the organizations that receive funding and implement 
projects. Risk management is closely related to strategy, and covers the full range of risks that may affect the 
achievement of the Fund’s objectives.  In consultation with key stakeholders key risks will be identified, 
analysed and categorized in terms of severity according to relative likelihood and potential impact on fund 
objectives.  Mitigation strategies will be designed, and assigned to specific stakeholders. This analysis 
represents a management tool that enables the HC, supported by the AB, to ensure strategic decision-making 
and guarantee that the YHPF remains relevant in the context in which it operates.  The framework should 
consolidate all activities and functions that mitigate key risks under one umbrella. The risk analysis should 
clearly spell out residual risks to enable informed decision-making based on an understanding of potential 
consequences. Identified risks and associated mitigation strategies will be periodically reviewed and 
monitored by the HC in consultation with the AB. 

To this end, OCHA has developed a detailed Risk Management Framework as a part of this Framework that 
broadens the definition of risk beyond programmatic and financial risks associated with implementing 
partners, and identifies the key factors of risks faced by the fund in the national context (see section V. Risk 
Management Framework on page 25). Based on the likelihood and potential impact of the risks identified, a 
heat map is developed that allows to classify risks and to highlight the most pressing ones. Based on the heat 
map, an action plan is developed to outline strategies to mitigate or prevent the risks faced by the fund. The 
fund-level risk analysis clearly spells out residual risks to enable informed decision-making based on full 
knowledge of the potential consequences.  

II. PILLAR TWO  – Monitoring and Reporting (M&R) 

a. Objectives of Monitoring and Reporting 

The monitoring and reporting framework is based on the assumption that YHPF-funded partner organizations 
will have adequate internal mechanisms to meet project management, monitoring and reporting requirements 
and generate quality performance information.  These mechanisms are expected to be in line with the size of 
their operations and the nature of their organization. The capacity of each organization will be verified during 
their capacity assessment, during the project approval process and finally during the monitoring and reporting 
phase. 

Building on and acknowledging the role of these systems, the monitoring and reporting framework has the 
following key objectives: 

i) Ensure adequate verification of reported results at project level thereby contributing to increased 
accountability. 

ii) Provide evidence on how the YHPF has contributed to broader outcomes set forth in the HRP, and 
reinforce evidence-based decision-making by HC, Advisory Board and Clusters. 

iii) Ensure that resources are used efficiently and according to what was agreed upon in project 
documents and YHPF Allocation papers. 

iv) To support Partners during their implementation of YHPF funded activities.  

 
b. Monitoring Methodology – Applicable Tools 

As YHPF partner organizations’ monitoring systems 
will form the backbone of monitoring, the tools 
described in this section will serve to ensure an 
additional level of verification of project results.  To the 
extent possible, YHPF partners will be asked to 
consider integrating specific monitoring tools within 
their proposed plans (i.e. GPS referencing, satellite 
imagery, remote calling).  Partners will be asked to 
elaborate the tools they intend to use for project 
monitoring in the project proposal.  

It is expected that OCHA will rely on the following 

Monitoring is the systematic collection, analysis 
and use of information from a project to learn from 
the experience, account for the resources used and 
the results obtained, and to take decisions on the 
implementation of the project. 

Evaluation is the systematic and objective 
assessment of an on-going or completed project to 
make a statement on its relevance, effectiveness, 
efficiency, impact and/or sustainability. 
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monitoring tools to ensure effective monitoring of the YHPF funded projects: 

Direct Monitoring 

Field site monitoring, implemented by OCHA and supported by clusters, is a critical component of the overall 
framework in order to verify that YHPF-funded projects are delivering against targeted outputs, and to allow 
the HC and clusters to assess the qualitative aspects of program implementation.  As there are limitations to 
what can be observed through site visits, additional information needs to be collected through other means. 
While field monitoring will not attempt to make evaluative assessments of projects, it will be essential to select 
an approach that covers issues beyond the delivery of project outputs. A field monitoring visit should, at a 
minimum, collect information that i) makes an assessment of the timeliness of overall project implementation; 
ii) verifies reported results; iii) assesses progress on key project activities; iv) assesses the monitoring and 
reporting set up of the implementing partner; v) carry out financial spot checks.  The prevailing context in 
Yemen will render this type of monitoring rare and challenging therefore several other types of monitoring can 
also be used.  

Third Party Monitoring (TPM) 

TPM is understood here as a program monitoring approach, which 
would enable YHPF to obtain independently verified information 
(collected by several entities) about the status of implementation of 
selected YHPF projects (mainly in high risk areas), with particular 
emphasis on the achievement of pre-defined outputs, and 
combining the methods of field visits and desk review of available 
YHPF documentation (project proposals and any other relevant 

information/documentation). TPM would therefore focus on verifying the contracted activities are being 
implemented by primarily focusing on project output verification. Providing that the TPM entity’s staff 
possesses the required technical expertise and employs technically sound cluster specific methods and tools 
(defined and agreed upon for the YHPF in consultation with clusters), the focus could extend to quality 
assurance and expressing opinion about the implemented outputs.  
 
Remote Monitoring 

Remote Call Monitoring (RCM, Call Centres) 

Remote call monitoring can be a cost-effective means of collecting statistics and recording observations from 
key informants and beneficiaries on progress made on project outputs and satisfaction. Call centres can be 
established in safe locations with the sole purpose of conducting telephone interviews with key informants 
using structured multiple-choice questionnaires. All information collected can be captured directly in a web-
based platform hosted by the call centre operator using validation logic, thereby providing real-time progress 
information on projects monitored that would then be shared with the HFU.  
 
Remote monitoring should only be used as a last resort in cases where there are no other options; the 
principle is to use enough sources of information to allow for meaningful monitoring. For those situations 
where it is not possible to undertake any form of monitoring (physical or remote), the funding projects should 
be considered in light of the urgency of the needs they address. In these cases, the Advisory Board will be 
consulted.  

Web-based Monitoring (WBM), Photography and Video Monitoring 

New technologies can contribute towards a more cost-effective and accountable project monitoring system. 
Web-based remote monitoring could be a valuable and affordable method to support project monitoring of 
infrastructure projects or project components.  

Technology such as GPS referencing and satellite imagery could be used to verify project activities being 
undertaken in specific areas. For example, a development of GPS referencing, geo-tagging, is commonly now 
built in to standard digital photo-taking. Selected digital cameras now have built-on or built-in GPS technology, 
allowing for automatic geo-tagging once a photograph is taken. This solution can also complement site visits 
when implementation occurs in remote, insecure areas and also when mission budgets are limited. This will 
also be a useful tool for public information and reporting purposes (i.e. pictures, photos, maps etc.).  
 
Photography is an essential component of web-based project monitoring and particularly useful in 
engineering, construction, infrastructure programs etc. When these photos are linked to an online map of 
project activities, it creates a timeline showing project progress. A time-stamped photo confirms the date and 

Third party monitoring refers to the 
contracting of an external entity to 
collect data on the status of 
implementation of a project directly 
from the field.   
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time of the photograph, which increases their credibility as evidence of project progress. Video and 
photography monitoring is already in use for projects implemented inside Yemen.  

Mobile phone applications and phone calls 

Mobile phone applications and phone calls to heads of facilities and local councils with simple quantitative and 
qualitative questions can also be used by humanitarian partners in the Yemen context.  

Peer Monitoring 

Monitoring of projects by other organizations with relevant technical expertise can also be used as a remote-
monitoring tool. Peer monitoring can be low-cost and provide necessary external assessment of a project. 
However, such monitoring requires the agreement and participation of humanitarian organizations, 
necessitating careful planning, negotiation, briefing and clarity in order to be effectively administered. Two 
peer-monitoring methods can be employed in the Yemen response: 

Cross-project exchange visits and monitoring within an organization 

Like peer monitoring, where it is deemed safe, staff from one project location can visit another project location 
to review project activities, progress and quality.  

‘Do No Harm’ Considerations in Monitoring 

Any of the above options need to be carefully assessed using a ‘Do No Harm’ approach to make sure that any 
advanced monitoring option does not simply ‘transfer risks’ to other entities in charge of monitoring (i.e. GPS 
and satellite phones have been known to raise the suspicions of local armed groups) or create unintentional 
harm (i.e. male staff calling female beneficiaries in call centres).  

c. Monitoring – Roles and Responsibilities 

Effective monitoring relies on agreement on the roles and responsibilities of all stakeholders. It is necessary to 
outline the roles and responsibilities during the preparation stage (establishing what will be monitored by 
whom, when and how); during the monitoring stage (collecting, collating and analysing the information); and 
during the reporting stage (releasing the monitoring information under various formats). All actors should 
participate in the design and execution of the monitoring framework, and ensure they have the capacity to 
perform their part of the monitoring activities.  

OCHA, in consultation with the Advisory Board, will ensure that there is adequate staffing within the 
Humanitarian Financing Unit (HFU) to ensure correct Monitoring and Reporting (M&R) functions. Amongst 
other functions the HFU will be responsible for:  

v) Developing, maintaining and updating a comprehensive YHPF monitoring plan; 
vi) Working closely with Cluster Coordinators to develop standardised Cluster-specific methodologies, 

tools, monitoring and reporting formats, as required; 
vii) Developing terms of reference and contracting TPM, RCM, WBM partners as necessary. 
viii) Reviewing and analysing information collected through monitoring activities and reporting. 

The YHPF recipient organizations remain the key responsible parties in ensuring proper delivery and 
monitoring of project activities. They are expected to maintain robust internal monitoring and reporting 
mechanisms that can produce accurate and relevant information for YHPF reporting purposes. They will also 
be expected to engage and facilitate field-monitoring visits with OCHA, clusters or any contracted third-party 
monitor as deemed necessary.  

d. Monitoring – Managing Performance 

Performance Index  

Once a partner has been awarded a grant from the YHPF, the OCHA HFU is responsible for the review and 
analysis of the partners’ performance throughout project implementation.  In particular, HFU will track and 
score partner’s performance in relation to:  

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

ii) The quality and timeliness of implementation against approved targets;  
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iii) The quality and timeliness of reporting;  
iv) The frequency, timeliness and justification of project revision requests;  
v) The quality of financial management; and 
vi) Audit findings.  

The scores assigned to the partner for each of these factors will be summarized in a partner Performance 
Index (PI) as shown in Table 3 below.  A partner will receive an annual average PI score taking into 
consideration all projects implemented over the course of a year. The PI will impact the risk level determined 
through the initial capacity assessment, and result in an improvement or deterioration of the risk level in the 
Operational Modality (see Table 2 above).  
 
UN Agencies will also be subject to performance management, with PI scores used to assess future funding 
decisions.  The criteria and scoring system can be tailored to the type of project to be implemented such as 
stakeholder satisfaction survey for pipeline projects.  
 
TABLE 3: Performance Index  

High-risk partners who score a poor performance (0 in the PI), will not be considered eligible for funding for a 
12-month period. To be considered eligible again, they will have to demonstrate improvements in the areas of 
weakness through a new capacity assessment. 

In addition to these dynamic elements, partners that have been assessed but have not implemented YHPF 
projects within three years will undergo a re-assessment prior to being considered for grants.  

e. Reporting 

YHPF Projects: Narrative and Financial Reporting 

Implementing partners should have adequate internal mechanisms for project management, reporting and 
monitoring. Project performance information is effectively generated through internal mechanisms developed 
by partners. The role of CBPF management is to collect, organise and provide quality control of the 
information that has been generated through these mechanisms.  

Reporting requirements (i.e. frequency and level of detail) are determined by:  

i) duration of projects (applicable to both UN Agencies and NGOs),  
ii) partner risk level (applicable only to NGOs),  
iii) total project budget (applicable only to NGOs) and  
iv) requirements for Annual Report. 

All narrative reports collect, as a minimum requirement, information on  

i) number of beneficiaries targeted and reached,  
ii) progress on project outputs,  
iii) use of funds (un-certified financial expenditures), and  
iv) details of sub-granting.  

Financial reporting requirements differ between UN agencies and NGOs. For UN agencies, reporting 
requirements will be determined by the respective global agreements governing UN financing.  Financial 
reporting requirements for NGOs are captured by the applicable agreement between the NGO and OCHA, 
and determined by the partner’s risk level. In all cases, implementing partners will submit a final financial 
report, certified by the designated authority, after the end of the project. 

Performance 
Index  

Description Action 

4 Outstanding Performance 
To be considered favourably when more than one application is 
received for a similar intervention.  HFU will improve the risk rating in 
order to decrease the control measures that apply to the partner. 

3 Good Performance To be considered favourably during the review process.   

2 Satisfactory Performance 
Allocation possible. HFU to review risk rating and control measures that 
apply to the partner. 

1 
Performance needs 
improvement 

Allocation possible if accepted by the HC. HFU will decrease the risk 
rating in order to increase control measures that apply to the partner. 

0 Poor Performance  No further funding allocation.   
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Standardised Indicators 

As the quality of reporting is part of the performance analysis within the YHPF Accountability Framework, 
YHPF officers should be able to analyse the partner’s narrative project reports using a systematic tool.  

As part of the Yemen HRP, a limited set of standardised output indicators are defined and adapted by each 
cluster in consultation with all stakeholders to facilitate meaningful programmatic reporting and aggregation of 
results.  The use of at least one Yemen HRP standardised indicator by output is mandatory for all YHPF 
recipient organizations and integrated within the project proposal logical framework.  Additional customised 
SMART (Specific, Measurable, Achievable, Realistic, Time-bound) indicators can be developed by YHPF 
implementing partners to complement the ones from the YHRP, which will be specific to each project.  

YHPF Management Reporting 

 YHPF Allocation Update (issued for each allocation) 

After each funding allocation is completed, the HFU will provide the HC and the Advisory Board with a one-
page snapshot of the allocation and a table listing all projects that have received funding through the 
allocation.  The snapshot will include: 

i) number of approved projects  
ii) level of funding provided to each cluster  
iii) geographical distribution of funding through approved projects (mapped) 
iv) geographical distribution by cluster  
v) gender marker scores per project 
vi) ratio of national NGO, international NGO, and UN agency funding allocations 
vii) donor contributions 

The table of projects approved for each allocation will include total funding allocated, total beneficiaries (sex 
and age disaggregated), and, for each project: 

i) implementing partner name and type (INGO, NNGO, UN/IOM) 
ii) cluster; including for multicluster projects, the percentage of each cluster  
iii) project title 
iv) duration 
v) project budget 
vi) geographical locations for implementation 
vii) beneficiaries, disaggregated by sex (men, women, boys, girls) 
viii) project start date and end date 

 YHPF Monthly Snapshot (issued 12 times per year) 

The HC, with support from the HFU, will provide YHPF donors and the Advisory Board with monthly a 
Monthly Snapshot on the YHPF.  The snapshot will be primarily in map and info-graphic format, and is 
designed to be generated from data that are regularly collected, to minimise the preparation time for the HFU.  
The snapshot will have only minimal narrative text as required. The report will be issued monthly, during the 
first week of the following month. This report will provide information on: 

TABLE 4: YHPF Reporting Requirements for NGO Partners and UN Agencies/IOM 
 

Programmatic Reporting Financial Reporting 

UN 
Agencies 

and 
IOM 

-  If the duration of the project is between 7-12 
months progress report at project mid-term (one 
months after project mid-term point is reached) 

- Final narrative report at project end (two months 
after project end) 

- Annual financial statements and reports as of 31 
December by 31 January of the following year. 
Interim financial statements will be submitted 
every calendar year until the submission of the 
final financial statement.  

- Certified final financial statements and final 
financial reports covering the period between 
inception and completion of the project no later 
than 6 months (30 June) of the year following the 
closure of the grant 

NGOs Please refer to Table 2 Operational Modalities and Control Mechanisms for NGO Partners (page 17) 
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i) donor contributions (pledged and received) during the year by individual donor,  
ii) Fund balance available for allocation,  
iii) allocations made during the month and year to date, including number of projects and total cost,  
iv) number and cost of endorsed projects pending final approval (pipeline),  
v) number of on-going projects, including number of projects ending during the month, number 

receiving amendments during the month and number scheduled to end during the following month 
vi) number of beneficiaries targeted by on-going projects and by new projects,  
vii) the geographical distribution of beneficiaries and funding allocations (shown on a map),  
viii) funding allocated to clusters, 
ix) number of on-going projects that have been monitored at least once during the project’s lifetime, 
x) ratio of national NGO, international NGO, and UN agency funding allocations 
xi) short paragraph on significant issues during the month, including planned allocations 

 YHPF Annual Report – issued within two months of end of year (end February) 

Each year the HC will present a YHPF Annual Report that provides an overview of the performance of the 
Fund over the previous year.  The Annual Report will feature trends, best practices, lessons learned and 
challenges, and showcase success stories and achievements as well as the way forward for the YHPF.The 
report will include analysis and information on: 

i) the Fund’s performance in relation to its strategic objectives including links with Yemen HRP; 
ii) strengthening of the Humanitarian Coordinator and the broader coordination system;  
iii) donor contributions received; 
iv) allocations made, including projects funded during the year 
v) how funding has been allocated in relation to key humanitarian events;  
vi) timeliness and transparency of allocations; 
vii) cost drivers in project budgets (comparison of staff, implementation, overhead costs) 
viii) integration of gender consideration into proposal review processes and project implementation; 
ix) achievements by sector/cluster;  
x) risk management initiatives including the assessment of capacity of implementing partners; 
xi) an assessment of monitoring and reporting systems;  
xii) challenges and main priorities for next year; and 
xiii) lessons learned and steps taken to improve and strengthen fund processes.  

 YHPF Six-month Report – issued once per year, six months after annual report (end August) 

Six months into the reporting year, (and six months after the previous year’s annual report), the HC, with the 
support of the HFU, will issue a Six-month Report that provides an analysis of the Fund over the previous six 
months. The content of the six month report will be similar to the annual report, but only cover the first half of 
the year.   

Transparency 

Monthly, Annual, and Six-month Reports will be posted on http://www.unocha.org/yemen.  The Annual Report 
can also be found on http://www.unocha.org/what-we-do/humanitarian-financing/country-based-pooled-funds. 

III. PILLAR THREE – Evaluation 

a. External Evaluation 

External Evaluation of the YHPF will be undertaken every three years in accordance with the global 
agreement. Evaluations are commissioned by OCHA New York in consultation with the HC and OCHA Yemen, 
and with Donors, UN Agencies and NGOs at the global level through the Pooled Fund Working Group. The 
evaluations focus on how the YHPF has ensured a needs-driven humanitarian response, as well as how it has 
performed as a funding mechanism and delivered against key YHPF objectives, such as strengthening HC 
leadership, the improvement of cluster coordination and promote NGO partnership. 

b. Ad-hoc Reviews, Studies and Surveys 

Ad hoc reviews or studies of specifics aspects of how the YHPF is performing can also be considered beyond 
the mandatory three-year evaluation. Such reviews should be done in close consultation between the HC, the 
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Advisory Board and OCHA. HFU may also undertake surveys of YHPF stakeholders to gauge user 
satisfaction and to identify areas that need improvement.  

c. Internal Evaluation 

In order to ensure a full cycle of accountability, an internal evaluation of the YHPF management will also take 
place looking at a number of process indicators. Information collected will seek to provide an overview of 
performance on the YHPF strategy (funding allocations), financial health, governance, process and timeliness, 
accountability and management. Reports will be shared with OCHA HQ as part of a process of accountability 
towards the Emergency Relief Coordinator (ERC) as well as the HC and AB.  
 

IV. PILLAR FOUR – Auditing 

a. OCHA operations audit 

Internal UN oversight bodies (OIOS - Office of Internal Oversight Services and the BoA - Board of Auditors) 
regularly audit OCHA operations.  Audits performed by these entities are subject to the single audit principle. 
OIOS and BoA audits regularly cover OCHA management of pooled funds, and consider whether procedures 
for management of CBPFs are appropriate. These audits cover all parts of the CBPFs (advisory boards, 
allocations, risk management, etc.) and look at compliance with rules and guidelines. 

b. YHPF Partners: Audit of UN Agencies 

UN Agencies will be audited in accordance with their own financial regulations and rules and in accordance 
with the framework for auditing multi-donor trust funds, which has been agreed to by the Internal Audit 
Services of Participating UN Organizations and endorsed by the UNDG in September 2007. 

c. YHPF Partners: Audits of NGOs 

YHPF-funded projects implemented by NGOs will be audited in compliance with applicable financial 
regulations, rules and directives as per the YHPF Grant Agreements. The costs of the audits will be borne by 
OCHA.  One or several external auditing companies will be contacted by OCHA to deliver on the audit 
requirements of NGO partners.  
 
The HFU will keep a log of all audit findings to ensure that partners address previous findings on management 
weaknesses before applying for new YHPF funding. The audit performance will feed into the Performance 
Index of an implementing partner which in turn will impact the risk level of NGO partners. 
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V. Risk Management Framework 

In challenging operating environments similar to that of Yemen, there is a need to reduce and mitigate risks 
associated with the Fund and its partners.  Because the YHPF management has had to relocate outside the 
country, risks have increased. The HC and OCHA are primarily accountable for ensuring the strategic use of 
the fund through: 

 setting clear programmatic objectives;  
 adhering to governance, management and performance standards (e.g. timeliness, flexibility, 

transparency, etc.);  
 driving the management and decision-making processes towards the realization of the fund’s 

objectives.  

Risk management in the context of the YHPF focuses on understanding, predicting and proactively dealing 
with events that might prevent or jeopardize the effectiveness of the Fund in delivering its mandate. Hence the 
challenges of operating inside Yemen make it very necessary to apply appropriate mechanisms and 
measures to reduce risks.  The whole risk reduction framework draws on experiences and lessons learned 
from similar contexts like Afghanistan, Somalia and the Turkey cross-border fund for Syria. 

In this context there are number of risks associated with the Fund, including: 

A) Strategic and programmatic: Coherence between strategic objectives (mandate), funding levels, 
programmatic priorities and funding decisions: The commencement of this new fund is associated 
with a significant risk including lack of funding priorities, poor needs assessments due to lack of or 
insufficient information and poor quality of data. Undefined strategic funding priorities and poor needs 
assessment would result in not meeting the needs of the people in need, response gaps and waste or 
misuse of resources. Further, not understanding the funding objectives and processes associated 
with it would lead to allocating funds none-strategically to projects that might fall short in addressing 
the needs of the affected populations. 
 

B) Governance and management: adherence to policies and decisions, and internal controls and 
oversight 
1. Roles and responsibilities of governance bodies poorly defined (i.e. review committees and 

advisory board), and weak participation and engagement of stakeholders in governance bodies: 
There is a risk associated with the fund that the parties involved in the different governance 
structures might not fully understand the role that they should play and therefore, there is a risk of 
lack of strategic focus, lack of transparency of the processes and review of the fund operations. In 
addition to that projects might not be strategically defined or aligned with the strategic priorities 
and might not be technically sound and of poor quality. It is very important to ensure the 
commitment of all members of the different boards to engage in these processes and understand 
their roles and responsibilities. 

 
2. Donor’s commitment: Recent natural and man-made disasters and protracted crises all over the 

world, in addition to competing humanitarian priorities, timeliness and predictability of 
contributions, have dispersed donors’ efforts to focus on a single crisis and generated donors’ 
fatigue. Further, the continued economic crisis may reduce the amount of funding channeled to 
the YHPF.  

 
C) Financial and accountability: relating to effective and efficient management and use of financial 

resources and the reliability of financial reporting by implementing partners 
 

1. Fraud/Corruption, and theft or diversion of goods: In highly insecure operations there is high risk 
of corruption, theft and diversion of goods as direct monitoring is in some areas impossible with 
most of agencies depending on remote monitoring.  

 
2. Poor financial management and Low absorption capacities: Many national NGOs do not have 

proper financial systems and do not have the ability to comply with international accounting 
standards. There is high risk of allocating big amounts to some of these organizations with limited 
financial capacity. Further, there are limited numbers of overstretched Yemeni organizations that 
implement multiple projects on behalf on international NGOs; which can result in low absorption 
capacity and inability to implement additional projects.  This would force the new fund to partner 
with emerging Yemeni and other organizations that may have limited absorption and 
management capacity. This would definitely affect the effectiveness and credibility of the Fund.  
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D) Internal: effective and efficient management and systems to support operations and meet 
performance standards (e.g. procurement, logistics, IT, staff, skill-sets):  
 
1. Poor administrative efficiency: This may impact on the efficiency of administrative operations 

performed and might cause delays in processing and allocating funds or making sure there are 
sufficient Human Resources (i.e. high staff turnover, not enough staff, and staff lacking required 
skill sets): Since the fund is new there is a high risk of not getting staff or qualified staff with the 
right skills to do the work particularly at country level. This would add a new burden on the 
existing international staff to mentor and train the new staff.  

2. Poor or insufficient monitoring to support the operation of the fund (e.g. travel, monitoring and 
reporting costs, risk management costs, and training): In this context where access is constrained 
or limited remote monitoring techniques and third party monitoring are envisaged to collect 
information on projects progress and performance. Lack of resources to support these monitoring 
methodologies and cost associated with them would result in week monitoring frameworks and 
reduces the fund’s accountability to donors. This would in the long run affect donors’ support and 
contribution to the fund. 
 

E) Coordination and partnerships: effectiveness of the humanitarian coordination system vis-à-vis the 
operation and management of the fund, and engagement and participation of humanitarian partners in 
the coordination structures: In order to support sound funding decisions cluster working group 
coordinators should support the definition of priorities for their respective clusters and also the 
technical review processes to ensure that projects meet the defined and agreed upon priorities.  In the 
context there is a potential risk of cluster coordinators being unfamiliar with the coordination approach 
as majority of the coordinators had no or limited exposure to cluster coordination functions and 
therefore; lack understanding of the role they should be playing in the allocation processes. 
 

F) Hazards: events and situations fully or partially outside the Fund’s control (e.g. natural disasters, 
political instability, armed conflict, terrorism laws and donor intentions): Continuation of the armed 
conflict and possible resistance to humanitarian action, threats to the safety and security of 
humanitarian workers, and access issues. Escalation of the conflict in Yemen has restricted the 
mobility of humanitarian aid workers to deliver assistance. Further, fighting, including intra-opposition 
fighting and/or policies enacted by various government or non-government armed actors to block 
humanitarian access have rendered access difficult in many areas.  

 
TABLE 5: Risk Identification 

Category of Risk Risk

Category A: Strategic and 
Programmatic 

Key Drivers: 
‐ OCHA/HFU 
‐ Clusters 
‐ AB  

 

Risk 1: Lack of understanding of YHPF funding processes and strategic 
objectives among IPs 

Risk 2: Lack of flexibility on funding allocation diversion according to 
changed critical situation 

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

Risk 4: Poor needs analysis/assessment/data quality 

Category B: Governance and 
Management 

Key Drivers: 
‐ AB  
‐ Donors 

Risk 5: Roles and responsibilities of governance bodies poorly defined 
(i.e. Review and Advisory Boards), and weak participation and engagement 
of stakeholders in governance bodies  

Risk 6: Donor fatigue, timeliness and predictability of donor contributions 

Category C: Financial and 
Accountability  

Key Drivers: 
‐ OCHA/HFU 
‐ Partners 

Risk 7: Fraud/Corruption, and theft or diversion of goods  

Risk 8: Poor financial management capacity and low absorption capacity 

Risk 9: Limited OCHA capacity in monitoring partner organizations due to 
access constraints, limited technical expertise and human resources 

Risk 10: Poor and insufficient financial reporting and control 

Category D: Internal  Risk 11: Poor Administrative efficiency and Human Resource Management 
(i.e. high staff turnover, not enough staff, and staff lacking required skill 
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Key Drivers: 
‐ OCHA/HFU 
‐ Clusters 
‐ Partners 
‐ Donors 

 

sets) 

Risk 12: Poor or insufficient monitoring and financial resources to support 
the operation of the fund (e.g. travel, monitoring and reporting costs, risk 
management costs, training) 

Risk 13: Lack of appropriate reporting to the relevant bodies (AB, Donors 
etc.) on monitoring results 

Category E: Coordination and 
Partnerships 

Key Drivers: 
‐ Clusters’ 

capacity and engagement  
‐ Humanitarian partners 

Risk 14: effectiveness of the humanitarian coordination system vis-à-vis 
the operation and management of the fund, and engagement and 
participation of humanitarian partners in the coordination structures, for 
example a lack of intra-cluster coordination and information-sharing and 
Limited national NGOs who meet eligibility requirements  

Category F: Hazards 

Key Drivers: 
‐ Armed groups, 

governments 

Risk 15: Continuation of the conflict and possible resistance to 
humanitarian action, threats/hazards/natural disaster to safety and security 
of humanitarian workers, and mobility restrictions due to insecurity 

 
TABLE 6: Risk Consequences 

Scale Descriptor Definition

1 Insignificant No impact 

2 Minor 
Negative outcomes from risks or lost opportunities unlikely to have a permanent or significant 
effect on the Fund and OCHA’s reputation or performance 

3 Moderate 
Negative outcomes from risks or lost opportunities having a significant impact on the 
Fund/OCHA. Can be managed without major impact in the medium term 

4 Major 
Negative outcomes from risks or lost opportunities with a significant effect that will require 
major effort to manage and resolve in the medium term but do not threaten the existence of 
the Fund in the medium term 

5 Catastrophic 
Negative outcomes from risks or lost opportunities which if not resolved in the medium term 
will threaten the existence of the Fund 

 
TABLE 7: Risk likelihoods 

Scale Descriptor Definition 

1 Rare 
Highly unlikely, but it may occur in exceptional circumstances. It could happen, but 
probably never will 

2 Unlikely Not expected, but there's a slight possibility it may occur at some time 

3 Possible The event might occur at some time as there is a history of casual occurrence 

4 Likely There is a strong possibility the event will occur as there is a history of frequent occurrence 

5 Almost certain 
Very likely. The event is expected to occur in most circumstances as there is a history of 
regular occurrence 

 
The risk analysis for the YHPF focuses on the categorization of risks based on their likelihood and 
consequences. 
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TABLE 8: Example of risks rated by consequence and likelihood 

 
Risk 

A 
Consequence 

x B 
Likelihood 

= C 
Risk Level 

1 2  2  4 
2 2  1  2 
3 2  1  2 
4 2  1  2 
5 3  1  3 
6 4  3  12 
7 4  4  16 
8 3  4  12 
9 4  2  8 
10 3  2  6 
11 2  2  4 
12 2  2  4 
13 2  1  2 
14 3  3  9 
15 4  4  16 

 
TABLE 9: Risk HEAT Map 
 

Li
ke

lih
oo

d 


 

5 

5 
 

10 
 

15 
 
 

20 
 

25 
 

4 

4 
 

8 
 
Risk 9 

12 
 
Risk 
6,8 

16 
 
Risk 
7,15 

20 
 

3 

3 
 
 

6 
 
Risk 10 

9 
 
Risk 14 

12 
 

15 
 

2 

2 
 

4 
 
Risk 1, 
11,12 

6 
 

8 
 
 

10 
 

1 

1 
  

2 
 
Risk 2, 
3, 4, 13 

3 
 
Risk 5 

4 
 
 

5 

 
1 2 3 4 5 

Consequence/impact  
   

TABLE 10: Risk evaluation and mitigation   

Risk 
Mitigation strategy 

Timeframe Risk owners Progress 

Risk 15 Reduce/Avoid Risk 

- Negotiations with governments and armed 
groups to enhance access to people in need 

 
 
  

 HC 
 OCHA 
 Partners 
 Armed groups 
 Governments  
 AB 
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Risk 14 Reduce /Accept Risk 

 - Activation of the cluster system and 
deployment of dedicated cluster leads  

- Definition of clear funding priorities  

- Outreach to partners to engage in 
coordination mechanisms 

- Draft an NGO Participation Paper focusing on 
national NGOs working in priority 
clusters/locations outlining opportunities and 
challenges with recommendations 

 
 
 
 

 OCHA 
 AB 
 Clusters 
 Partners  

 

Risk 9 Reduce/Transfer Risk 

- OCHA staff to take part in comprehensive 
training programme on M&R 

- Develop alternative monitoring tools or 
modalities  

- Evaluate options for 3rd party monitoring 

- Develop access strategy based on monitoring 
criticality 

- Recruit technical experts within HFU as 
needed 

- Advocate for participation of cluster agencies 
in monitoring 

 
 

 OCHA 
 AB 
 Clusters  
 Partners 

 

Risk 8 Reduce/Avoid 

- Development of clear resource mobilization 
strategy  

- Donors early indication of funding   

 
 
 
 
 

 HC 
 OCHA 
 Advisory Board 
 Donors 

 

Risk 7 Reduce Risk 

- Anti-Fraud Policies and application of 
additional control measures;  

- Incorporation of fraud and malfeasance 
clauses in the Grant Agreement  

 
 OCHA 

 

Risk 6 Reduce/Avoid Risk 

- Development of clear resource mobilization 
strategy  

- Donors indicate funding intentions early 

 
 OCHA 
 Donors 

 
 

Risk 5 Reduce Risk 

- Defining clear roles and responsibilities for 
the Advisory Board  

 
 OCHA 
 AB 

 
 
 

Risk 10 
& 11 

Reduce Risk 

- Encourage partners to reorganize and 
restructure their organizational structure 
through the provision of support and guidance 
by the HFU. 

- Implementation of operational modalities and 
other financial control measures 

- Make arrangements to expedite the 
contracting and issuance of grant agreements 
and other administrative issues 

 
 
 

 
 
 OCHA/Partners 

 
 
 

 OCHA 

 
 
 

Risk 12 
& 13 

Transfer/Reduce Risk 

- Engagement of a third party monitoring 
company  /information and technologies to 
support remote monitoring including web-
based monitoring 

- Provision on the job-training and training to 

  
 

 OCHA and 
Partners 
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staff 

- Timely deployment of funding staff and 
implementation of succession management; 
provision of additional capacities through 
outsourcing/Stand-by Partnership pools 

Risk 12 Reduce Risk 

- Activation of the cluster system and 
deployment of dedicated cluster leads  

- Definition of clear funding priorities  

- Outreach to partners to engage in 
coordination mechanisms 

 
 
  

 HC, Cluster 
lead agencies 

 Cluster 
Coordinators 
and partners 

 OCHA 

 
 
 
 
 

Risk 13 
&14 

 

Transfer/Reduce Risk 

- Engagement of a third party monitoring 
company  /information and technologies to 
support remote monitoring including web-
based monitoring 

- Provision on the job-training and training to 
staff 

- Timely deployment of funding staff and 
implementation of succession management; 
provision of additional capacities through 
outsourcing/Stand-by Partnership pools 

 
  

 
 

 OCHA/donors 
 
 
 
 

 OCHA  
 
 
 OCHA 

 
 
 
 
 

Risk 3 & 
2 

 

Reduce/Avoid Risk 

- Develop Operational Manual for the YHPF, to 
be endorsed and reviewed twice a year by the 
Advisory Board. 

- Develop an Allocation Paper that clearly 
specifies and defines priorities  

- Develop clear Humanitarian Response Plan 
(HRP) with clear cluster response plans. 

 
 
 

 
 
 HC 
 OCHA 
 Cluster 

Coordinators  
 
 

 

Risk 4  Reduce Risk 

- HNO/HRP; need to work further on the 
existing data/ info gaps.   

- Coordinated Assessment & Monitoring 
Framework exists 

Rolling  OCHA 
 Clusters 

 

Risk 1 Reduce Risk 

- Run YHPF workshops for NGOs and clusters 
as necessary, as well as YHPF presentation at 
cluster meeting.  

- Providing web-based support (online or CD-
ROM) as required. 

Rolling OCHA 
 

____________________________________________ 
1Reduce Risk – establish appropriate risk management mechanisms to reduce the likelihood and impact on achieving YHPF objectives 
Transfer Risk – reassign organizational accountability to another stakeholder that is willing to accept risk (example: use of third party 
monitoring entity) 
Accept Risk – this may be the only option in different cases, but OCHA and the HC needs to be aware of the potential consequences and 
establish appropriate controls 
Avoid Risk – avoidance of risk can be a valid strategy if the risk is highly likely to have disastrous effects. This type of strategy has to be 
well documented and informed 
 
 

G) Periodic Monitoring and Review of the Risks:  This framework takes into account contextual changes 
and as a living document will continuously be updated by the Fund Manager in consultation with the 
OCHA Head of Office. The HC as custodian of the fund will ensure that the risk management 
framework is updated, relevant and utilized. 
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 Feedback and Complaints Mechanism 

YHPF stakeholders with insufficiently addressed concerns or complaints regarding YHPF processes or 
decisions can at any point in time contact the OCHA Head of Office or write to yemenhpfcomplaints@un.org 
with these concerns. Complaints will be compiled, reviewed and raised to the Humanitarian Coordinator, who 
will then take a decision on necessary action(s). The HC will share with the Advisory Board any such 
concerns or complaints and actions taken thereof.  1. Please send any complaints to 
yemenhpfcomplaints@un.org with the subject line “YHPF COMPLAINT”.  If internet access is not available, 
complaints can be made telephone by leaving a message at the following dedicated phone line +967 
XXXXXXXX (to be set up). 
 
General feedback from partners or stakeholders regarding the YHPF can be sent to yemenhpf@un.org and 
will be answered by the pertinent focal point within the Humanitarian Financing Unit, in order to fully address 
or answer the issue raised by the sender. 
 
 
 Accountability to Affected Populations (AAP) 

Organizations implementing activities funded by the YHPF are strongly encouraged to abide by the five 
Commitments to Accountability to Affected Populations (CAAP) of the IASC (Leadership/Governance, 
Transparency, Feedback/Complaints, Participation, Design Monitoring and Evaluation).  

At the project proposal stage, implementing partners are asked to describe how affected populations and 
specific beneficiaries have been and will be involved throughout the project cycle. YHPF reporting and 
monitoring procedures will seek to verify how this has been applied throughout project implementation. This 
will include, for the projects that will be monitored, making an assessment of the level of participation and 
access to information by project beneficiaries.  

 Resources Required 

An Accountability Framework without adequate resources would remain a declaration of intentions that could 
not be fulfilled. The Accountability Framework requires that resources be provided at the different levels in 
order to accountably deliver its objective. A full inventory of minimum resources is required for successfully 
preparing and applying the Accountability Framework.  This will be developed and agreed upon by the HC 
and Advisory Board and will include funding for capacity assessment work, monitoring methodologies and 
other costs which may be required to accountably deliver the YHPF’s objectives. 

 
TABLE 11: Comparing Use of Different Monitoring Methodologies 
 

Monitoring 
Methodology 

Web-Based Third Party Remote Calling Peer Monitoring 

Purpose 

Verification  Verification 
 
(option for Quality 
Assurance) 

Verification  
 
(can feed into 
Complaints & 
Feedback System) 

Verification 
 
(option for Quality 
Assurance) 

Methodology 
is best used to 

achieve 

Monitor 
infrastructure 
projects. 
 
Compare situation 
before and after 
intervention. 

Monitor projects in 
UN no-go access 
areas and ensure 
physical verification 
of outputs.  

Monitor projects with 
high number of 
beneficiaries and in-
kind assistance. 

Monitor projects in 
UN no-go access 
areas and ensure 
physical verification 
of outputs. 

Reports 
generated 

Reports with 
images, pictures, 
videos, maps etc.  

Reports on each 
visit with information 
on project outputs 
and consolidated 
reports by 
project/location. 

Reports for each 
project on 
observations and 
statistics on 
respondents’ 
replies.  

Reports on each 
visit with information 
on project outputs 
and consolidated 
reports by 
project/location. 
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In order to become eligible to apply for funding under the YHPF, interested NGOs must participate in the due 
diligence and capacity assessment process. 
 
The Application Checklist includes the list of documentation required and recommended for OCHA to complete the 
due diligence and capacity assessment processes.  All documentation must be submitted through the Grant 
Management System at http://cbpf.unocha.org  
 

Organization Name in 
English (and Arabic if 
required)  

 

Organization Acronym in 
English (and Arabic if 
required) 

 

 
Part One: Basic Due Diligence Requirements: 

☐ 
Contact details for: 1) the NGO focal point responsible for the due diligence application; 2) the highest 
ranking person for Yemen operations (country director, regional director); 3) the headquarters contact 
for INGOs; 4) the organization’s global director (executive director) 

☐ Address and location of: 1) NGO headquarters; 2) the NGO’s main office in Yemen; 3) sub-offices in 
Yemen 

☐ Registration number and certificate(s) or documents with the Government of Yemen and/or home 
country for international NGOs 

☐ 
Brief summary of 1) sectors of operation in Yemen; 2) geographical area of operation in Yemen; 3) 
annual budget for the last three years in Yemen; 4) list of donors over last three years for projects in 
Yemen; and 4) information about NGO’s coordination in Yemen (clusters, HCT, NGO fora, etc). 

☐ Board of Trustees and/or Board of Directors with full list of members and brief biographical information 
of each member 

☐ Copy of Passport or Identity Card of organization’s executive director (the person ultimately legally 
responsible within organization – i.e. Secretary General or President, not the country director)  

☐ CV/Resume of the organization’s executive director (same person for whom passport or ID card is 
provided)  

☐ Recent Bank Statement and/or Letter from Bank attesting that the NGO is the owner of the bank 
account  

☐ Declaration of Conflict of Interest (signed by highest ranking official in country) 

☐ Declaration of Non-Support for a United Nations Designated Entity (signed by highest ranking official in 
country) 

☐ Declaration of any Previous or Pending Legal Processes or Investigations (signed by highest ranking 
official in country) 

☐ Declaration of recognition and Support of/for any United Nations compliance activity (ies) (signed by 
highest ranking official in country) 

☐ 
Declaration of Accuracy of Information: recognition that provision of false information or statement, will 
automatically lead to disqualification from any UN contracting, procurement or employment process 
(signed by highest ranking official in country) 
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Part Two: Capacity Assessment Documentation: 

☐ Governance Documents (i.e. constitution, mandate, mission statement)  

☐ List of donor capacity assessments conducted of the organization, and results of the assessment 

☐ An email from concerned Cluster coordinator(s), confirming participation in the Cluster and stating the 
number of 3/4W submissions by the organization to the Cluster (out of the last 12 months). 

☐ Annual organization reports for the last 1-3 years (not Yemen specific), if available 

☐ Annual financial statements for the last 1- 3 financial years for the overall organization (not Yemen 
specific), if available 

☐ Annual country work plans and budgets for the last 1-3 years, if available 

☐ Copies of a) external audits of financial statements for the last 1-3 financial years (global), and b) 
external audits of projects completed in the last 12 months (Yemen), if applicable and available 

☐ Reports from external and internal evaluations, reviews and studies undertaken in the last 1-3 years by 
the organization in Yemen  

☐ References and/or Letters of Recommendations (i.e. donors, partners, government, etc). 

☐ List staff, including gender, and positions for Yemen and any other country if staff there support Yemen 
activities (regional office), include organogram 

☐ List of all completed and on-going projects from the last 1-3 years in Yemen including level of funding, 
donor, sector, and title of each project 

☐ List and Contact Details of Implementing Partners if the NGO works through them (last 1-3 years) 

☐ Copy of Capacity Assessment tool if one is used for Implementing Partners  

☐ Narrative (one to two paragraphs) describing the methodology and approach to project monitoring. 
Include a description of how monitoring results are used by the organization.  

 
Policies/Manuals (when available, not to be created for this application): 

☐ Procurement & Logistics 

☐ Human Resources 

☐ Program Planning  

☐ Finance & Administration 

☐ Monitoring & Evaluation 

☐ Security, Safety & Access 

☐ Gender, HIV/AIDS and/or Environment 

☐ Child Protection 

☐ Code of Conduct (copy signed by appropriate organization official) 

☐ Upload statement describing the degree to which the above policies are implemented in Yemen 

 
Note – Questions and/or comments regarding this form and the capacity assessment process can be 
addressed to OCHA Humanitarian Financing Unit (HFU) at yemenhpf@un.org     
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Yemen Humanitarian Pooled Fund  
NGO Capacity Assessment Report 

NGO Name in English 
(and Arabic, as applicable) 

 

Organisation Acronym  

Capacity Assessment 
Focal Point  

 

Capacity Assessment 
Outcome 

Choose an item. Total Points:  

Submission Date  Click here to enter a date. 

Review Date Click here to enter a date. 

 

Governance and Institutional Capacity 
1. Does the organization have registration in Yemen? If no, does 

it have registration in another country? 
Choose an item. 
 
  Yes, if there is a registration (5 points) 

 No. Do not assess further. (0 points) 
2. Does the organization have a mission statement and goals 

clearly outlined in writing? 
Choose an item. 
 

 The organization has a clearly defined mission and goals that reflect the 
organization’s structure and operations.(4 points) 

 The organization has a mission statement and goals but they are vague 
and do not reflect the organization's structure and operations. (2 points) 

 The organization does not have a clearly defined mission and goals.  Do 
not assess further. (0 points) 

3. Are the organization's mission and operating 
mandate/activities in line with the humanitarian principles of 
neutrality, impartiality, independence and humanity? 

Choose an item. 
 

 The organization commits to upholding humanitarian principles in the 
implementation of its activities (3 points) 

 The organization is aware of the humanitarian principles but does not 
uphold them systematically in the implementation of its activities (1 point) 

 The organization did not provide any evidence to show its commitment to 
humanitarian principles (0 points) 

4. Does the organization have a structure of governance with 
clearly defined roles and responsibilities? 

Choose an item. 
 

 The organization has a formal structure of governance, the roles and 
responsibilities are well delineated and appropriately aligned with the 
governance hierarchy (3 points) 

 The organization has a formal structure of  governance, but respective 
roles and responsibilities are not well delineated or aligned with the 
governance hierarchy (1 point) 

 The organization does not have a formal structure of governance (0 
points) 

5. Does the organization have a defined managerial structure in 
place corroborated by an organization chart? 

Choose an item. 
 

 The organization has a clearly defined managerial structure in place 
corroborated by an organization chart (3 points) 

 The organization has a managerial structure but it is not corroborated by a 
clear organization chart (1 point) 

 The organization does not have a defined managerial structure (0 points) 
Technical and Response Capacity 
6. Does the organization have documented experience of 

implementing humanitarian activities in Yemen? 
Choose an item. 
 

 The organization has a minimum of 3 years of experience implementing 
humanitarian activities in Yemen (5 points) 

 The organization has between 1 and 2 years of experience implementing 
humanitarian activities in Yemen (3 points) 

 The organization has less than 1 year of experience implementing 
humanitarian activities in Yemen (1 point) 

 The organization has no experience implementing humanitarian activities 
in Yemen (0 points) 
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7. Has the organization undergone a capacity assessment to 
receive funding from UN agencies, INGOs, and/or bilateral 
donors during the last 3 years for humanitarian response in 
Yemen? 

Choose an item. 
 
 

 Yes, and has passed a capacity assessment (5 points) 

 Yes, but has not passed a capacity assessment (2 points) 

 No (0 points) 

8. Does the organization have geographical coverage in priority 
areas identified by the Yemen Humanitarian Response Plan? 

Choose an item. 
 

 Yes, in more than one priority area (4 points) 

 Yes, in one priority area (3 points) 
 No (0 point) 
9. Does the organization have proven experience in the 

operational clusters of the Yemen Humanitarian Response 
Plan? 

Choose an item. 
 
 

 Yes, in 4 or more cluster (3 points)  
 Yes, in 1-3 clusters (2 points) 
 Yes, in 1 cluster (1 point) 
 No (0 points) 
10. Are the organization’s programme priorities and services 

based on needs assessments? 
Choose an item. 
 

 Current programme priorities and services are defined on the basis of both 
internal and external needs assessments (3 points) 

 Current programme priorities and services are defined on the basis of 
external needs assessments but not on assessments carried out by the 
organization nor of its institutional expertise (2 points) 

 Current programme priorities and services are not defined on the basis of 
needs assessments nor of institutional expertise (0 point) 

11. Does the organization have feedback and complaint systems 
for beneficiaries? 

Choose an item. 
 

 The organization has a comprehensive feedback and complaints 
mechanisms for beneficiaries and applies it systematically to its 
programmes (3 points) 

 The organization has a feedback and complaints mechanisms for 
beneficiaries but it is not systematically applied (1 point) 

 The organization does not have feedback and complaints mechanisms for 
beneficiaries (0 points) 

Funding Capacity 
12. Does the organization receive funding for programming in 

Yemen from sources other than private funding? 
Choose an item. 
 

 Yes, the organization receives funding from a mix of donors, including 
bilateral donors, UN agencies and/or INGOs (4 points) 

 Yes, the organization receives funding but only from one source (2 points) 
 No (0 points) 
13. Does the organization have recent experience receiving grant 

support from international donors and/or international 
partners? 

Choose an item. 
 

 The organization has 3 or more signed grant agreements and/or MOUs 
with bilateral donors and/or international partners (4 points) 

 The organization has 1-2 signed grant agreements and/or MOUs with 
bilateral donors and/or international partners (3 points) 

 The organization has no experience with donors or international partners 
(0 points) 

Coordination and Partnership Capacity 
14.  Is the organization a member of any clusters, NGO 

groups/consortia? 
Choose an item. 
 

 Yes, it participates in clusters and shares its 3W information on a regular 
basis (3 points) 

 Yes, but does not participate in sector working groups or share 3W 
information on a regular basis (1 point) 

 No (0 points) 
15. Does the organization have experience in working with sub-

implementing partners (IPs)? 
Choose an item. 
 

 Yes, and it carries out capacity assessments of its sub-IPs (3 points) 
 Yes, but it does not carry out capacity assessments of its sub-IPs (1 point) 
 No (0 points) 
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Financial Management Capacity 
16. Does the organisation have a finance manual outlining 

policies and procedures? 
Choose an item. 
 

 The organization has a comprehensive finance manual and a system to 
ensure and monitor compliance (4 points) 

 The organization has a comprehensive financial manual but it does not 
have a system to ensure and monitor compliance (2 points) 

 The organization has no or an incomplete finance manual and it does not 
have a system to ensure and monitor compliance (0 points) 

17. Does the organization produce budgets for its projects and 
record expenditure against them? 

Choose an item. 
 

 Produces budgets and records expenditure against them (4 points) 
 Produces budgets but does not record expenditure against them (2 points) 
 Does not produce budgets (0 point) 
18. Does the organization currently use a double entry 

accounting system and does it generate reports directly from 
it? 

Choose an item. 
 
 

 The organization has a double entry accounting system and generates 
reports directly from it (3 points) 

 The organization has a double entry accounting system but does not 
generate reports directly from it (2 points) 

 The organization does not have a double entry accounting system (0 
points) 

19. Have the organization's financial statements been regularly 
externally audited in the past three years? 

Choose an item. 
 

 The organization's financial statements were regularly externally audited in 
the past three years (4 points) 

 The organization's financial statements were externally audited in the past 
three years but not following a regular schedule (2 points) 

 The organization's financial statements were not externally audited in the 
past three years (0 points) 

20. Were there any major accountability issues highlighted by 
external audits in the past three years? 

Choose an item. 
 

 No major accountability issues were brought up in audit reports over the 
past three years (3 points) 

 Some important accountability issues were brought up in audit reports 
over the past three years that were fully addressed by the organization (2 
points) 

 Major accountability issues were brought up in audit reports over the past 
three years that were not addressed by the organization (1 point) 

 The organization has not undertaken external audits in the past three 
years (0 point) 

21. Does the organization receive regular financial reports from 
sub-implementing partners? 

Choose an item. 
 

 The organization receives regular financial reports from its sub-
implementing partners and carries out verification (3 points) 

 The organization receives regular financial reports from its sub-
implementing partners but does not carry out verification (2 points) 

 The organization receives ad hoc financial reports from its sub-
implementing partners or does not have sub-implementing partners (0 
points) 

Logistics Capacity 
22. Does the organization have its own procurement policies 

and/or procedures and does it comply with them? 
Choose an item. 
 

 Procurement policy/procedures in place and followed (5 points) 
 Procurement policy/procedures in place but not followed (2 points) 
 Procurement policy/procedures not in place (0 points) 
23 Does the organization have a stock management system in 

place with a clear disposal policy that is fully operational? 
Choose an item. 
 

 The organization has a stock management system in place with a clear 
disposal policy that is fully operational (3 points) 

 A stock management system is in place and a disposal policy exists, but 
there are gaps in implementation (1 point) 

 No stock management system in place or disposal policy (0 points) 
24.  Does the organization have an asset management system in 

place with a clear disposal policy that is fully operational? 
Choose an item. 
 

 The organization have an asset management system in place with a clear 
disposal policy that is fully operational (3 points) 



Annex 2: NGO Capacity Assessment Tool  37 
 

37   
 

 An asset management system is in place and a disposal policy exists, but 
there are gaps in implementation (1 point) 

 No asset management system in place or disposal policy (0 point) 
Human Resources Capacity 
25. Does the organization have recruitment, employment and 

personnel policies that are clearly defined and followed? 
Choose an item. 
 

 The recruitment, employment and personnel practices are clearly defined 
and followed, and embrace transparency and competition (4 points) 

 The organization has recruitment, employment and personnel policies but 
they are not followed regularly (2 points) 

 The organisation does not have defined recruitment, employment and 
personnel policies (0 points) 

Monitoring Capacity 
26. Does the organization regularly monitor projects and records 

findings in a consistent manner? 
Choose an item. 
 

 The organization regularly monitors activities implemented and records 
findings in a consistent manner (5 points) 

 The organization does ad-hoc monitoring and/or does not record findings 
in a consistent manner (2 points) 

 The organization does not regularly monitor project activities (0 points) 
27. Is monitoring data available, analysed and used to inform 

programme formulation and decisions? 
Choose an item. 
 

 Programme monitoring data is available and routinely analysed and 
systematically used to inform programme decision-making (4 points) 

 Reasonable programme monitoring data is available,  but not 
systematically analysed and used to inform programme decision-making 
(2 points) 

 There is no reliable programme monitoring data to support data analysis 
and to inform programme decision-making (0 point) 

 
Risk Levels based on Capacity Assessment Scoring Results 

 

 
Scoring 
in Points 

Recommendation 

Category A 91 - 100 Organisation is eligible as a Low Risk partner. 

Category B 71 - 90 Organisation is eligible as a Medium Risk partner.  

Category C 51 - 70 Organisation is eligible as a High Risk partner. 

Category D 
0 – 50   Organization is not eligible.  A new submission for capacity assessment 

can be considered by the ERF twelve (12) months after this review date. 

 

 
 


