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Management Terms of Reference

The Management Terms of Reference was developed to clarify how the Canadian Partnership for Children’s Health and Environment – CPCHE will operate. Naturally, given the evolving nature of the Partnership, the Management Terms of Reference will evolve to meet the needs of the group. 

Using the Constellation Governance Model as a foundation, the partners hope to embody the following principles through the CPCHE:

· Work cooperatively for our mutual benefit

· Commit to clear and open discussion of issues affecting project outcomes

· Allocate adequate planning g resources to support a Constellation

· Regularly evaluate a Constellation’s work and activities

· Commit to a long-term partnership

1.1 Role of the Secretariat

A Secretariat was created – with unanimous support – to manage and support the day-to-day operations of CPCHE and to build Constellation activities.  
The primary role within the Secretariat will be the Partnership Director. Additional staff will be sought to reflect both the projects of CPCHE and the funds available. 
As such, the Secretariat will be responsible for the following objectives:

· Support and facilitate the work of the Coordinating Committee (CC) 

· Convene and support the Coordinated Voice Constellation to facilitate a coordinated communications strategy that effectively reaches target audiences

· Provide oversight and management of the Website and Information-Sharing Portal Constellation and other core CPCHE initiatives.
· Create and implement a five-year business strategy designed to guide CPCHE, the CC and the Secretariat

· Fundraise for the Partnership’s work

· Where possible, incubate Constellation work through coordinated strategy, fundraising and collaborative support,

· Manage internal Secretariat operations

1.2 Secretariat Reporting

· The Secretariat reports to the Coordinating Committee, regardless of the funding source and which lead organization the funding is secured through. 
· The secretariat will not be based in any one organization, but rather, they will ideally work remotely.

· Using the Strategic and Business Strategy as a guide, the CC is responsible for establishing Secretariat priorities on an as-needed basis.  Activities that fall outside of the Business Strategy’s scope require CC approval.

1.3 Secretariat Funding

· Exclusive funding will be sought to cover the operating expenses of the Secretariat wherever possible.  

· All future CPCHE funding applications will incorporate a 15% project administration fee; with 5% allocated to the Secretariat and 10% to the lead organization. This 5% will be allocated to projects in the following circumstances:

a) when a proposal has been largely developed by the CPCHE secretariat on behalf of one or more of the partners

b) when a group of partners are presenting the project as a CPCHE initiative, when the secretariat has been involved and the CPCHE CC has approved a project.

There will be times when this arrangement will not be possible. This will be discussed and agreed upon by the Coordinating Committee.

· One partner will act as the “CPCHE trustee” and will invoice the lead agency for the 5% when project funding has been secured by a funder. This will allow the ‘trustee’ to use these funds as necessary. This “CPCHE trust” will be used at the discretion of the Partnership Director to meet the miscellaneous expenses of running CPCHE.

1.4 Secretariat Personnel

The proposed Secretariat positions are outlined bellow.  They may act either as staff or as contractors.

The Partnership Director will retain the following responsibilities and skills:

· Manage day-to-day operations that ensure the Partnership is moving forward 

· Implement the Governance Model and Management Terms of Reference 

· Fundraise for the Partnership and the Constellations

· Facilitation and conflict resolution expertise 

· Expert facilitation skills and a broad knowledge of partnership development strategies that work, both offline and online 

· Communications and Liaison between the partners 
· Preparation of materials, along with financial and other pertinent reports

· Constellation development and support

· Reports exclusively to the Coordinating Committee

The Partnership Director must be a senior member of staff with a solid grasp of partnership development.  The position will likely be part-time.

1.5 Constellations

The primary activities of the CPCHE occur through the Constellations – loose, flexible and self-governing units designed to benefit from the Partnership. The constellations do need to maintain a relationship with the Coordinating Committee in order to ensure the smooth coordination of the broader partnership. As such, the following terms of reference have been laid out to guide Constellation creation and management:

· Two types of constellations will emerge: partner-driven “issue” constellations; and secretariat lead/capacity-building focused “core” constellations.

· Partners may bring a Constellation idea to the CC at any time to determine if other partners are interested in working jointly on an initiative. 

· Given the limited funding and resources, the CC will be responsible for prioritizing the Secretariat’s work.  This duty may limit the resources available to the Constellations, but should in no way hinder partner initiatives.

· In all cases, the Secretariat will play a key coordinating role amongst the constellations without being an obstacle to any of the constellation activities.

1.6 Core Constellations or Core Projects

· In the case of core projects, the lead agency is really only housing the project on behalf of CPCHE and as a CPCHE partner. 

· The lead agency is ultimately accountable for the position and the project and may invoke the conflict resolution process as needed, but until then, all parties will be involved in decision-making with the goal of working to consensus. 
· The day-to-day management of the project will be determined in the proposal development process.

· In order to ensure coordination and cohesiveness as a partnership, any staff positions will report to the CPCHE Partnership Director (who in turn reports to the CC) to ensure that the project is well managed and coordinated without undue workload falling onto the lead agency.
· The Partnership Director may assign this reporting relationship to the most appropriate committee or organization depending on the nature of the project. 
· It is clear that in some cases a person hired may be reporting to both the CPCHE Partnership Director for the purposes of coordinating work and will ultimately be reporting to and accountable to the lead agency when appropriate.

1.7 Issue and Project Constellations

· The constellations are responsible for establishing and maintaining their own internal decision-making processes. 
· Staff hired through a constellation will work for and report to that constellation, which will be responsible for developing job descriptions, hiring, evaluating and dismissal of personnel as needed.

· The Secretariat will have no direct supervisory role over the “issue” constellations, but will work closely with them to foster a positive relationship through facilitation and communication. 

1.8 Submitting Grant Applications and the Role of the Lead Agency
· CPCHE has identified that one of its primary objectives is to submit joint grant applications for the development of its collective and collaborative work.

· Unless otherwise stated, grant applications will come from the CPCHE lead organization with all members of the constellation listed on the application. One of the groups will act as the lead organization in all cases. This means that the applications will come from the Partnership with a full list those organizations that are signing on to that project. 

· All lead organizations, partners, personnel, contractors and contracts will, wherever possible, be determined during the proposal development process by the partners that are party to the project. If this is not possible, the Partnership Director will be responsible for negotiating a suitable agreement amongst the partners.

· Funds, legal responsibility and signing authority will reside within the lead organization, unless otherwise stipulated among the partners signing on to the project.

· If a Constellation intends to apply for funding under the name of the CPCHE, the CC must endorse its activities. 

· Resource allocations are made within the Constellation; ideally, these allocation decisions will be made prior to grant submission. Where this process is not possible, all members that are signatories to the grant should be involved in such decisions.

1.9 Hiring Protocol

CPCHE has as one of its core goals, to build the capacity of its members first. As such, we have adhered to the following hiring process:

· Identify a lead agency that will benefit from the project in the proposal development process. 

· Where this is identified, this organization would be the lead and the funding may be used to support existing staff in their work. The project would become a part of an existing staff position. This should be identified as early in the proposal development process as possible so that we may benefit from this transparency.

· Where it is not clear who will assume a role in the funding process, a job posting would be posted internally to all of the CPCHE partners describing the role to see if any organization is interested in assuming the position. 

· If only one group responds, the CC will consider whether the group is able to undertake the role and will likely proceed with this decision. 

· If two or more groups are interested, members who are not affected by this decision will form a committee to make a decision from among the partners. 

· Only if no one internally is interested in the position or if the applicant is not qualified for the position, CPCHE would post the position externally. 

1.10 Conflict of Interest Guidelines

It is beyond the scope of this document to present an exhaustive Conflict of Interest Guideline. Generally, the CPCHE will adhere to commonly held conflict of interest practices, wherein a party will absent themselves where appropriate.  

The Coordinating Committee will ultimately be responsible for determining procedures on an as-needed basis.  If a discrepancy or disagreement between any of involved groups arises, a meeting will be held with the Secretariat, in hopes of reaching consensus on the issue. 






