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Hierarchical relations between the JTS and other relevant programme structures
Rationale

Under IPA III CBC programmes the technical assistance priority is implemented through grant contracts awarded to a partnership established between the cross-border cooperation structures (CBCSs) of two beneficiaries participating in the programme. During the old IPA II programming process, upon the initiative of the EC, beneficiary countries for each CBC programme reached an agreement on which country would have to host the CA. Every country ended up hosting the CA for at least one cross-border programme. This set-up is maintained for the implementation of the IPA III CBC programmes. The CBCS of the country where the CA is located concludes the TAGC with the relevant DEU. This CBCS is directly responsible for the implementation of the TAGC, including transfer of funds to the partner beneficiary CBCS (PCBCS), as well as the eligibility of all costs incurred under the TAGC. The implementation of the TAGC is supervised by the DEU of the country where the CA is located.

The main purpose of the TAGC is to finance operations of the programme’s JTS, as detailed in this manual. Therefore, most technical and practical matters related to the implementation of the TAGC are carried out by the JTS staff and subsequently checked, approved and endorsed by other programme bodies, i.e., the CBCS responsible for implementation of TAGC (which has to coordinate approval circuits with the PCBCS in many situations), the JMC and the DEU that is the CA for the TAGC.
Considering the complexity of this situation, it was necessary to set the procedures that would describe the 
a) lines of communication,

b) reporting obligations,

c) delegation of tasks and

d) supervision

among representatives from the different management structures involved in the implementation of the programme.
General Principles

· Considering the most important aspects of a CBC programme implementation, the relations among different programme bodies are logically divided into two main categories:

I. Technical assistance grant contract:

The primary aspect of this category is efficiency, effectiveness and regularity of the implementation of TAGC. This includes tasks from Section B of this manual: ‘Managing technical assistance’.
II. CBC programme implementation:
The primary aspect of this category is efficiency and effectiveness of the implementation of CBC programme, excluding the TA priority. This includes tasks from Sections E-H of this manual.

Many tasks described in Sections E-H of this manual relate to both categories, i.e., when programme implementation related matters have consequences on the TAGC expenditures (e.g., the CA is requesting an action from the JTS that will have a financial repercussion on the budget of the TAGC).
Given the number of bodies involved and the variety of tasks that need to be carried out, the following basic principles should be respected:
1. Each body should appoint one person that will be the primary contact point for each category of relation. 
For category I of communication, the contact person should be knowledgeable in technical issues related to the implementation of the TAGC. The logical choice would fall onto a person dealing with finance/administration. 
For category II of communication, the contact person should have the relevant experience and knowledge as well as a deep insight in all details of the implementation of the CBC programme for which he or she has been appointed. 
It is quite acceptable that the same person could perform the two functions referred to, i.e., there could be one contact point per institution and programme regardless of the category of communication involved. 
2. Depending on the content and nature of communication, contact points of concerned bodies shall always be copied, regardless of who the initiator of the communication in question is. Please refer to the table at the beginning of each section (B-H) of this manual for the list of concerned bodies taking part in each task.
3. Regardless of the content and nature of communication, the contact point in the CBCS of the lead IPA III Beneficiary as well as the head of JTS shall always be copied (or informed in case of oral communication), subject to the confidentiality rules applicable.
4. Whenever the JTS communicates with any of the programme bodies, the contact point in the CBCS of the lead IPA III Beneficiary will always be copied (or informed in case of oral communication).
5. When referring to communication between two bodies, it shall be understood that the nominated contact points for the relevant category of communication have exchanged views. The contact point for the JTS is always its head, unless otherwise set in the internal communication procedures of the JTS.
Direct Management
The relations among bodies responsible for implementation of a cross-border programme under direct management are presented in Graph 1.
Graph 1: Organisational structure of programme bodies in direct management
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The left-hand side of the graph presents the structures in country A, the lead beneficiary, where the CA is located, whereas on the right-hand side the programme structures in country B – the partner beneficiary – are presented. 

Programme bodies are presented by rounded rectangles in different colours, depending on the type of the body; the programme bodies in country B are displayed in a lighter colour, because they are the partners and their responsibility for programme implementation under IPA III is little less significant than that of the programme bodies in the country A (leader) where the CA is located. The major role of each body is indicated within the respective callouts.
Connections between the bodies display the possible lines of communication between them. Arrows indicate the possible directions of communications. Please note that all communications are bi-directional. Lines of communication in country B are dashed because of their relative significance. Each line of communication is labelled with a number. These numbers are used as references when describing the communications in the text and tables below.
Please note that the JMC is presented by a large transparent rounded rectangle with dashed outline that represents the communication line with other programme bodies (line number 6). This rectangle representing the JMC overlaps partially with all other bodies since the latter have their representatives in the JMC. There is no individual communication between any of the bodies with the JMC, as the communication is done either through official JMC meetings where all bodies are present, or through written procedure that always includes all bodies. 

Table 1: Category I (TAGC related) relations between programme bodies under direct management.
	Line of comm.
	Description
	Anticipated frequency of comm.
	Body with “higher authority”
	Reporting provisions

(type - frequency)

	1
	JTS - CBCS. The CBCS is the coordinator for the TAGC which is used for financing operations of the JTS; therefore, each action undertaken by the JTS by default requires the prior approval from the CBCS, especially when costs are being involved. Communication goes both ways since tasks can be initiated either by the JTS or by the CBCS.
	Daily
	CBCS
	Timesheets - monthly

Monthly rep. – monthly (if any)
Interim reports - 
where required

	1a
	JTS – PCBCS. The partner beneficiary cross-border cooperation structure (PCBCS) is a member of the partnership that implements the TAGC and is responsible to the CBCS that is the coordinator for the TAGC for the eligibility of costs incurred under the TAGC in the partner country (subject to the provisions of the partnership agreement that should be concluded between the two CBCSs). In fact, this line communication is analogous to the one bearing the no 1: when costs are incurred in the partner country, approval should be obtained from the PCBCS first. However, this can be agreed differently by the CBCSs for each programme.
	Daily
	PCBCS
	Timesheets - monthly

Monthly rep. – monthly (if any)

	2
	JTS – DEU. Although the CBCS is the coordinator for the TAGC, the JTS will be mainly implementing it. The DEU is the CA for the TAGC and it might occur that it contacts the JTS directly for some issues; direct contact should increase the efficiency of communication and decrease the possibilities for misinterpretation. By default, the communication will be directed from the DEU to the JTS (but the JTS should always address the CBCS first, which will address the DEU if needed)
	Monthly
	DEU
	n/a

	2a
	JTS – partner country DEU. Since the partner country DEU bears no responsibility for the implementation of the TAGC, the communication should be minimal, if any. If information on the TAGC is needed, the DEU that is the CA for the TAGC should be contacted (see line of communication no 5). If contacted directly, the JTS should always consult the CBCS and the DEU that is the CA for the TAGC before replying.
	Rarely
	DEU
	n/a

	3
	CBCS - DEU. The DEU is the CA for the TAGC, whereas the CBCS is the coordinator (grant beneficiary); thusly this relation is the most important for the efficient and effective implementation of the TAGC. Consultations will take place frequently, especially at the beginning of the implementation of the TAGC.
	Weekly
	DEU
	Interim reports – if and when required
Final report – one per contract

	4
	CBCS – PCBCS. Relations should be regulated in the partnership agreement concluded between the two CBCSs regarding the implementation of the TAGC. This is very important for the efficiency, effectiveness and regularity of implementation of the TAGC. Some communication might be directed through the JTS; if not, the JTS should be copied/informed whenever appropriate.
	Weekly
	CBCS
	JTS reports - monthly

	4a
	PCBCS – partner country DEU. This relation does not affect the implementation of the TAGC in any way.
	n/a
	n/a
	n/a

	5
	DEU – partner country DEU. Consultations mainly when preparing the invitation to apply or approving the reports under the TAGC. The partner country DEU will be interested in the objectives of the TAGC when creating the invitation and might be able to confirm some data from the reports when they are submitted.
	6-monthly
	DEU that is the CA for the TAGC
	n/a

	6
	JMC – other bodies. JMC is generally not interested in details regarding the implementation of TAGC, as long as there are no problems affecting the implementation of the CBC programme. The JMC is in charge of approving the JTS annual work plan as well as the communication and visibility plan of the programme. Both CBCSs and both DEUs are represented in the JMC and will be informed on the implementation of the TAGC because of the lines of communication 1 to 5 described above.
	6-monthly
	PCBCS (chairs the JMC)
	Annual report on implementation - yearly


Table 2: Category II (programme related) relations between programme bodies under direct management. 
	Line of comm.
	Description
	Anticipated frequency of comm.
	Body with “higher authority”
	Reporting provisions

(type - frequency)

	1
	JTS - CBCS. By default, all JTS activities related to day-to-day implementation of the CBC programme require prior approval or at least examination by the CBCS (refer to the core text of this manual for precise instructions for each task in Sections C-H). Exceptions are made only for tasks related to the JTS’s assistance to the CA in relation to Sections C-D of this manual (if such assistance is required from the CA) and in matters related to monitoring of projects under implementation by the JTS (in which case the CBCS should be informed on monitoring plans and outcomes of the monitoring visits).
	Daily
	CBCS
	Timesheets – monthly
Annual reports on implementation - yearly

	1a
	JTS – PCBCS. Analogous relations as in the line of communication no 1: PCBCS is genuinely interested in the efficiency and effectiveness of programme implementation and should always be consulted for any programme related matters. Depending on the specific task, this can be done either directly by the JTS, or the CBCS can consult the PCBCS before passing the information further to the DEU (for details refer to relevant sections of the core text of this manual).
	Daily
	PCBCS
	Timesheets – monthly

Annual reports on implementation - yearly

	2
	JTS – DEU. Since the JTS is also set up to assist the DEU in matters related to the implementation of the programme, this relation is very important. Although most communication will go through the CBCS, there are some tasks that might require direct communication, e.g. where this will increase the efficiency of communication (e.g. capacity building for grant beneficiaries and potential applicants, monitoring of implemented projects, information campaigns, etc.), or where this is necessary because of the rules applicable (e.g. confidentiality during the evaluation of project proposals where the CA may require the JTS’s support according to the framework agreement).
	Monthly
	DEU
	Summary monitoring visit report – 6 monthly

	2a
	JTS – partner country DEU. The partner country DEU is not the CA and has no jurisdiction over either the implementation of CBC projects or the TAGC, but it is genuinely interested in the success of the programme and might send queries to the JTS to this regard. The DEU and the CBCS should always be copied or informed on the queries as well as on the replies and should be consulted before any reply is dispatched.
	6-monthly
	Partner country DEU
	Summary monitoring visit report (copy) – 6 monthly

	3
	CBCS - DEU. This is the most important relation under this set-up as it concerns every aspect of implementation of the programme. The DEU is the CA, while the CBCS is the main stakeholder of the programme. 
	Weekly
	DEU
	Annual reports on implementation - yearly

	4
	CBCS – PCBCS. All decisions related to the implementation of the programme must be made by consensus of these two parties – either formally through JMC decisions, or informally for other tasks. A good partnership needs to be established since both bodies are genuinely interested in the success of the programme. The PCBCS is always the chair of the JMC (see line of communication no 6)
	Daily
	CBCS
	n/a

	4a
	PCBCS – partner country DEU. These two institutions are not in charge of contracting or monitoring projects under the programme, but they are genuinely interested in the efficiency and effectiveness of the programme. This relation will be limited to consultations regarding various programme implementation issues to be communicated to the leader CBCS and the DEU.
	
	
	

	5
	DEU – partner country DEU. Communication will take place through the JMC or during bi-lateral coordination meetings of all programme bodies organised when strategic decisions need to be made. The DEU is solely responsible for finance and contracting issues in the entire programme territory and might consult or share relevant information with the partner country DEU, depending on their internal arrangement.
	6-monthly
	DEU
	n/a

	6
	JMC – other bodies. Most of the interaction takes place during the JMC meetings (at least twice a year) or through written procedure (ad hoc, when needed). All other bodies are represented in the JMC and will always be informed this way. JMC meetings should be organised whenever the JMC needs to make strategic decisions such as how each call for proposals should look like, provision of advisory opinion on the list of operations selected, approval of the annual report on implementation or revision of the programme document. Technical matters such as examination and approval of the communication and visibility plan, approval of the evaluation plan or approval of the JTS annual work plan can be made using the written procedure.
	6-monthly
	JMC
	Annual report on implementation - yearly
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