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Environmental Sustainability and Policy for Cocoa Production in Ghana Project

MINUTES OF INAUGURAL MEETING OF STEERING COMMITTEE
Meeting Agenda:
1. Welcome – Chief Executive, COCOBOD - Chairman

2. Self introduction by Members

3. Opening Remarks – COCOBOD, UNDP & Mondelez Representatives

4. Roles & Responsibilities of the Committee 

5. Formulation of guidelines to govern the committee’s work

6. Next Steps

7. Other Matters

8. Closing

	Date: May 28, 2013
	Time: 10:30 am – 1:15pm
	Venue: Board Room, CMC – Cocoa House

	

	1. Summary of Agenda Discussions

	

	Item 1 – Welcome
	Mr. Emmanuel Opoku stood in for the Chief Executive of COCOBOD (CE) as Chairman for the inaugural meeting. The CE and Dr. Yaw Adu-Ampomah, Deputy Chief Executive, Agronomy and Quality Control, could not attend due to a clash of dates with a COCOBOD Board Meeting. 
On behalf of the CE and COCOBOD, the Chairman welcomed all members to the meeting and expressed his delight that the meeting was going ahead despite the circumstances of the day.


	Item 2 – Self Introduction
	Each member as well as those in attendance introduced themselves and gave a short outline on their responsibilities in the institutions they represent. 


	Item 3 – Opening Remarks
	Opening remarks were made by representatives of the three key contributors to the project – COCOBOD, Mondeléz International and UNDP.

COCOBOD
Speaking on behalf of COCOBOD, the Chairman indicated that environmental sustainability had implications for sustainable cocoa production. He stressed on how important natural resources such as land, forest, and other ecosystem were to the survival of the human race and for that matter Ghana’s economic growth. 
He observed that with the expansion of cocoa production, forests had been converted into farm lands and wildlife displaced resulting in a massive encroachment of the ecosystem and added that the time has come for all of us to ensure we restore it. 

He highly commended the UNDP and Mondeléz for working so hard to bring the project into fruition and for the support so far. He recalled the complexity of the international commodity supply chain (farmers, LBCs, processing companies, civil society, consumers) and suggested the project should be integrated into this chain so as to meet the expectation of all the key stakeholders. 

UNDP
The UNDP was represented by its Country Director, Dr. Kamil Kamaluddeen. In his opening remarks, he emphasized his organization is providing support to countries to provide home grown solutions to development challenges facing them. According to him, the UNDP does not determine what is needed and what to do. He noted the importance of the cocoa industry to Ghana’s economy and agreed with the Chairman on the need to promote sustainable production system in order to guarantee the future of the industry. In his view, this was very crucial in the face of current global climatic changes that can have a negative impact on the cocoa industry and livelihoods. He pointed out that there is no other institution that is better placed to bring about changes in cocoa sector that promote environmental sustainability other than COCOBOD and encouraged her to use the opportunity to save and secure the future of the industry in Ghana. He also commended Mondeléz International for the funding support and stressed on the need for stronger partnerships with the private sector as demonstrated by the project. He said the pride of the UNDP would be to ensure the project is implemented successfully. 
Mondeléz International
Mondeléz International was represented by Mr. Jephthah Mensah. In his opening remarks, he explained the trajectory of changes that has occurred at the Cadbury Cocoa Partnership (CCP) resulting in birth of the Cocoa Life program. He explained the CCP started with Cadbury before it became Kraft Foods which later became Mondeléz International. He added CCP has now been renamed Cocoa Life. 
He provided some background leading to this current project dating back to 2010 when CCP and the UNDP entered into talks on the need for a project of this nature. He noted that the CCP program was largely focused on social and economic impacts but not specifically on environmental sustainability. He added that there was therefore the need to design a project to fully take on board issues of the environment and its sustainability – hence the Environmental Sustainability project which he thought was long over due. He said having worked directly with cocoa farmers; his view was that the project is a laudable effort by the stakeholder. His conviction is premised on the fact that most cocoa farmers only think of the immediate economic returns they can get from their farming activities, often forgetting about how to sustain future production. He hopes the project would help to address this gap that would lead to the adoption of environmentally sustainable practices. He pledge the continuous support of his organization to the project. It is his expectation that the Steering Committee would provide the needed guidance that would lead to a successful implementation. 



	Item 4 – Roles and Responsibilities of the SC
	Members reviewed the roles and responsibilities of Project Steering Committee (SC) as outlined in the Project Document and agreed the SC should be responsible for overall project oversight including performance review and approval of work plan and budget developed by the PMU. SC is therefore to provide policy direction and approve major revisions to project implementation plan and budget. PMU could therefore not implement any work plan unless approved by the SC. 

It was the Committee’s view to include other stakeholders for information sharing such as the World Bank who is working on a new project on smart agriculture and the Forestry Commission to address issues on tree tenure in cocoa landscape among others. This is to avoid an overlap in activities with similar projects. 

The meeting was informed by the PMU that a draft work plan and budget have been developed for FY13. This would be finalized after it is discussed at the project inception workshop and reviewed. 

The project came with an approved annual budget for each project year that needs approval from the committee. Any additional expenditure outside the original budget the committee considers crucial for successful implementation could be considered and included in a revised budget. Without the approval of the SC, no unbudgeted expenditures would be allowed. The committee also agreed to move fund from one activity to another if it could be justified.

The committee agreed to hold quarterly meetings during this first year of implementation in order to ensure project activities are properly brought on stream. 



	Item 5 – Formulation of Guidelines
	To 

St     To streamline  its activities, the committee adopted following basic guidelines to govern its operations:
· Venue for committee meetings - Cocoa House

· COCOBOD chairs all committee meetings and can be represented by either the Chief Executive or the Deputy Chief Executive, Agronomy & Quality Control 
· UNDP will be represented by either Country Director, or his representative, or another focal person. Normally more than two people would attend although UNDP would have one seat
· Seven institutions  -COCOBOD, Lands Commission, Ministry of Lands and Natural Resources, Forestry Commission, Ministry of Finance and Economic Planning, Mondeléz International and UNDP constitute the SC
· All institutions should be represented by an appointed individual to avoid a situation where different representatives attend meetings at different times 

· Five members out of seven form a quorum for a meeting to take place
· Other technical specialist can be invited to participate in meeting proceedings and would be recognized as being “in attendance”
· Project Coordinator is the secretary to SC but not a member 
· Agenda for meetings should be prepared in consultation with the Chief Executive 


	Item 6 – Next Steps 
	A      A number of activities have been scheduled for implementation before the next SC meeting on June 13th 2013. These include:

· Project inception workshop (May 29th): The draft work plan would be discussed at the inception workshop among other things

· Final drat of work plan and budget for approval by SC
The meeting also stressed on the need to avoid giving short notices for meetings and that future invitations can be served by email and phone calls.

	Item 7 – Other matters
	Project Management Structure:
As part of other matters, the meeting discussed the project management structure and its alignment to the various implementing institutions. The project is a COCOBOD project but implementation operations would be supported by the UNDP including project budget and related financial transactions.
Procurement:
In terms of procurement, two options are applicable: PMU could make request to COCOBOD based on the approved budget and it will be processed or advanced. Or UNDP could procure, but only based on a request from COCOBOD. 

In order not to un-necessarily delay the procurement process, the meeting decided it would be prudent to employ both options in the interim depending on the particular item to be procured. For instance, the UNDP could procure the project vehicle on behalf of COCOBOD as it already has a standing agreement with one of the dealers that would give a rebate on the price.

Micro-assessment
The meeting also discussed the micro-assess process that the UNDP normally conducts on implementing partners. Already the assessment forms had been given to COCOBOD for completion. It however came to light that some of the information requested is very sensitive and would be challenging for COCOBOD to release. UNDP recommended that COCOBOD provide as much information as they are comfortable with and discuss the rest with the consultants.



	Item 8 – Closing Remarks
	Fo   For his closing remarks, the Chairman re-emphasized the importance of sustaining environment so that Ghana could continue to enjoy cocoa. SC has enormous tasks. The committee was duly inaugurated.



	2. Major Decisions Taken and Follow Up Action 

	
	Activity
	Responsibility
	Time Line

	Issue 1
	The committees reviewed its roles and responsibilities and suggest some changes in wording to enhance clarity. The amended roles and responsibilities is attached as Annex 1 of the minutes 
	PMU
	Before next meeting

	Issue 2
	PMU is responsible for the development of project annual work plan and budget that should be submitted for discussion and final approval by the SC. 

	PMU
	-

	Issue 3
	SC has the mandate to approve annual work plan and budget including any budget revision it deems necessary
	SC
	-

	Issue 4
	SC members are to be involved in any project evaluation activity
	SC
	-

	Issue 5
	As a result of outstanding work, the committee would hold quarterly meeting during the first year of implementation. This could be reviewed once full implementation commences and moving on well.
	SC
	-

	Issue 6
	Project assurance function will be undertaken by UNDP program officers and M&E officers.
	UNDP
	-

	Issue 7
	Closing: The meeting was declared closed by the Chairman at 1:15. 

The Committee agreed the next meeting be held on June 13, 2013.
	PMU
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Annex 1

Project Steering Committee

Once the Project Coordinator is hired, a project steering committee will be established that will consist of COCOBOD, UNDP, Mondeléz International, Forestry Commission, Lands Commission, Ministry of Lands & Natural Resources and Ministry of Finance & Economic Planning. The committee will be responsible for
· The choice of project consultants;

· The choice of implementation partners for the various project outcomes and activities; 

· Review progress and expenditure against each of the projects outputs, and;    

· Any significant expenditure within the framework budget and any deviations from the budget.

Project Board (also called Project Steering Committee): The Project Board is the group responsible for making a consensus, management decisions for a project when guidance is required by the Project Coordinator, including recommendation for UNDP/Implementing Partner approval of project plans and revisions. In order to ensure UNDP’s ultimate accountability, Project Board decisions should be made in accordance with standards that shall ensure management for development results, best value money, fairness, integrity, transparency and effective international competition. In case a consensus cannot be reached within the Board, final decision shall rest with the UNDP Program Manager. In addition, the Project Board plays a critical role in UNDP commissioned project evaluations by quality assuring the evaluation process and products, and using evaluations for performance improvement, accountability and learning. Project reviews by this group are made at designated decision points during the running of the project, or as necessary when raised by the Project Coordinator. 
Based on the approved annual work plan (AWP), the Project Board may review and approve project quarterly plans when required and authorizes any major deviation from these agreed quarterly plans. It is the authority that signs off the completion of each quarterly plan as well as authorizes the start of the next quarterly plan. It ensures that required resources are committed and arbitrates on any conflicts within the project or negotiates a solution to any problems between the projects and external bodies. In addition, it approves the appointment and responsibilities of the Project Coordinator and any delegation of its Project Assurance responsibilities and also will approve the selection of team members and implementing partners who have a budget of more than US$10,000 annually. Potential members of the Project Board are reviewed and recommended for approval during the PAC meeting. Representative of other stakeholders can be included in the Board as appropriate. The objective is to create a mechanism for effective project management. This group will consist of 7 individuals (COCOBOD, donor, UNDP, Forestry Commission and a farmer’s representative among others. However the final members of the steering committee will be determined by the government of Ghana and UNDP.

The roles of the committee will be:

•
Project Director (also called Executive): individual representing the project ownership to chair the group. This will be a representative from COCOBOD. 
•
Development Partners (also called Supplier): individuals or groups representing the interests of the parties concerned which provide funding and/or technical expertise to the project. Typically includes Implementing Partners, UNDP, and donors. 

•
Beneficiary Representative: individuals or groups of individuals representing the interests of those who will ultimately benefit from the project. The primary function within the Board is to ensure the realization of project results from the perspective of project beneficiaries. Often Civil Society Organization representative(s) can fulfill this role. 

Project Assurance is the responsibility of each Project Board member; however the role can be delegated. The project assurance role supports the Project Board by carrying out objective and independent project oversight and monitoring functions. This role ensures appropriate project management milestones are managed and completed. Project Assurance has to be independent of the Project Manager; therefore, the Project Board cannot delegate any of its assurance responsibilities to the Project Manager. A UNDP Program Officer, or M&E Officer, typically holds the Project Assurance role on behalf of UNDP. “
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