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Governance of TEWOAF and its Indian Operations

This paper describes the proposed roles and responsibilities of various people / Committees involved in the running of The East West Overseas Aid Foundation (TEWOAF), The East West Foundation of India (TEWFI) and their activities in India. (An informed consent to this paper is also required before decisions can be made on (i) the appointment of a Manager India Operations, and (ii) if any transition arrangement is needed or not.
1.0
Overview of the Organisation Structure:
The three layers of the organisation structure of TEWOAF and TEWFI are:

1. The Trustees of TEWOAF, covering all operations, and supported by: 
a. The Trustees and Management Committee, which meets monthly. Trustees alone meet every six months.
b. Thursday Working Group, which meets every Thursday, and 
c. Advisory sub-committees covering
i. Children and Community, (C&CC)
ii. Staffing and Communication (S&CC) 
iii. Finance and Governance (F&GC), and
iv. Marketing and Promotion (M&PC)

                 All the above are Melbourne-based, and meet on an as-needed basis.   

2. The Trustees of TEWFI, responsible for India-based operations. It is to be noted that currently most Trustees of TEWFI are also Trustees of TEWOAF. However, the aim is to induct more-India based persons as Trustees of TEWFI.)
3. Manager India Operations (MIO) will initially report to the Trustees of TEWFI & TEWOAF, and be supported by an India-based Advisory Committee. There will be four Divisions reporting to him/her, namely: 

a. Administration & Finance
b. Health Care 

c. Child Welfare 
d. Community Development


Detailed Roles & Responsibilities
2.1 Trustees of TEWOAF: 
2.1.1 Articulate the vision of TEWOAF based on three inter-linked areas: (i) local health care (ii) local community welfare and           (iii) children under its direct care.
2.1.2 Ensure the long-term viability and sustainability of the Indian operations, by embarking on major global fund-raising initiatives, establishing a corpus fund, and establishing local (in Alamparai) job-creating and sustainable economic initiatives. A certain percentage of all donations should be regularly directed towards the Corpus Fund.

2.1.3 Build a broad-based community and corporate based support, moral and financial, to the Foundation.  

2.1.4 Ensure that TEWOAF assists TEWFI carry out its Duty of Care obligations in India( particularly to the children under its care) specifically:
2.1.4.1 Assist develop and update various policies and procedures for the three areas

2.1.4.2 Ensure that these are well communicated and understood by staff

2.1.4.3 Ensure staff compliance with the policies and procedures at all times.

2.1.5 Assist TEWFI in the appointment of key staff in India, based on recommendations by the Management Committee and appropriate India-based supporters, if needed.
2.1.6 Invite / Appoint members for various Committees, as well as new Trustees if needed, in India and Australia, to help ensure the longevity of TEWF.
2.1.7 The following information from Philanthropy Australia on the role of Trustees is useful to know: "In summary, the major duties imposed on a trustee comprise: 

2.1.7.1 The duty of the trustee to avoid conflicts of interest – a trustee should not put himself or herself in a position where the trustee's own interests conflict with the interests of the beneficiaries. 

2.1.7.2 The duty of the trustee not to make a personal profit from the position of trustee 

2.1.7.3 The duty of the trustee to act in the best interests of the beneficiaries 

2.1.7.4 The duty of the trustee to comply with the relevant trust instrument – the trustee should be familiar with the terms of the trust instrument 

2.1.7.5 The duty of the trustee to use ordinary business prudence when investing funds on behalf of the trust, and 

2.1.7.6 The duty of the trustee to seek advice where the trustee is unsure whether he or she is complying with one of the above duties" 

2.1.7.7 See their web site at  www.philanthropy.org.au/membership/cop.htm
2.1.8 Note that ideally speaking, Trustees should not be involved in day-to-day operations; however, this is not yet possible in the case of TEWOAF & is to be an early aspirational target at this stage. 
2.1.9 Major decisions should be communicated to staff and other stakeholders only after the Trustees collectively reach agreement on such issues. The exception to this process will be instances when the Trustees choose to delegate some of the functions and decision making to one or more of the Trustees.
2.2 Monthly Trustees and Management Committee:

2.2.1 As the pro tem peak decision-making body on all operational matters, make executive decisions on issues either on own volition or based on recommendations from the Committees, the Thursday Working Group or other interested parties in India, Australia or elsewhere. It has also served as the monthly Trustees meeting since 1993.
2.2.2 Decide on recommendations, and ratify operational decisions (ex-post) arising out of Thursday Working Group, sub-committees, Administrative Officer, Fund raising initiatives etc.
2.2.3 Review monthly account statements of Indian operations, to be sent by the Accountant in India. (See Attachment 1 for the format).
2.2.4 Review monthly the reports from the AO for trends, and overall progress for the month in UCH, UHCC and PTHCRP.

2.2.5 Assist TEWFI in ensuring that all capital expenditure are subject to a competitive tendering process before deciding to whom the contract is to be let. 
2.2.6 Review monthly draw down from the capital budget, assess against physical progress, and take appropriate action.
2.2.7 Help oversee the recruitment process for key staffing positions in India.

2.2.8 Assist TEWFI in establishing an operational and development plan and periodically review performance against plan. 

2.3 Thursday Working Group: (TWG)
2.3.1 TWG is the group that meets every Thursday and looks at various operational issues on an on-going fashion. 
2.3.2 The TWG has a flexible and informal structure and a variable membership, with maximum scope for Supporters/Volunteers/ Committee members to ‘drop in’, when they can and take part in proceedings.                                                                       This collegiate approach is aimed at encouraging maximum volunteer participation, debate and discussion in this volunteer-driven organisation. 

2.3.3 The TWG is not a decision-making body by itself, but it helps the Trustees and Management Committee members, who participate in the discussions, in their decision-making. 
2.3.4 The Agenda for each TWG meeting is based on current issues, and volunteers have the opportunity to nominate other issues of interest for inclusion in the Agenda. Nevertheless, there will be three standing items on the Agenda each week, namely (i) Fund raising initiatives, (ii) Administrative issues in Melbourne, and (iii) Sharing of information on work done by the different sub committees. 
2.4 Four  Sub-Committees: 
2.4.1 The four sub-committees, Children & Community, Staffing & Communication, Finance & Governance and Marketing & Promotion - are advisory committees only.
2.4.2 The committees’ membership comprises volunteers/ supporters/donors with specific skills and expertise in relevant areas, as well as Trustees. 

2.4.3 The committees will meet periodically to discuss both short and medium term issues, and make their advice / recommendations to the Trustees and Management Committee which makes the final decisions.

2.4.4 The four sub-committees should provide regular status reports to the monthly Trustees and Management Committee. 
2.5 Trustees of TEWFI:
2.5.1 Ensure that the Indian operations comply with all the Indian governance, tax and legal aspects.

2.5.2 Promote fund-raising activities aimed at donors in India – both individual and corporate, and encourage greater level of volunteers from within India.
2.5.3 Appoint independent auditors and ensure that audited reports are made to all relevant regulatory bodies on time, and copies of same made available to TEWOAF.

2.5.4 Invite / appoint members of the Indian Advisory Committee.

2.5.5 The Manager Indian Operations (see Section 2.7) should report to the Trustees of TEWFI at least once a month.

2.5.6 TEWFI Trustees’ meetings should be held periodically, preferably at least once every 6 months.
2.5.7 TEWFI Trustees should visit Alamparai regularly, say once every month.
2.5.8 The Trustees of TEWFI should be in close touch with the Trustees of TEWOAF, and keep TEWOAF informed of major long-term local issues that could impact on the Indian operations.
2.5.9 Develop plans to make TEWFI a self-sustaining unit using the present resources. This includes use of Solar and Wind power.
2.5.10 Notwithstanding any of the above points being implemented or not, the current practice of Mr. Yesuthasan and Ms Dakshayani Reddy acting as cheque signatories in India should continue into the future.
2.6  Indian Management Committee:

2.6.1 Its role is to provide an independent review of operations and provide advice to the TEWFI Trustees and the Manager India Operations, on ways to continually improve our service delivery on health, education, and child welfare and community development.

2.6.2  It should also assist in establishing contacts with other NGOs, as well as Government officials and bodies.

2.6.3 The appointments should be made by the Trustees of TEWFI in conjunction with the Trustees of TEWOAF.
2.6.4 It should visit Alamparai periodically.

2.6.5 It should meet at least once every 3 months, and the minutes of the meeting, actions arising etc should be sent to Trustees both in Australia and India.

2.6.6 It should provide annual reports to the Trustees of TEWFI.
2.7 Manager India Operations: (MIO)
2.7.1 Responsible for the efficient and effective functioning of all India-based operations, by adopting a team-based management approach
2.7.2 The four Divisions reporting to the MIO will be:

2.7.2.1 Administration & Finance, (see Section 2.8)
2.7.2.2 UCH and Child Welfare, (see Section 2.9)
2.7.2.3 UHCC Health Care (see Section 2.10) &
2.7.2.4 Community Development Projects.(see Section 2.11)
Their roles are described later in this document.
2.7.3 MIO will report to the Trustee Dr Chandran for the first six months, at which time the reporting relationship will be reviewed. The MIO will also report to Trustees of TEWFI once every week for the first 3 months of his/her employment. (The ultimate aim is to empower the MIO to make operational decisions, using the policies and procedures as guides, and reporting to the Trustees of TEWFI on a regular basis. This will depend on an effective group of India-based persons acting as Trustees of TEWFI.)
2.7.4 Apart from ensuring efficient day-to-day operations the MIO will be responsible for key long-term issues, namely:
2.7.4.1 Set up robust governance, compliance and reporting processes so that it gains world-wide reputation for best-practice management and attracts more supporters and volunteers. 

2.7.4.2 Obtain long-term funding commitments from corporate and individual supporters.

2.7.4.3 Work with the local community in improving the standards of education, health and infrastructure, as well as attracting investments in employment-creating initiatives. The aim will be to show case UHCC, UCH and Alamparai together form a show case of a rural development.
2.7.4.4 Ensure that there are long-term development plan for each child under TEWOAF’s care, taking into account individual aptitudes and capabilities.

2.7.4.5 Admission and exit of children, working in conjunction with the other three Division Heads.  

2.7.5 The MIO will assist the Trustees of TEWF in :

2.7.5.1 Establishing a workable relationship between the Trustees of TEWOAF and TEWFI, recognising that there will be some people who will be Trustees of both.

2.7.5.2 Attracting additional appropriate people in India to join the Indian Advisory Committee, and enlisting donors and supporters in India. 
2.7.5.3 Providing support services so that these bodies can discharge their respective responsibilities, as described earlier.

2.8 Administrative Officer:
2.8.1 Reports to the MIO, and acts as MIO in his/her absence.

2.8.2 Responsible for all administrative and financial aspects of the Indian operations including that of the Foundation, as well as the safety and security aspects of people and assets. 
2.8.3 Maintain all assets – buildings, equipment, cars, IT Centre, tele communication, grounds and gardens ,water and sewerage etc 
2.8.4 Ensure all capital works and procurement are subject to a competitive tendering process, and supervise their progress; review claims for progress payments against physical progress and make recommendations on payments to the MIO. 
2.8.5 Co-ordinates the Visitors and Volunteers program from the Indian end, liaising with the TEWOAF Admin Officer in Melbourne, and 
2.8.6 Provides other support services required by UHCC, UCH, Trustees, and Advisory Committee. 
2.8.7 The Watchmen, Drivers, IT personnel, Receptionist, and all volunteers report to this position.

2.9 Supervisor Children’s Home: (or an alternate title “ Supervisor Child Welfare and Development”)
2.9.1 This is primarily a children-oriented position, with primary accountability for (a) on-going interaction with relatives as needed (b) children’s safety (c) health and nutrition (d) education including extra curricular activities, (e) occupational skills development, (f) psychological, emotional and spiritual development, and (g) a strong sense of community spirit, so that they leave UCH as well-developed individuals.

2.9.2 Supervises the activities of the House carers, cooks, and cleaners, to ensure children’s physical safety and well-being.

2.9.3 Ensures children’s development through own effort, as well as through the services of child psychologists, Social workers, resident tutors and other specialist(s) and external agencies as appropriate. Decide, in conjunction with the Manager India Operations as to how these services should be obtained – full time employment, contract employment, volunteers, etc.

2.9.4 Works with the Administrative Officer and ensures that all children-related records are kept upto date.

2.10  Medical Supervisor / Doctor:
2.10.1 In charge of all medical / health related aspects of UHCC, including the psychological health covered by the Post-Tsunami Health Care Project. On these issues, he/she will report to Dr Chandran. 

2.10.2 On non-medical issues this position will report to the MIO.
2.11 Community Development Officer:
2.11.1 This position will report to the Doctor on all health-related community work, and to the Manager India Operations on other aspects of community development. 

2.11.2 Work with the local community in identifying their needs in health, education, community services, and infra structure, and assess if, and how best, TEWFI can assist.

2.11.3 Identify the potential for job-creating investments in the area, and assist the MIO, Trustees etc in creating job opportunities for the UCH children as they grow up.

2.11.4 Keep in touch with other NGOs, learn from their experience, and pursue scope for improving existing operations, as well as any new relevant joint operations.
2.11.5 Maintain a working relationship with local and State Government authorities, and see if we can tap into any relevant Government-assisted programs.

2.11.6 Work with the medical staff in completing the objectives of PTHCRP as per its objectives.
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Income

Local currency AUD Local currency AUD

AustraliaDonations

NA NA

Fund raising initiatives

NA NA

India Donations

UK Donations

USA Donations

Other Donations

TOTAL INCOME

NA NA

Expenses

Local currency AUD Local currency AUD

AustraliaOffice & Admin

NA NA

India Capital expenses

Operating expenses

TOTAL EXPENSES

NA NA

Monthly Bank Balances ( in local currencies)

(assuming we have 2 accounts each in India and Australia)

Various Bank Accounts in India and Australia

India 1 India 2 Aust 1 Aust 2

Opening Balance at month beginning

Total receipts during the month

Total outflow during the month

Closing Balance at month end

Aug-07 Year to date

Sep-07 Year to date


Attachment 2

Transition Arrangement leading to the appointment of Manager India Operations

Appoint a Volunteer as the Co-ordinator Indian Operations for a period of 6 – 12 months. The role of that person is: 

· Based in Melbourne, he/she will assist in substantially reducing the day-to-day involvement of Dr Chandran and others in relation to the management of the Indian operations, but seeking their views and advice on an-going basis. Daily, but brief, interaction with Dr Chandran is expected in the early stages. 
· The AO, House Mother, the Social Worker, the Doctor, IT guy, Mr Krishnamurthy etc will report to this person. This person will direct their work, receive all the reports, analyse them, take action as need be, seek other information etc.

· He/She will contact AO, UHCC and UCH staff on a regular basis, even daily if needed, via phone, fax, e-mail, plus being on call the rest of the day on a dedicated mobile, which will be provided by TEWOAF.
· He/She in turn, will report to the Thursday workgroup providing summary pictures, as well as report to the monthly Trustees and Management Committee etc for direction. 

· The focus of the job is Indian operations, not activities in Australia such as fund raising etc.
                  He/She should assist Dr Chandran and others in Melbourne in their quest:
· To enlist India-based supporters, donors et al to assist TEWFI, as well as be in liaison with the Management Committee in India and get full value out of their participation.
· And appoint an India-based Manager India Operations, and transfer this role to the Indian appointee within a defined time (say 6 – 12 months). 

· Ability to write and speak in Tamil is highly desirable.  

· This is a voluntary position. However, public transport expense to the City, and work-related phone, fax, email expenses to India will be reimbursed
· Expected working hours – about 6 hours a day, 5 days a week. 

· He / She can either work out of home, or from TEWOAF office in Swanston Street, or a mixture of both, by prior agreement with Dr Chandran.
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