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Introduction  
This note aims to give a brief overview of UNOPS secretariat hosting, key governance principles 
and criteria that need to be met for UNOPS to host an initiative.  UNOPS works on the principle of 
cost recovery and the note elaborates on the principles to cost recovery and how it applies to the 
hosting of secretariats, both giving the general principles, and in specific how it applies to the 
Defeat-NCD Partnership Secretariat. 

What is Hosting 
The word “hosting” has become a catch-all term used by many organisations to mean many 
things. For UNOPS it is a natural extension of our services -- given the robust nature of the UNOPS 
operational platform, and our geographic agility – that we are able to provide a number of 
elements of our platform to other organisations as services. It is even part of the reason we exist. 

However, we have a number of ‘platform services’ that can be provided individually or bundled 
into solutions such as the HR services we provide to other UN entities, however these are not 
“hosting” on their own. 

Explicitly when UNOPS speaks of hosting we focus on the following: 

1. UNOPS hosts initiatives (aka organisations without a legal identity) 

2. UNOPS provides the secretariat of the initiative (in legal terms) 

3. ‘Tenants’ and their initiatives will have an individual ‘Brand’, nonetheless legally and 
contractually they engage as UNOPS. 
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Operating Model 
It is important to distinguish between an initiative’s ‘mandated’ activity (what) and its 
‘operational’ activity (how), and to keep in mind that an initiative’s mandate is separate and 
different from UNOPS mandate. Operations however align with UNOPS way of working. In this 
governance construct, the initiative’s Board is accountable for the mandate related to  ‘thematic 
and programmatic’ activities, and UNOPS is accountable for the operational activities this is 
further elaborated in the operating model below: 

 

 

  



 

4 
 

The criteria for hosting a secretariat 
In order to provide clarity on which initiatives can be hosted, 10 criteria have been identified to 
ensure an optimal fit with UNOPS. All 10 criteria need to be met in order for an initiative to have 
their secretariat hosted by UNOPS: 

 

 

Costing and Pricing of Hosted Secretariats 
The role of the Secretariat, as provided by UNOPS, is to support the Hosted Initiative in terms of 
its administration and operations in pursuit of the Initiative’s mandate. The Secretariat of the 
hosted entity shall be able to provide UNOPS with (multi-) annual work plans and budgets in 
accordance with its financial plans and resources. These work plans are a pre-condition to the 
Initiative being considered to be hosted by UNOPS and, along with the hosting terms, are used in 
the submission to UNOPS Executive Office for review and acceptance. The work plans are also 
essential in establishing the type and nature of support that UNOPS will be required to provide to 
the hosted entity and as such will also be used in estimating the required UNOPS resources that 
should be allocated to ensure successful hosting services can be provided.  
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UNOPS is a self-financing, not-for-profit member of the United Nations family. It operates on the 
basis of full cost recovery. Cost recovery of direct and indirect costs is fair and transparent and 
focuses on providing the most value-add to partners while maintaining the financial viability of 
the organization. In this regard, UNOPS is distinct from other UN organizations in so far that it 
does not receive assessed or voluntary contributions to fund its operations. 

It is UNOPS’ policy to review its cost-base to identify cost savings. The organization’s goal is to be 
cost effective in achieving partner results. As such, UNOPS revises its cost recovery approach from 
time to time (the last change took place in July 2013). 

All cost recovery in UNOPS follows the same basic principle: UNOPS groups similar costs into cost 
pools (e.g. Cost Pool: “personnel insurances”) and then determines what drives costs in any given 
pool up or down (e.g. Cost Driver: “number of personnel”). These costs are then recovered in 
accordance with the cost driver (e.g. number of personnel in a given project). In line with UNOPS 
Financial Regulations and Rules. 

UNOPS distinguishes between Direct and Indirect Costs. Under the principle of full cost recovery, 
UNOPS recovers both direct and indirect costs as outlined below. 

Indirect Costs and UNOPS Management Fee  
UNOPS Financial Regulations and Rules define indirect costs as follows: 

“Indirect costs – costs incurred by the management and administration of the organization in 
furtherance of UNOPS activities and policies. Such costs are charged to projects through a 
management fee specified in the project agreement;” 

The UNOPS Management Fee for any given project is composed of the estimated indirect costs 
the project will incur for UNOPS and a risk increment. A number of cost drivers are used to 
estimate the effort, and associated costs, that a project demands of the organization. The risk is 
composed of a combination of complexity, client, country, sector, etc. For The Defeat-NCD 
Partnership Secretariat, the 7% management fee is applied to any funds expended from the core 
programme fund and restricted-purpose funds, for instance for human resources, payment for 
goods and services, regular grants and travels.  
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Direct Costs  
UNOPS Financial Regulations and Rules define direct costs as follows: 

“Direct costs – costs incurred for the benefit of a particular project or client(s). Such costs are 
clearly identifiable as having direct benefit for a particular project or client(s), and can be clearly 
documented. Direct costs are not covered by the management fee.” 

In serving partners, UNOPS always seeks to organize so as to optimize quality, timeliness and cost. 
While certain services are best provided by dedicated project resources, in other cases it is more 
favourable to provide or procure services from a national, regional or global resource centre. As 
long as such services, and the associated costs, are directly attributable to, and benefit a particular 
project, these costs are treated as direct and charged to projects using the most relevant cost 
drivers. 

In order to distinguish between the associated direct costs, the following terminology is being 
applied: Direct Costs, Locally Managed Direct Costs (LMDC), and Centrally Managed Direct Costs 
(CMDC). In the case of hosting arrangements, most of the times the Direct Costs would include 
the costs of the Secretariat personnel and all its operational requirements and expenditures. A 
few clarifications are required regarding the LMDC and CMDC.  

Locally Managed Direct Costs (LMDC) are direct costs which are managed locally by each UNOPS 
office. As such, they are a cost savings mechanism to projects as they allow for efficient and cost 
effective support to projects both in terms of management oversight and support services and 
facilitate sharing of resources across different projects.  The LMDC are direct cost to projects and 
fall into two main categories: 

The Portfolio Management Team (PMT) provide implementation support services to the hosting 
such as planning, award of contracts, assurances, budget oversight, reporting and transactional 
services covering human resources, procurement, finance, grants and general administration. 

The Central Management Team (CMT) supports implementation of projects by providing strategic 
advice, steering the projects and liaising with stakeholders and clients, award of contracts, 
assurances, reporting, oversight and compliances. 

Centrally Managed Direct Costs (CMDC) are direct costs which are managed centrally. As such, 
they are a cost savings mechanism to projects since managing/negotiating the cost items in CMDC 
(e.g. insurances for personnel or projects) would be too expensive or inefficient to 
manage/negotiate at project level. Thus, CMDC are first accrued in a corporate “pool” of relevant 
charges and then charged out at regular intervals amongst the relevant projects.  

The below table illustrate the fixed and variable cost elements of the CMDC. The first two lines 
indicate the fixed applicable cost for an engagement of a total of US$12,000. This include costs 
for maintenance of engagements in the ERP system (oneUNOPS). It also covers the services of 
Integrated Practice Advice and Support (IPAS) that provide services to projects covering advice 
and solutions to everyday implementation challenges. IPAS provides its services through finance, 
human resources, procurement and administrative management and delivery practices. The unit 
also acts as a mechanism for identifying areas within management and delivery practices where 
policy and process enhancements could be introduced to meet implementation needs for the 
projects.   
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The variable CMDC line items are based on the number of applicable cost drivers for each 
engagement. The respective personnel related CMDC cost is accompanying any ICA or Staff 
recruited under the project. The variable project related CMDC for contract reviews is only 
applicable for the establishment of high value contracts above US$1,000,000, for the 
establishment of Long-Term Agreements, or contracts above US$250,000 further to exceptions 
to the use of formal methods of solicitation, amendments, post facto and retroactive cases. 

 

 Services Cost Driver Unit Units Unit 
Cost 
(US$) 

Annual 
Cost (US$) 

2018 Cost 
(US$) 

Project related 
CMDC -  Fixed 

Engagement 
Services 

# of engagements per year 1 8,000 8,000 8,000 

IPAS services # of engagements per year 1 4,000 4,000 4,000 

Project related 
CMDC - 
Variable 

Contract reviews # of contract 
reviews 

per 
submission 

- 1,400 - - 

Personnel 
related        
CMDC - 
Variable 

Staff services # of staff per year 2 6,750 13,500 5,625 

ICA services # of ICA personnel per year 8 2,380 19,040 5,553 

System access # of user accounts per year 10 1,500 15,000 4,750 

Total Annual Cost in US$ 59,540 27,928 

 

The method for establishing the CMDC in the different areas of operation is the same, but the 
costs vary from location to location. For instance, the contribution to UNDSS for the security 
component is much higher in Sudan than in Geneva. 
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Direct Support Cost of the Defeat-NCD Partnership Secretariat 
Based on the volume and types of activities communicated by the Defeat-NCD Partnership 
Secretariat as listed below, an initial annual Locally Managed Direct Cost will be set at 
US$350,000, whereof US$83,100 for CMT and US$266,900 for PMT. 

Category Role Allocation 
Unit Cost 
(US$)  

Annual Cost 
(US$)  

2018 Cost 
(US$)  

Central Management Team 
(CMT) 

Director 5%       307,391          15,370            7,685  

Support Services 
Oversight 

4%       207,896            8,316            4,158  

Procurement 8%       216,655          17,332            8,666  

Human Resources 8%       241,400          19,312            9,656  

Finance 8%       219,985          17,599            8,799  

Administration 3%       172,367            5,171            2,586  

Total Annual CMT FTE (persons) 0.4 - 

Total Annual CMT Costs (US$) 83,100 - 

Total 2018 CMT Costs (US$) 41,550 

  

Portfolio Management 
Team (PMT) 

Portfolio Manager 8%       254,268          20,341          10,171  

Portfolio 
Management 
Officer 

60%       154,356          92,614          46,307  

Portfolio Analyst 100%       118,431        118,431          59,216  

Human Resources 
Officer 

15%       167,523          25,128          12,563  

Finance Analyst  5%       115,265            5,763            2,882  

Travel Assistant 5%         92,453            4,623            2,311  

Total Annual PMT FTE (persons) 1.9 - 

Total Annual PMT Costs (US$) 266,900 - 

Total 2018 PMT Costs (US$) 133,450 

  

Total Annual CMT + PMT FTE (persons) 2.3 - 

Total Annual CMT + PMT Costs (US$) 350,000 - 

Total 2018 CMT + PMT Costs (US$) 175,000 

 

As part of the initial setup of the hosting arrangements, UNOPS and the Defeat-NCD Partnership 
Secretariat will establish tailor-made standard operating procedures (SOPs) covering all the 
operational workflows of the Defeat-NCD Partnership Secretariat’s activities, necessary to 
implement the Defeat-NCD Partnership’s strategies and its related annual and/or multi-year work 
plans. These SOPs will articulate the scope of UNOPS support under each service, and specify roles 
and responsibilities. 
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The CMT is composed of fractions of time from several core functions such as the Regional 
Director, Deputy Director, Head of Support Services, Procurement Advisor, Finance Manager and 
HR Manager, in total estimated to 0.4 FTE (full time equivalent) to support implementation of 
projects by providing strategic advice, steering the projects and liaising with stakeholders and 
clients, award of contracts, assurances, reporting, oversight and compliances.  

The PMT is an estimated 1.9 FTE providing implementation support services to the Defeat-NCD 
Partnership Secretariat such as planning, award of contracts, assurances, budget oversight, 
reporting and transactional services covering human resources, procurement, finance, grants and 
general administration.  

The PMT is comprised of a dedicated analyst dealing only with Defeat-NCD Partnership Secretariat 
related activities, 60% of a Portfolio Management Officer who will be the focal point for the 
Defeat-NCD Partnership Secretariat, 8% of a Portfolio Manager being a senior focal point, as well 
as 15% of a Human Resources Officer, 5% Finance Officer and 5% travel support. This support is 
corresponding to our experience in setup of similar secretariats and the activities outlined in the 
Defeat-NCD Partnership Secretariat workplan. 

The stated Direct Support cost will be providing the Defeat-NCD Partnership Secretariat with 
regular day-to-day assistance of the start-up phase and further fully support operations including 
monitoring of budgets, financials, procurements, administration and advisory aspects. 

The Direct support costs and Indirect costs agreed will be evaluated six months from the start of 
the hosting to evaluate variance against the target scope of the below activities: 

 Establishment of 2 Project/Donor Agreement 
 4 RFPs for the establishment of LTAs and/or contracts 
 6 Grants 
 25 Mission travels 
 10 Recruitments  
 Procurement of a full office set-up including goods and services for the Secretariat 

Estimated total costs 
As described in above sections the costs associated with hosting are a combination of indirect 
costs – 7% management fee.  

Direct costs are easier to estimate as they relate to fixed and variable cost elements. The variable 
costs are primarily driven by staff numbers and complex contractual arrangements (above 250K). 
The direct costs are  the number of FTE dedicated to the back office operations of the Defeat-NCD 
Partnership Secretariat.  Taking into account the above estimations for the first year of operation, 
the total direct costs are US$350,00. 


