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Introduction

1. These Guidelines are meant as an aid for National Chapters (NCs) in setting up or further pursuing its operations and focus inter alia on matters such as the basic parameters for the formation of NCs, relations with the media, affiliations, funding and governance.  -  There are no hard and fast rules about the structure or status of a non-governmental organization wishing to work in support of TI’s objectives in a particular country.  Thus a NC may consist of an already-existing NGO or one created for the purpose of serving as the international movement’s local link.

Principles and Mandate

2. As spelled out in detail in the TI Charter, the TI movement comprises the TI international organs (i.e. the Board of Directors, the Membership Meeting, the Advisory Council,  and the Secretariat) and the NCs. The organization is guided by the Statement of Vision, Values and Guiding Principles of TI, generally referred to as the Umbrella Statement, which was adopted by the Annual General Meeting of the membership of TI in October, 2001. TI’s overall objective is the countering of corruption, defined as the abuse of entrusted power for private benefit. (This definition includes corruption in the private sector.)  Within this there are two distinct but overlapping areas: international corruption (exemplified in corruption in international business transactions) and corruption at the national level. This calls for a dual approach, with the TI through its Secretariat (TI-S) addressing primarily the international dimension and NCs both, complementing this effort and formulating their own, specific national agenda in ways which reflect the core values and approaches of TI.  NC will develop according to the needs of their societies, taking account of the needs, priorities and reputation of TI as a whole. 

3. TI’s international policy is formulated by the movement as a whole, with participation by all NCs.  In this process, TI-S, on behalf of the TI Board of Directors, acts as a catalyst for all NCs, working through their respective Chairs. 

4. National programs of action, consistent with TI policies and core values, are determined by NCs. The overall strategy is to address the issue of corruption through the formation of independent, non-partisan coalitions at both the international and the national levels.

5. It is not the function of TI or its NCs to undertake investigations of individual allegations of corruption.  The movement is convinced that its role is through promoting institutional reform and raising public awareness, which can only be achieved with the support of coalitions of civil society, private business and government.  Becoming involved with individual cases could adversely affect the formation of such coalitions, by deterring individuals and organizations from becoming involved. It could also distract from TI’s primary focus, and tie up resources needed for the drive for reform.  

6. However, it is wholly appropriate for a NC to monitor the effectiveness with which existing investigative authorities handle complaints (e.g. if complaints are received, they might be referred to the appropriate investigative authorities and the effectiveness with which these are handled is monitored closely with a view to recommendations for reform of the process, if it is found to be inadequate). 

7. No action shall be taken by a NC which might prejudice the interests of the movement as a whole. In particular, no-one shall make public statements in the name of TI involving specific allegations of corruption.  Of course, a NC can comment on individual cases reported in the press, as long as it uses the particular incidents to draw lessons or place messages pointing to loopholes in the law or weaknesses in institutions which enabled instances of corruption.

8. Each NC is locally based and controlled.  It is therefore free to do what it judges best, provided that the principles of non-partisanship and no exposures involving naming of names are observed, and that it does not harm the interests of TI. 

Why a National Chapter?

9. A NC will form a part of a network of mutually supportive organizations throughout the world. In many instances, it will be uniquely placed to:

• play a significant role in strengthening its own country's practices through programs to raise awareness of corruption; 

• encourage its own government to take action to curb corruption and to play an active role in strengthening international efforts to contain corruption;

• assist TI by providing information regarding national experience in dealing with corruption, providing financial support and identifying experts who can participate in TI programs; and

• develop relationships with other organizations in its own country interested in cooperating with TI. 
10.  When TI is invited by a government to develop a program in its country, a NC will normally be involved 

• to advise TI and assure that the NC’s work program properly reflects national, political, legal, social and cultural factors; and

• to support the implementation of the recommendations of the work program.

What is a National Chapter?

11. A NC seeks to bring together individuals and organizations in a working coalition against corruption to achieve within its own country the objectives of TI as set out in the TI Charter, the Umbrella Statement and its Rules of Conduct, and to support the international activities of TI.  It may choose to work as a mass movement, with a large membership, or as a small, well-focused pressure group. Frequently, chapters find that some of their most effective supporters are in positions of influence where they may be precluded from becoming formal members of lobbying NGOs (e.g. a cabinet secretary). Such contacts are, of course, invaluable for impact but should not be allowed to detract from the chapter’s independence.            

12. A NC is organized as a non-governmental, non-profit organization with a framework suited to the legal and administrative system of the country in which it is formed. It is for each NC to decide for itself how it wishes to be called. Existing organizations may prefer to retain their present names and identities and simply add the words "a national affiliate of Transparency International (TI)".  New organizations may wish to be known as "Transparency - [country name]: a national affiliate of Transparency International (TI)".

13. A NC must be non-partisan and non-political in the party sense.  It must ensure that it is - and is seen as being - independent and not beholden to any particular party or interest group. It could all too easily become a natural “home” for those opposed to the Government, and so become a de facto opposition political grouping. To be effective, a chapter must have a composition which would enable it to work constructively with governments of any political persuasion. Care must be taken to achieve a balance in membership and a standing that is conspicuously non-partisan.

14. The chapter should work creatively and effectively to strengthen its country’s national integrity system.

Membership

15. A NC is a coalition of like-minded individuals and/or organizations opposed to corruption and supportive of TI's core values. It should seek where possible to establish a constructive and co-operative relationship with its government and with other organizations interested in fighting corruption through reforming and monitoring systems where these are failing. However, it should be - and be seen to be - independent from government and from political parties. To this end no official of government or of a political party with decision-making responsibility should be the Chairperson or executive officer of a NC. 

Where would National Chapters be Formed?

16. A NC may be formed in any country where individuals and organizations want to promote TI's objectives; or where TI organizes a country program. While there will be only one NC in a country, there should be room for other groups, particularly in a federal state, to be affiliated to the movement through the NC.

17. A regional association of chapters, covering more than one country, may be formed where the objectives of TI can be more effectively promoted on a regional basis.  TI seeks to avoid establishing a multi-layered organization, i.e., national,  regional,  international.  However, where chapters in a geographic region become active it may make sense for them to liaise and to avoid duplication of effort (e.g. in Latin America).

Activities of National Chapters

18. A NC will be expected to:

• develop a national strategy for containing corruption and implement it in ways which reflect TI procedures and approaches;

•  monitor developments at the national level and brief TI accordingly;

• monitor developments elsewhere as reported in the national media, and brief TI accordingly;

• foster the emergence and strengthening of a broad coalition opposed to corruption within its own country and supportive of assistance being given to other countries both through investigative and enforcement mechanisms and exchanges of experience;

• in appropriate ways, maintain a public profile that keeps the issue of corruption and its containment in the minds of the public and policy-makers;

• unless inappropriate, be a creative and critical partner with and of its government in the development and strengthening of its own country's anti-corruption machinery;

•  take an active part in developing the policies of the international organization; and

• take appropriate steps to protect the TI name and logo within its own country.

Operation
19.  A NC should be democratic in structure, transparent in operation and adhere to the highest standards of financial accountability, transparency and integrity. 

Relations with the Media  
20. Good relations with the media are important.  In some countries, journalists may expect the NC to play an "Amnesty International" type of role, exposing corruption and publishing dramatic findings.  This, however, is more the role for investigative journalism.  Journalists need to appreciate that, important though such publicity is, the NC is part of a global coalition in support of just and honest government: one which has a unique and constructive role in helping across boundaries of party and belief, to bring about changed rules to ensure that more effective systems diminish the scope for corruption in the future. The NC will therefore be engaged in bringing to public attention not only the negative effects of corruption but, drawing in particular from experience in other countries, the positive steps that can be taken to contain it.

Relationship between National Chapters and the TI Secretariat

21. On behalf of the Board of Directors, TI-S takes appropriate steps to encourage the development of NCs and to cooperate with their programs.  Initially, the relationship between a NC in Formation and TI-S is governed by the “National Chapter Provisional Accreditation Agreement”.  Thereafter, and following a NC’s accreditation, the relationship is ruled by the Accreditation Agreement.

22. Close relationships shall be maintained between the NC and TI-S. No action should be taken by a chapter which might prejudice the interests of the movement as a whole. In particular, a NC shall conduct its work with full recognition that the credibility and effectiveness of the movement is dependent on maintaining a reputation for independence and integrity. This will call for close cooperation and liaison - as well as understanding and mutual insight - between the NC and TI-S.

23. To foster this climate of mutual understanding and cooperation, each fully accredited NC will, in accordance with the procedure set out in paragraph 28, participate as a Member in the activities of Membership Meetings.  Prior to accreditation, the representative of a NC in Formation can attend membership meetings but has no voting rights.

24. The Chair of each NC will ensure that TI is kept adequately informed regarding the chapter's activities. This shall include -

• an annual program report describing the past year's programs and its budget and work plan for the following year;

• an annual audited or otherwise independently verified financial report describing income and expenditures for the past year, together with a summary statement in the form prescribed by TI;  TI may request any additional information it may need in order to fulfill its requirement for full disclosure on aggregate income and expenditure;

•  current reports on critical matters of interest to TI; and

• activities at the national level in developing and implementing a national agenda designed to reduce corruption.

25.  Through TI-S, TI will support a NC by:

•   keeping the NC informed of developments (and, in particular, of any communications with the government of its country) and using it as a conduit to reach NC supporters;

•   where necessary, supporting applications to foundations and aid agencies for NC seed funding;

•   designing and managing joint projects with interested NCs;

•   providing advice on national chapter strategies; and
•  ensuring that no significant activity takes place in a country without the knowledge of its  NC.

26. Any international assistance provided by a NC should be given in the context of TI’s overall international strategy and should, therefore, be coordinated with TI-S.

27. A NC shall be a legally distinct organization and TI shall, therefore, have no liability for the acts of the NC.

Affiliation

28. No NC shall be formed without the prior approval of TI's Board of Directors, which will take into account the recommendation of the Board Accreditation Committee.  (Please refer to TI’s Accreditation Policy.)  TI's Board of Directors must be satisfied that the Chairperson and its leadership meets the movement’s criteria, that the founding documentation is consistent with TI core values, and that the membership is sufficiently broad as to be regarded as a coalition. In appropriate circumstances the TI Board of Directors may permit interim structures to operate as a national affiliate.

29. Where practicable, a NC should be formally incorporated under the laws of its own country as a not-for-profit organization and with TI objectives. Where possible, it would be a tax-exempt organization or enjoy any other status that can maximize its effectiveness as a fund-raiser, both for its own activities and, where appropriate, for TI's international activities.

30. In the event of the Board of Directors determining that a NC is acting in a way which is detrimental to the TI movement, the Board has the right to suspend or terminate the affiliation of the NC. Thereafter, any former national chapter must desist from claiming to be an affiliate of TI or using TI's name or logo. (Please refer to the Accreditation Policy)

Funding

31.  A NC is expected to be financially self-sufficient and, where conditions permit, to assist in fund-raising for TI’s international activities.  In appropriate cases, TI can help a NC by supporting its application to funding agencies for assistance. Prior to  soliciting  funding from donors outside its own country  a NC should consult TI-S  in order to avoid potential embarrassments by competing with other TI entities for the same funds of a particular donor.

32. In developing countries and countries in transition, aid agencies have funds earmarked for in-country use, and a NC can be assisted by TI-S in its efforts to access these. Where funding is available for international programs (i.e. programs in other countries), a NC may apply for such funding after consultation with TI-S (to ensure that chapters and TI do not end up competing with each other and needlessly duplicating efforts).

Political Independence of National Chapters

33. Coalition-Building is one of the main guiding principles of Transparency International. TI builds coalitions both within the movement by striving to integrate a cross-section of professional, social and political backgrounds/profiles in the membership and governing bodies of National Chapters and the international movement as well as outside the movement, by building alliances with a broad range of actors from the public and private sectors and civil society. Given this priority of coalition-building as a fundamental means to build National and International Integrity Systems, TI relies on its ability to attract individuals from all sectors of society.

34.  At the same time, TI’s integrity and credibility are its main assets and preconditions to achieving its goals and to attract its coalition-partners. Hence, the necessity to protect these assets by avoiding any situation which could involve a conflict of interest or compromise TI’s independence. In this spirit, one of basic ground rules of TI states the necessity to ensure that National Chapters are non-partisan.

35.  The following rules intend to guide National Chapters and the movement in the preservation of their independence from political influences. This overall framework acknowledges that the constellation of risks is different in every country. It is therefore the responsibility of each National Chapter, beyond respecting the guiding framework, to carefully evaluate possible risks inherent in particular actions and coalitions and to possibly seek advice from the Ethics Committee of the TI Board of Directors. The open dialogue about possible risks and responses to them is crucial to foment trust within the movement. 

a. No Chair or executive officer of a National Chapter shall also be a leading official of government or a political party. It should be avoided to have leading officials of government or political parties as Board Members of a National Chapter. Instead, if interested and considered appropriate, a National Chapter can strive to attract the participation of leading officials of government or political parties as regular members of the National Chapter, members of the Advisory Council of the National Chapter or as in-officio coalition partners outside the National Chapter.

b.  In case a Board Member or the executive officer of a National Chapter decides to become a candidate for elections in the country (executive or legislative; federal, provincial or municipal), he or she should suspend his or her office in the Chapter. If elected, he or she should step down from his or her respective office in the Chapter with immediate effect. Suspension of offices in the National Chapters should also be considered during periods in which a Board Member or an executive officer stands for primary elections (elections within parties).

Governance of National Chapters

36. TI National Chapters – whether in formation or fully accredited – are expected to live up to high governance standards. How could a chapter otherwise promote good governance and transparency in the public and private sectors, if it itself is not up to those standards? One key element of any good governance of an NGO is the Board of Directors. While legal regimes differ from country to country,  the functions of the governing body of a voluntary non-profit association – the most common legal form of TI chapters – are more or less universal.

37.  What follows here is a set of suggested actions to make National Chapter Boards effective  –  based on international experience and adapted to the specific TI needs from  “Ten Basic Responsibilities of the Non-profit Board” by Richard T. Ingram,  BoardSource  - National Center for Nonprofit Boards, 1996.

1. Determine the Country-specific Mission and the Purposes of the Chapter.  Within the overall framework of the TI movement,  it is the NC board´s responsibility to define the overall direction of the chapter that sets the stage for  strategic planning and fund-raising
2. Select the Chief Executive. If the chapter has a paid staff, it is crucial for the organization to choose a competent professional who runs the day-to-day operation of the chapter.  The chief executive – whatever title he or she holds – must be granted full authority in the day-to-day work and decision-making. 
3. Support the Chief Executive but Hold Him/Her Accountable.  The chief executive needs consistent moral and substantive support from the board.  The best way of supporting the chief executive is by providing him/her with regular feedback and performance assessments.
4. Ensure Effective Organizational Planning. The planning process enables the board and staff to translate the broad mission of the chapter into objectives and goals that can be measured and accomplished. When there is professional staff, the conduct and coordination of planning is best entrusted to it. However, board members should ask good questions, expect good answers, and should serve as resources in areas of personal and professional expertise. 
5. Ensure Adequate Resources.  Fund-raising is one of the responsibilities of the board. There are few nonprofit organizations that can ensure the resources they need without a strong and active board.  In fact, effective fund-raising is one measure of the board’s capabilities, commitment and influence. Every board member should use his or her connections with potential donors.
6. Manage Resources Effectively.   Boards traditionally exercise this responsibility by  approving the annual budget.  Approving the budget for the forthcoming period of time is a crucial policy decision because it sets in motion a host of programmatic, personnel and other priorities. The board also should insist on an annual audit by an independent external auditor.
7. Determine, Monitor, and Strengthen the Chapter´s Programs and Services.  Given limited resources and unlimited demands on them, the board must decide among competing priorities. Financial and programmatic decisions should be made together. Again, if there is a competent staff, the board should not interfere in the details of program management. The board performs its role best by asking the right questions and expecting good answers.
8. Enhance the Public Standing of the Chapter.  Board members are the best ambassadors, advocates, PR-persons for the chapter. They should use their access to the media and decision-makers to promote the chapter. However, they are not automatically the spokespersons of the chapter. No board member should represent himself or herself as speaking for the board or the chapter unless specifically authorized to do so.
9. Ensure Legal and Ethical Integrity and Maintain Accountability.  It is the board´s ultimate responsibility to ensure that the chapter adheres to legal standards and ethical norms. The board should establish policies to guide board and staff in good conduct and how to deal with conflicts-of-interest. 

10. Recruit and Orient New Board Members and Assess Board Performance.  It is helpful to have written “job descriptions” for the board and for its members. All boards have a responsibility to articulate and make known their needs in terms of member experience, skills, influence, geography, demography, etc. Such policies will help establish a well-balanced board .

38.     In sum, boards and board members perform best when they exercise their responsibilities primarily by oversight, asking good and timely questions rather than by running programs or implementing their own policies, let alone micromanaging the organization. 

