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Institutional Context:

White Hearts Association for Children with Down Syndrome is a non-profit humanitarian and community
development organization dedicated to supporting children with Down syndrome and persons with disabilities
through integrated, rights-based, and community-centered programs.

The organization was originally established in 2020 as White Hearts Center for Children with Down Syndrome,
a community-based initiative founded through volunteer efforts to provide specialized support and services for
children with Down syndrome and their families. In August 2025, the organization was formally licensed by the
Ministry of Social Affairs and Labor and registered under the name White Hearts Association for Children with
Down Syndrome. While “White Hearts Center for Children with Down Syndrome” remains the organization’s
widely recognized operational identity and public-facing name, the term “Association” is used throughout this Policy
to refer to the registered legal entity.

The Association works to promote inclusion, dignity, protection, and equal access to developmental, educational,
therapeutic, and psychosocial support services, while strengthening family and community engagement in the care
and inclusion process.

This Policy forms part of the organization’s internal governance and operational framework aimed at strengthening
accountability, safeguarding, institutional integrity, and quality service delivery across all areas of work.
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1. Introduction:

This Governance & Roles Framework defines the comprehensive functional structure, governance architecture, role
responsibilities, and decision-making mechanisms of the Association during its founding and early operational
phase.

It reflects a hybrid and adaptive governance model that integrates strategic oversight, operational execution, and
advisory contributions within an evolving institutional context.

The Association operates within the humanitarian and community development sectors, with a specific focus on
children with Down syndrome and broader disability inclusion programs, alongside wider community-based
interventions aimed at strengthening community resilience and generating sustainable social impact.

Given the early-stage nature of the Association, roles and functions are intentionally designed to be collaborative,
interdependent, and responsive to operational realities. This approach ensures continuity of services, strengthens
coordination across all organizational levels, and enables adaptive and effective implementation in contexts
characterized by limited resources and ongoing institutional development.
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2. Governance Structure:

The Association operates through a structured hybrid governance model that defines clear functional layers, roles,
and accountability lines, while maintaining the institutional flexibility characteristic of Association in their founding
and early operational phase.

This model integrates governance oversight, strategic leadership, operational execution, and advisory contributions
within a unified and coherent framework designed to ensure effective decision-making, institutional accountability,
and high-quality service delivery.

At the same time, the model recognizes that transitional role overlaps may occur during the establishment phase.
Such overlaps are managed through structured coordination mechanisms, clearly defined communication channels,
and adaptive allocation of responsibilities.

This ensures continuity of operations, alignment between strategic direction and field implementation, and a gradual
transition toward more formalized institutional structures as the Association matures.
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2.1 Board of Directors:

The Board of Directors serves as the highest governing authority of the Association and holds ultimate fiduciary
responsibility for institutional oversight, strategic direction, and the approval of key policies, frameworks, and
governance systems.

It ensures that the Association remains aligned with its mission, maintains institutional integrity, and operates in
compliance with applicable governance standards and accountability principles.

During the founding phase, the Board may maintain a measured level of operational awareness to ensure that
strategic decisions are grounded in implementation realities. This approach strengthens decision feasibility,
enhances contextual relevance, and ensures alignment between governance-level direction and operational
capacity.

Core Responsibilities:

O

Defining, approving, and periodically reviewing the Association’s strategic direction and institutional
priorities

Approving governance frameworks, organizational policies, and internal control systems
Ensuring accountability, transparency, and compliance with ethical and governance standards

Overseeing overall organizational performance, risk management, and sustainability

I I A

Ensuring alignment between strategic vision, resource availability, and operational capacity
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2.2 Advisory Board:

The Advisory Board is a non-governing strategic advisory body composed of senior experts, practitioners, and
sector leaders who provide high-level advisory support to the Association.

It plays a key enabling role in strengthening institutional positioning, enhancing strategic decision-making, and
expanding the Association’s external networks and partnerships.

Within the organizational structure, the Advisory Board does not hold any formal governance, managerial, or
financial decision-making authority. Instead, it functions as an influential advisory and facilitation body that supports
strategic direction, partnership development, and resource mobilization efforts.

The Advisory Board constitutes a core component of the Association’s resource mobilization ecosystem. Through
the credibility, professional networks, and long-standing relationships of its members, it significantly contributes to
enhancing access to funding opportunities, strengthening donor engagement pathways, and increasing institutional
visibility within the humanitarian and development sectors.

A particularly significant contribution is made by the Chair of the Advisory Board, whose international networks—
particularly in the United States and other global contexts—have played a pivotal role in supporting early-stage
resource mobilization efforts. This contribution has been instrumental in enabling the Association’s initial
establishment and sustaining its programs during its foundational phase, while continuing to serve as a strategic
asset within its funding architecture.

Core Functions:
[0 Providing high-level strategic guidance and expert advisory input across institutional priorities
[1  Strengthening institutional positioning, visibility, and credibility within the sector
[l Supporting resource mobilization through professional networks and donor engagement facilitation
I Facilitating access to institutional donors, partners, and funding opportunities
[1 Contributing to strategic planning, program design, and proposal development processes
[J Enriching decision-making through external expertise and sector knowledge
U Enhancing long-term sustainability through relationship-based strategic connections
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2.3 Executive Director:

The Executive Director provides comprehensive strategic leadership and is responsible for ensuring institutional
coherence, alignment, and operational effectiveness across all organizational levels. The role focuses on
strengthening organizational systems, advancing institutional development, and ensuring that governance decisions
are effectively translated into structured operational execution.

The Executive Director plays a central role in external representation, partnership development, and strategic
coordination with stakeholders and donors. While the role does not engage in direct day-to-day field management,
it maintains overall responsibility for institutional effectiveness, ensuring that operational systems are functional,
coordinated, and aligned with the Association’s strategic direction and governance framework.

Core Responsibilities:

[0 Leading and facilitating strategic planning and organizational development processes
Overseeing institutional systems, policies, and internal governance frameworks
Representing the Association in external relations with partners, stakeholders, and donors
Coordinating fundraising strategy and donor engagement initiatives

Ensuring alignment between governance decisions and operational implementation
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Facilitating coordination and coherence across all organizational levels
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2.4 Operational Management:

Operational Management is responsible for the direct execution of programs and the coordination of all day-to-day
operational activities, including field implementation, service delivery, and on-the-ground supervision. It serves as
the primary execution layer of the Association, ensuring that strategic direction and institutional priorities are
effectively translated into structured, practical, and results-oriented interventions.

This function plays a critical role in maintaining operational continuity, ensuring service quality, and coordinating
between program teams, support staff, and relevant stakeholders at the field level, while remaining fully aligned
with the Association’s strategic and governance framework.

Core Responsibilities:

[0 Managing and supervising daily operational activities and field implementation
Overseeing execution of programs and service delivery across intervention areas
Ensuring operational quality, efficiency, and consistency of implementation
Coordinating between program staff, trainers, teachers, and support functions
Monitoring field-level progress and reporting operational updates

Ensuring responsiveness to beneficiary needs and evolving field realities
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Maintaining alignment between operational execution and strategic direction
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2.5 Programs & Services Unit:

The Programs & Services Unit is responsible for planning, coordinating, implementing, and monitoring all
programmatic and service-related interventions delivered by the Association. The unit operates under the
supervision of Operational Management and ensures that all services are delivered in accordance with principles of
quality, inclusiveness, accessibility, and beneficiary-centered approaches.

The unit adopts an integrated and multidisciplinary service model to ensure the provision of holistic support for
children with Down syndrome and other persons with disabilities across developmental, rehabilitative, educational,
and psychosocial domains.

The Programs & Services Unit is composed of qualified professionals, including specialists, therapists, trainers, and
educators, all of whom are appropriately trained and competent to deliver high-quality services.

The Programs & Services Unit oversees the implementation and coordination of the following service areas:

[1 Speech Therapy Services: Supporting communication abilities, speech development, and functional
language skills for children with developmental delays and Down syndrome.

[0 Physiotherapy Services: Supporting motor development, mobility, physical rehabilitation, and functional
independence.



[1 Psychosocial Support Services: Providing emotional, behavioral, and family-centered support to
strengthen psychological well-being and caregiver capacity.

[1 Educational & Developmental Services: Enhancing cognitive abilities, learning competencies, and
adaptive life skills through individualized and supportive learning approaches.
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2.6 Operational Support Staff:

Operational Support Staff play a vital enabling role in ensuring the smooth, efficient, and continuous functioning of
the Association’s daily administrative, logistical, and coordination processes.

While they are not directly involved in program design or strategic decision-making, they provide the essential
backbone that allows program teams and operational units to function effectively.

This function ensures that operational and programmatic activities are fully supported through structured
administrative systems, reliable logistical arrangements, and effective internal coordination mechanisms. It
contributes directly to organizational efficiency, continuity of services, and overall operational stability.
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3. Decision-Making Approach:

Decision-making within the Association is structured, consultative, and multi-layered, designed to ensure clarity of
authority while maintaining operational flexibility appropriate to a founding-stage institution. The model establishes a
clear distinction between governance-level direction, executive coordination, and operational implementation, while
ensuring continuous consultation across all levels.

Strategic decisions are led and approved by the Board of Directors, ensuring institutional oversight, alignment with
the mission, and long-term sustainability. Operational decisions are managed by Operational Management in
coordination with the Executive Director, ensuring that strategic priorities are translated into feasible, context-
responsive implementation.

Advisory inputs are systematically integrated into decision-making processes to enrich strategic discussions,
strengthen evidence-based planning, and enhance contextual relevance. This integrated approach ensures a
balanced decision-making environment that aligns governance oversight, operational feasibility, resource realities,
and field-level dynamics.
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4. Accountability & Reporting Lines:

All organizational units operate within a structured and clearly defined reporting system designed to ensure
accountability, transparency, and effective coordination across all levels of the organization. This system
establishes formal reporting lines and communication pathways that support informed decision-making and ensure
consistent alignment between strategic planning, operational implementation, and governance oversight.

Accountability is maintained through a multi-level reporting mechanism. Operational Management provides regular
operational updates to the Executive Director, covering program implementation progress, field activities, and key
operational challenges. The Executive Director consolidates institutional reporting and provides structured updates
to the Board of Directors, ensuring that governance-level oversight is informed by accurate and timely operational
data.

In addition, program-level reporting is conducted on a periodic basis to monitor service delivery, assess
performance, and identify implementation gaps. Significant risks, critical issues, and escalation matters are
communicated through defined internal channels to ensure timely response and effective resolution.

This structured reporting framework strengthens internal control, enhances organizational transparency, and
ensures continuous alignment between planning, execution, and oversight functions across the Association.
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5. Conflict of Roles & Transitional Nature:

Due to the founding and early-stage nature of the Association, the current governance and operational structure
reflects a transitional and adaptive model in which certain roles may overlap in practice. This overlap is a
recognized and intentional characteristic of emerging institutions operating in dynamic and resource-constrained
environments, and does not indicate any weakness in the institutional structure, but rather reflects the evolving
nature of organizational development.

Within this context, governance, strategic, and operational functions may intersect across the Board of Directors,
Operational Management, and executive functions. These intersections are managed through continuous
coordination, defined communication channels, and ongoing consultative processes to ensure coherence in
decision-making and continuity in implementation.

Importantly, despite the presence of overlapping and shared responsibilities, the Association maintains clearly
defined roles, assigned responsibilities, and documented areas of accountability. These responsibilities are subject
to internal monitoring, performance evaluation, and governance oversight mechanisms, ensuring that all functions
remain traceable, assessable, and aligned with organizational objectives.

This transitional governance arrangement enables the Association to remain agile, responsive, and effective during
its establishment phase, while maintaining a functional balance between oversight and execution. As the institution
matures, the Association is committed to progressively formalizing role boundaries, strengthening functional

separation, and further enhancing accountability frameworks in line with international good governance standards.
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6. Commitment:

All members of the Association, including governance bodies, executive leadership, operational teams, and
advisory contributors, formally and collectively commit to adhering to this Governance & Roles Framework as the
foundational reference for institutional coordination, accountability, and operational integrity.

This framework is recognized as a core internal governance instrument that defines role boundaries, decision-
making principles, and accountability expectations across all organizational levels. It provides the structural basis
for ensuring consistency in practice, coherence in decision-making, and alignment between strategic direction,
operational execution, and advisory contribution.

Adherence to this framework is essential for safeguarding institutional credibility, strengthening internal governance
systems, and ensuring transparency, efficiency, and effectiveness in organizational performance. It also serves as a
living document that reflects the Association’s adaptive nature during its founding phase, while guiding its gradual
transition toward more structured and formalized governance systems.

All stakeholders acknowledge that this framework is not merely procedural, but fundamentally constitutive of the
Association’s identity, integrity, and long-term sustainability. It is therefore expected to be actively respected,
consistently applied, and periodically reviewed to reflect institutional growth and evolving operational realities.
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Annex 1: Organizational Governance Chart
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(Hybrid Founding Governance Model — Transitional Phase)

Advisory Board / (2.) s 4y A il a8 — (5 jLdiud) ulaall)
« Strategic advisory input (non-governing but influential)
* Fundraising & resource mobilization



* Partnerships & external relations
* Contribution to strategic discussions

Board of Directors
(Canlid) 5 4 gl — 5 1Y Gulae)
Clulall slaie) 5 o) i) Gl EY) e A g e AaS sa Adale el — 5 oY) ulae

|

v

Executive Director
(Aol s 5oLl — aanll )
L el Ladil) sl g o JAD) Ganaiill 5 Japdadill 5 Zpail i) 52080 Ge Jmse — (52480 padl)

|

v

Operational Management
(sl 2l — bl 5 1Y)
) Gl 5 el yal) 285 5 A sl Clilaall e A g e — Aol 5 )Y

|

v

Programs & Services
(a5 el )
— Speech Therapy (Gkil z3e)
— Physiotherapy (b ¢l
— Psychosocial Support (elea¥) il seall)
L— Trainers & Teachers (s al/ s y2all)

v
Operational Support Staff
(sl e )
— Driver (i)
L— Office Assistant (¢ )3 <l s4)

Approval & Authorization
&éﬂb ey

Policy Development & Review:

This Policy has been formally reviewed and endorsed as part of the Association’s internal governance framework. It
is recognized as an official guiding document governing institutional practices, decision-making principles, and
operational alignment within the Association.

This document reflects the current organizational structure during the founding and transitional phase, where
governance roles are evolving and subject to progressive institutional development.

The Policy becomes effective upon endorsement and serves as a binding internal reference for all relevant
stakeholders within the Association. Any future amendments shall be subject to formal review and re-endorsement
in accordance with the Association’s internal governance procedures.
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