UNDG-ECHA Workshop on Transition

Workshop Report

The UN Workshop on Transition took place over the four days of 27th February to the 2nd March in Marrakech, Morocco, facilitated by DGO.  The RC Offices in 17 countries were represented, and 13 UN Agencies provided resource persons.  Guest presentations were made via video-conference by SRSG Alan Doss, Liberia; DSRSGs Manuel Aranda da Silva, Sudan, and Ross Mountain, DRC; and ERSG Victor Angelo, Sierra Leone.   

The three main objectives laid out for the workshop were (i) to share experiences, network, and to build relationships amongst the coordination practitioners in post-crisis, as a foundation for a community of practice; (ii) to review the tools and policy guidance currently being issued on transition, and to reassess the actual needs on the ground in terms of support, and finally to (iii) get input on what DGO could better do to support UN Country Teams in transition, and to clarify roles and responsibilities amongst the major Agencies. 

The Agenda of the workshop was structured around five main themes for discussion: (i) developing a common vision of the UN’s role in peace building and/or national recovery; (ii) achieving coherent and integrated planning for the un system; (iii) ensuring the appropriate capacities for the successful coordination; (iv) managing effective relationships with key partners and finally (v) securing resources for effective implementation.  
1. UN Reform

Chair Jean-Luc Siblot, UNDGO/CPC

Presentations by Sally Fegan-Wyles, UNDGO; Jennifer Worrell, UNDP/BCPR Geneva

Sally Fegan-Wyles gave a clear message that the aid architecture and environment are changing, and the UN needs to change accordingly or it is likely to become marginalized. The UN must become more effective, more coherent, and work towards meeting the international community’s clearly stated expectation of One leader, One programme and One team. The international community particularly looks to the UN to play a critical role in post crisis settings when effective response is crucial, and the UN occupies a unique place because of its presence before, during and after crisis. Unlike other strategic multilateral partners, the UN acts on multiple fronts, providing the platform on which integration of the political, peace and security, humanitarian and development pillars can be made a reality.  Reforms such as the establishment of the Peace Building Commission, Support Office, and Fund, and the review of the Integrated Mission Planning Process, afford the UN a unique opportunity in time to strengthen impact and demonstrate its strong comparative advantage in post-conflict settings.

The UN needs to work seriously on national capacity development. This is the role of everyone, not just UNDP. There is the need for the UN to be strategic, focused, and to prioritise, moving away from an agency mandate approach toward one that supports integrated impact at country level according to national priorities.  During transition, the role of the UN is to support government, not to serve itself. The UN should be building institutional capacities, focusing on advocacy, standards and norms, risk reduction and post-crisis response. The conclusions of the recent evaluations of ten countries on the use of the UNDGO-managed Country Coordination Fund indicate that we are moving in the right direction but not at the right speed.  Real political agreement and commitment are needed across the system for change to happen.  

In the natural disaster arena, the World Conference on Disaster Reduction in Kobe in January 2005 created a global platform for international support and action, for capacity development, for national and local risk reduction and prevention action.  This compact acknowledges that natural disaster and crises don’t just affect the three to four large-scale regional disasters that hit the headlines, but affect a large proportion of countries across the globe, calling for broad-based action. Lessons learned have demonstrated that a natural disaster or crisis can bring opportunities: first, to “build back better” and improve the development standard in the crisis region beyond the previously existing status quo; and second, in the wake of a crisis, national authorities and donors tend to have a greater receptivity towards investment in disaster prevention and mitigation activities.  

2. Achieving common country vision

Chair Sam Barnes, UNDP 

Presentations by Simon Field, Indonesia; Fernando Hiraldo, Burundi

Manuel Aranda da Silva, DSRSG Sudan, emphasized the wide range of opportunities that the UN system has in the lifespan of a transition to both affect and support the development of a common country vision with the national partners.  Entry points come as early as the humanitarian phase, through the negotiation of a peace process, to a post-conflict needs assessment (PCNA) and beyond.  In Sudan, the PCNA process began as an internationally driven process, but as national ownership and capacity increased, the PCNA became the national visioning process, and prompted the development of the national transition strategy.

SRSG Alan Doss emphasized the need for the UN to better understand the transition phase and the differences between humanitarian, transition and development.  ERSG Victor Angelo offered a structural definition of transition, beginning when we move away from saving lives to thinking about helping national partners to recover from crisis.  As key pillars in achieving common vision, he highlighted peace consolidation measures, public communications strategies, and articulating the core functions of the State for which capacity development would constitute a priority, all of which need to be integral to and/or complement the recovery and reconstruction agenda set out in national plans.  Mr. Doss offered a definition that transition starts before peace fully and formally breaks out, and continues after peace is achieved, and highlighted the fact that peace agreements do not always build peace unless deliberate complementary measures are taken to manage conflict resolution.  He described transition as a period of uncertainty, where institutions are resurrected.  For the UN system, this period can offer opportunities to assist national partners to put in place processes and practice that will take them beyond the immediate crisis, but this will always be a country specific process, which UNCTs will have to work through themselves on the ground.  DSRSG Ross Mountain urged the UN system to “Be Real”, which means identifying what it is the country needs, and how we can help, rather than focusing on individual agency mandates, or what we would like to do, think we should do, but can’t.  The UN system needs to recognize that in transition, we are part of a wider process, and we need to focus on the total process and give the necessary space and support to allow the total national process to go forward.
The UNCT must use every opportunity and key milestone in the country’s life to support national partners to develop a common vision for the future – one that encompasses not just the hard work of recovery and reconstruction, but one that looks to defining a better future for the population that overcomes the root causes of risk and conflict that pre-existed the crisis.  In disaster-affected countries, this includes ‘building back better’ and integrating risk reduction into national thinking and programmes; in post-conflict settings, the vision bears particularly on building sustained peace and strengthening national capacities so the State can perform its core functions, national actors can resolve disputes and mitigate violent conflict in pursuing national goals, and populations can become active and positive participants in the process of stabilization and recovery.

UNCTs have employed a wide range of strategies to support the pursuit of common vision and identified a range of capacities and tools that can be put to use.  The common attributes of successful support in achieving common vision with national partners include: 1) having within the UNCT, and RC’s Office, a strong strategic planning capacity (thematic or technical capacities are insufficient); 2) maintaining flexibility during the transition period so the UNCT can grab opportunities for strategic dialogue with national partners at key moments (peace agreements, donor conferences, elections, national planning processes, etc.), and ensuring that the UNCT remains flexible and does not lock itself into agreed programmes that may constrain its ability to redirect in a fast-changing environment; 3) a shared understanding within the UNCT for how the UN will ensure capacity development at all stages vis-à-vis national authorities; 4) a shared understanding within the UN of how it will support key features of the transition (building peace, reducing disaster or conflict risk, etc.) so dialogue with national partners is coherent, integrated, and strategic.  Some UNCTs used CCA/UNDAF to catalyze dialogue with national partners and support to PRSP processes; while others used interim strategies for internal coherence while working with national partners on national frameworks (PCNAs, PRSPs, Peace Consolidation Strategy, Public Communications/ Information Strategy, Interim Stabilisation Strategies, etc.), and only later used the CCA/UNDAF.  Differences between ‘strong State’ approaches (usually in natural disaster settings) and ‘weak State’ approaches (in post-conflict settings) were drawn out and affected sequencing, UN system value added, and substantive focus (including the role of decentralization in the response, and how it relates to capacity development).  All participants sounded a note of caution about allowing donor conferences to constitute a disproportionate driver of the common vision achieved with national partners – while they are important milestones, UNCTs must be cautious that the pursuit of resources driven by donor interests not overtake the strategic dialogue.

3. Linkages between a national vision / planning platform and a UN strategy

Chair Johan Cels, UNHCR

Presentations by Tom Hockley, Sudan; Stephen Kinloch, Haiti; Shoko Noda, Pakistan

The chair asked the panel to identify what kind of common country visioning exercise was done in their transition setting and how the UN strategy aligned with the national framework.  In the case of Sudan, the JAM defined the national transition strategy.  The UN then oriented itself around the JAM’s priorities by creating a UN (and partners) work plan for 2005 and for 2006.  To do this, the UNCT had a work planning retreat inclusive of all resident and non-resident agencies, to set priorities against strategic plan and define sectors.  They also used this opportunity to define the regional (i.e., sub-national) planning process, where central planning wouldn’t work.  Looking ahead, the challenges include strengthening regional planning and coordination and redirecting agency programs to better reflect national priorities and creating a more coherent common country programme.

In Haiti, a quick PCNA process was conducted in 2004 leading to an interim cooperation framework (ICF), which was broadly supported among international partners, led by government and reflective of their priorities.  This was presented at an international donors conference but was missing the monitoring and implementation tools in order for priorities to be realized and or progress to be measured.  Internal challenges to the common planning process included the unarticulated linkages between the preparation of the ICF and deployment of the peace-keeping mission; involvement of civil society including national NGOs; addressing cross-cutting issues and intersectoral issues; and integration of urgent humanitarian needs. Additional external challenges included the lack of coordination and of consistency (of strategic vision) in donor interventions; difficult coordination between emergency rehabilitation and long-term development; and at the national level, the lack of political will and means to make the necessary changes in key areas.  The UNCT is now working on a Post-Election Stabilization Strategy that hopes to pick up where the ICF left off, to provide direct impact on population, institutional support, consolidation of political process, and support to the development of a national strategy to fight poverty.

In Pakistan, they were developing a common action plan from post-disaster relief to recovery, to plan for transition, with the Government in the driver’s seat, and how the international community can support the government’s priorities following the earthquake.  The opportunities have included the ownership of the action plan by the government and using the IASC cluster approach, not only for the UNCT but also for NGOs.  The remaining challenges include fully consolidating and involving the multiple ongoing efforts including the ADB and WB, who conducted a separate assessment and planning process.  

In post-conflict settings there can be many triggers for strategic thinking and planning, including a peace process, agreement or cease fire, a PCNA or similar exercise, donor interest, need for immediate resources, etc.  But strategic planning in post-crisis settings can be significantly hampered by a range of challenges, including: lack of government capacity; lack of common vision of UN; resources mobilized prior to prioritization and hence acting as a disincentive to integrated action; process becoming donor driven; disconnect between political and other pillars in integrated missions; difficulty to shift from humanitarian to development focus; and insecurity on the ground.    

A key point for natural disasters was that planning for the disaster needs to take place before the event, in other words disaster risk reduction has to be built into national frameworks to help mitigate the effects of disasters when they happen.  Contingency planning and early warning risk assessments were also needed.  Critical challenges in these settings were integrating strategic driven planning (rather than resource driven planning) and better incorporating partners like the WB and NGOs into the process.

Many participants stressed the need for the UN to avoid the temptation to embark on multi-year plans (e.g., UNDAFs) too early in the transition phase, as this can limit our flexibility and value to government and other partners.  Shorter term transitional strategies (be they CAPs with early recovery components, annual workplans, interim results matrices, or other bridging strategies) have proven to be the most effective planning tools for the UN in transition.  A clear area in which further work and greater commitment are needed is in the understanding of risk, and how to integrate its management into our programmatic response.  We need to become more systematic about analysing context, vulnerability, threats, and incorporating crisis/conflict risk, mitigation and prevention into our work in a dynamic way.  In the natural disaster recovery response, the key lesson is that planning for recovery needs to happen very early, before transition begins.  The transition presents opportunities to vastly improve the status quo, not only building back better and maximising opportunities for disaster prevention and mitigation of future crises.  If handled correctly, the response to a natural disaster can also, in some cases, prove to be an opportunity for peace in a conflict afflicted region.

In this segment and throughout the workshop, participants highlighted the significant weaknesses in UN System’s support to capacity development vis-à-vis national partners.  Participants called for more deliberate UN-wide strategies for country-level capacity development that run through all aspects of the UNCT strategies and programmes.

The Chair summed up the importance of prioritization in linking national priorities with UN activities, planning for implementation, monitoring and evaluation, and the issue of timing of the planning process: Haiti PCNA took 3 months; Sudan took 15 months; Post-Disaster assessments are typically done within one month or less, placing a premium on UN preparedness to engage in recovery planning while the humanitarian response is still in its infancy.  The plenary discussion included important questions on improving partnerships around the PCNA process, better integrating cross-cutting issues and conflict analysis and prevention, and what happens when the UNCT strategy is misaligned with the national strategy when there is no capacity to articulate the national vision.  The greatest challenge to integrated UN planning is the difficulty of moving beyond agency mandates and bringing the UNCT around a focused, prioritized set of programs that truly respond to a discrete set of pressing national needs where the UN can have the greatest cumulative impact when acting together.

4. When does transition become development?

Chair Pablo Mateu, UNHCR

Presentations by Clark Soriano, Afghanistan; Babar Sobhan, Maldives

While participants were clear that transition begins while the humanitarian action phase is still in its early stages, there was less clarity as to ‘when transition becomes development.’  The ERSG in Sierra Leone offered one interpretation, defined as the ability of the national authorities to hold an election without international assistance.  In most if not all cases, the UN undertakes an UNDAF while many characteristics of transition are still in evidence; this places a premium on ensuring that the UNDAF takes full account of crisis/conflict risk analysis, and builds peacebuilding and risk reduction into the strategy and programmes so that the legacy of crisis, and the potential for its resurgence, are not ignored when ‘mainstream’ planning and programming re-starts.

The Afghanistan experience shows how the UN can use different entry points and different planning tools to participate in the national dialogue and development of nationally-owned transition frameworks. For example, the UN uses the MDG Report to support the development of the Government’s long term vision (which was then formulated through the PRSP). Throughout the process, which required a number of shifts and realignment of UN planning tools to match national cycles, key factors for successful UN support to the transition included a strong degree of collaboration between the SRSG and the DSRG and the provision of stable and consistent coordination services by the RC office.  The Afghanistan experience also illustrates how the capacity building objective can be both monitored (through clearly defined benchmarks in the Afghanistan Compact) and implemented (through inter-ministerial information sharing, as good practices in one ministry can be disseminated to other ministries).

In the Maldives, where the UN has a small but strategic presence, the discussions centered on the need to align UN planning cycles with government plans and the disincentives to integration/harmonization created by the overwhelming funding flows. In this case, none of the 3 resident agencies have felt the need to harmonize their programmes since funding for their own has been so abundant. The presentation highlighted, however, how the UN Strategic Framework influenced the development of the National Development Plan and the many ways in which the UN has provided assistance since, including in resource mobilization capacity support, support to information dissemination (through D.A.D), and enhanced transparency for donors.

The Tsunami recovery efforts also provided entry points for bringing out for debate a number of social issues that had remained until then concealed from public dialogue with the authorities (Building Back Better).

5. Planning for the phasing down of humanitarian action and OCHA

Chair Toby Lanzer, OCHA

Presentations by Philip Dive, Angola; Tom Hockley, Sudan; Shoko Noda, Pakistan

Different experiences were shared in managing the phasing out of OCHA. In Pakistan, OCHA announced a month after the earthquake that it would phase down by 30th June, providing time for preparations between the RC office and OCHA. In Sudan, the RC office and OCHA are sharing the responsibility of coordination based on presence and resources; coordination is led by OCHA with support from the RC in some parts of the country, and vice versa in others. However, a number of challenges have arisen, including different mindsets between OCHA and the RCO with regard to coordination with the government, the issue of information management and how the RCO would take over these responsibilities, and resource constraints for the transition. Angola, on the other hand, is an example of a country where the phasing down of OCHA was completed through a phased and deliberately planned process, including the establishment of a Transitional Coordination Unit (TCU) established to assist the transfer from OCHA to the RCO and serve as a bridging facility. In this case tasks were progressively handed over to government and the RCO, with close association of national staff to ensure continuity.

The presentations highlighted the profound differential in staff capacities between HC support (in Sudan, 200 staff) and RC support (in Sudan, 2 staff).  While participants felt the system should move toward integrated RC/HC support, they also recognized the important differences in staff profiles as the country moves into transition, when engagement of national and government counterparts becomes a sine qua non of the UN’s work.  The keys to success in planning the phasing out of OCHA are advance notice, advance planning, and a clear picture of how and where assets, capacities, and functions will be transferred and the resources required to make it happen.

6. Partners

An overarching theme to the discussion on partnership was the need to rationalize how we see our various partners – as strategic partners to an integrated transition process, as implementers, recipients or just other actors.  If we want to build true partnerships, we need to engage in shared planning, not just implementation, particularly when, often, those other actors (IFIs, INGOs), can have much larger in-country budgets and operations than the UN system.  

NGOs, CSOs, Private Sector:  The discussion group noted that in transitional and post-conflict situations, the UN system has an opportunity to engage NGOs and civil society very early.  The security framework that the UN system provides in these contexts gives us a value added for our other partners, and they are therefore more likely to want to collaborate with us.  We should capitalize on this advantage more, to move toward shared planning and implementation.  Instead, the UN system has the tendency to move away from our often highly collaborative relationships developed with NGO and civil society during the humanitarian phase, as we work to build relations with governments during the transition.  Particular challenges were identified in working with NGOs in a well-funded post-natural disaster setting, when there is little financial incentive for NGOs to coordinate closely with the UN and other partners.  Furthermore, it was noted that NGOs need to coordinate better amongst themselves to render themselves more effective partners to all.  Non-financial incentives for action-oriented coordination must be found in the name of effectiveness and overall impact.

National Authorities, State Actors and other political actors:  Clearly, in a transition period, we have to be extremely sensitive to the way that we interact with national and state actors, as our involvement can give or undermine the legitimacy of political actors.  The UN system as a whole also needs to become more systematic and effective in its commitment to capacity development – we claim that we work to build national capacity, but in fact are extremely weak in practice.  Finally, we have to ensure that we achieve a shared vision of the transition, with an agreed process in planning and timing at all levels of authority, not just with the central government.  Communications strategies can play a critical role in managing expectations of the population, providing public information on efforts deployed by government and other partners towards recovery and reconstruction and, thereby, building transparency, accountability, and legitimacy of national actors.

7. Working with the World Bank as a partner for recovery

Chair Daniel Lopez Acuna, WHO

Presentations by Louise Cottar, Somalia; Frederik Brock, Sierra Leone; Reiko Niimi, Indonesia

While participants expressed a series of frustrations, weaknesses and bottlenecks in working with the World Bank, they also agreed that the World Bank is a critical strategic partner for the UN, because it is a critical strategic partner for national authorities.  Important joint initiatives such as the UN/WB PCNA methodology, MDTFs, country-specific strategies, capacity development, joint support to government aid coordination efforts, and others demonstrate that both institutional and country-based partnership can and do promote greater coherence for national and international partners, even though considerable weaknesses in the relationship remain.   One particular challenge to the UN is the need to address the Bank as one partner, not as 25 different agencies.  Both the UN and the Bank need to intensify efforts to institutionalize the partnership around certain areas that remain very fragmented at country level (e.g., MDTFs), and need to embark on new partnership where they do not yet exist (e.g., development a post-disaster assessment methodology like the PCNA).  There is strong institutional commitment on both sides to continue to strengthen the relationship, and this is very evident at HQ level between New York and DC.  

8. Partnership with DPA and DPKO

Chair Judith Karl, DGO

Presentations by Michelle Griffin, DPA; Nick Seymour, Dominik Bartsch, Amin Mohsen, Herve LeCoq, DPKO

DPA’s main functions include servicing the Security Council, providing electoral assistance, and providing political analysis and recommendations to the Secretary-General.  While its role is largely invisible to the rest of the system, DPA has made critical contributions to averting violent conflict in a number of country settings, and it does provide direct support to RC/UNCTs through inter alia its joint programme with UNDP on conflict analysis and prevention.  While it is admittedly capacity- and cash-poor, DPA does aim to strengthen its ties to RC/UNCTs and, by decision of the Secretary-General’s Policy Committee, to increase its support to mediation and good offices through the establishment of a new office for that purpose.

DPKO is acting on its part of the UN peace-building reform agenda as follow-up to the 2005 study on Integrated Missions.  By decision of the SG’s Policy Committee, DPKO is undertaking a four-part reform including: 1) revision of the SG’s 2000 Note of Guidance (NoG) on the relationship between the SRSG and RC/HC; 2) a comprehensive review and revision of Integrated Mission Planning Process (IMPP); 3) strengthening of the Senior Mission Leadership identification and appointment process; and 4) harmonization of rules and conditions of service to overcome obstacles to creating an effective system of staff exchange and rapid deployment.  The new SG’s Note of Guidance on Integrated Missions pertaining to the relationship between the SRSG and the DSRSG/RC/HC was approved and issued in January 2006.  The IMPP review is underway through an inter-agency task force led by DPKO, and its work is currently being shared with multiple stakeholders including field missions and UNCTs for validation and comment.  The other two workstreams are also underway.  Participants aired particular concerns with regard to Integrated Missions, including continuing challenges to good coordination, linkages among various mission and UNCT planning processes, establishment of common premises and shared common services, duplication and overlap in mission and UNCT capacities, and the like.  While the new NoG and revised IMPP provide useful tools to help colleagues plan for integration in a more collaborative and deliberate fashion, particular attention will need to focus on communicating the content of these new tools, and to ensure that the will and incentives are in place to ensure they are implemented as intended.

9. Financing for transition

Chair Donato Kiniger-Passigli, ILO

Presentations by Verena Linneweber, Afghanistan; Mireia Villar-Forner, Iraq; Karin Wermester, Sudan

:  Four dimensions of financing in the transition remain a challenge for RC Offices: 

· supporting national resource mobilisation efforts to meet national priorities; 

· ensuring adequate funding for UN activities in the transition; 

· ensuring funding for RCO coordination capacity in the transition; and 

· developing appropriate financing mechanisms for channelling funds both nationally and within the UN system.  

DSRSG Manuel Aranda da Silva’s emphasized that financing mechanisms are not allowing urgent needs to be properly addressed in post-conflict settings.  This has been especially true in Sudan, where the UNCT has presented a new position paper on the MDTF and meeting the 18-month gap in Sudan for immediate needs.  In addition to immediate needs such as basic social services, planning and financing are also needed for capacity building.  The UNCT needs to develop a strategy to support ministries, so that ministries can quickly manage themselves.

The UN can provide support to efforts to resource the national transition process through its support to such activities as PCNAs, the development of Transitional Results Matrices (TRM), support to national donor conferences or roundtables and, in some cases, support and administration of a national MDTF.
The group discussed the merits and flaws of various Multi-Donor Trust Fund models as mechanisms to finance a country’s transition needs. Among the benefits, participants noted the reduced transaction costs for governments and the coordination platform that such a mechanism can offer. However, a number of limitations were cited, including the slowness in disbursements (Sudan) and the potential for conflict of interests (Iraq). The idea of establishing a two step approach (with an interim fund for immediate recovery needs followed by a full-blown MDTF) was considered, recognizing that each country setting is unique. 

The discussion also allowed participants to share information and experiences on a broad range of MDTF-related issues such as: the pros and cons of earmarking and its potential distortionary effect on prioritization; the allocation process for MDTFs and its effectiveness in supporting alignment with priority national needs; the inclusion of cross-cutting issues in the appraisal of MDTF projects and the subsequent allocation of funds; and the lack of standards within the UN, within the World Bank, and between the World bank and the UN (legal / grant agreements, etc.).  Participants called for framework and umbrella agreements on the establishment of UNDG Trust Funds, and for UNDG participation in World Bank-administered Funds, a programme of work already underway under the auspices of the UNDG/ECHA WG and the UNDG Management Group.

Urgent guidance was sought from the UNDG-ECHA Working Group on the issue of transitional appeals, how to do effective resource mobilisation for UNCT activities in the transition period, and how to distinguish between a UN strategy and a UN appeal.  Commitment has clearly been made by OCHA to allow the CAP to be used as an appeal mechanism for early recovery activities, and surge capacity for RC Office coordination support.  
10. Operational organising principles for UNCT

Chair Jennifer Worrell, UNDP

Presentations by Moraig Henderson, Iraq; Zarak Saleem Jan, Pakistan; Joseph Oji, Liberia

Cluster models are increasingly being used to organize the UN’s response to both humanitarian and reconstruction activities.  Under the cluster approach, UN agencies are assigned to lead “clusters” intended to identify and fill assistance “gaps” in a predictable and accountable manner in both conflict and post-natural disaster settings. This approach to coordinating the response to humanitarian situations has received much attention recently since it was endorsed by the IASC Principals in September 2005. Although it was agreed that the Cluster Approach would be applied to new major emergencies beginning in 2006, the interagency response to the South Asia Earthquake offered an early and important trial opportunity. While Uganda, DRC and Liberia will be roll-out pilot countries for this IASC cluster approach in 2006, both Iraq and Liberia have been using different cluster models for coordinating the UN’s development activities for a few years already.

Some participants highlighted the emerging IASC Cluster Approach as having a particularly useful application at the HQ level as it sets an accountability framework and clear expectations for ensuring response capacity for the UN system in the humanitarian phase, serves as a platform for predictability, and helps the RC/HC to easily identify a lead Agency or Department to call upon for system mobilisation if a gap must be filled.  At the field level, the cluster approach system can have benefits in terms of coordination and information exchange, and can enhance the predictability of the UN response.  In addition, the clusters can provide an effective mechanism for raising funds for sectors as opposed to agencies. 
However, clusters organized to respond to HQ criteria for predictability may not translate well into the country environment, so UNCTs are encouraged to be flexible in their application of cluster/lead agency structures.  In the transition phase, cluster structures should adapt to, and be driven by, national priorities and derived through a focused UN system prioritisation exercise. This may require some humanitarian clusters to disappear, others to merge and some to be renamed. Indeed, during the transition, the government or national authorities shuld be supported by the clusters to lead coordination efforts. 

In addition, some participants noted the difficulties of separating cluster responsibilities from agency mandated functions. Participants cautioned against allowing a cluster approach to narrow the UN’s focus to sector silos, and lose the over-arching strategic thinking.   Cluster approaches can become just another way of enhancing delivery by agency mandate, and move away from focused prioritization.  There is also the danger that efforts to respond to different mandates end up in a proliferation of clusters and sub-clusters, which results in an unmanageable and administratively heavy process.  On the other hand, integration of cross-cutting issues has not yet been fully successful, and technical clusters seem to perform better than those with a broad range of cross-cutting issues.  It was also noted that conflict of interest can arise, as when an agency has to lead and coordinate a cluster while, on the other, ensuring it meets e its own agency delivery rates.

The cluster model as it has been applied in Iraq has provided considerable benefits. For example, the clusters helped manage and integrate the work of the UNCT and facilitated remote working among the different parts of the system situated in different geographic locations. By aiding information sharing, the clusters also provided a one-stop shop with which national authorities could interact. However, the clusters were set up without resources or any support system. As a result, the lead agency for a cluster became responsible for supporting the cluster directly. Further, the clusters were less successful in producing strategic programmes and interventions. 

Pakistan, post-earthquake, was the first time that the IASC cluster approach had been applied for the relief phase after a natural disaster. Ten clusters were set up at the Islamabad level, and some clusters also met at the field (hub) level as well. The government set up mirror clusters to interface with the UN and partner NGOs. As the transition from relief to recovery gets underway, some of the relief clusters will disappear, others will merge and some will be maintained or renamed. 

Other participants noted that clusters must be aligned with the government’s identified priorities; given the limited capacity of some government officials, it had sometimes been difficult to identify a government counterpart qualified to lead a cluster and provide strategic guidance and planning. The UN should play a key role in developing national capacity to this end.

At all times, Agencies are encouraged to help the advocates of cross-cutting issues (e.g. gender, environment, human rights) to provide their support, and the UNCT is encouraged to draw on their resources and offers of support to promote more effective mainstreaming of their issues into strategic planning and implementation.  Some concrete proposals were made, including inviting Agencies with advisers in key cross-cutting issues to place additional advisory staff in the RCO.

In establishing an appropriate coordination support mechanism for the transition, the trend is clearly moving towards integrated support for the RC and HC functions (and DSRSG in the cases of Integrated Missions), with co-located, national and sub-national offices, in which a “lead unit” has been designated depending on whether activities are predominantly humanitarian, recovery or development in the region.  A key element to take into account in the handover is the need to include national partners during the transition phase, which requires a different focus, working methodology and staffing profiles.  In all cases, planning for coordination in transition needs to occur much earlier in the process.  Urgent HQ assistance was requested to overcome the institutional obstacles that a preventing integration from moving forward smoothly, in particular, the standardisation of salary scales, reporting, and the harmonisation of administrative policies and procedures.  

11. Responsibilities and core capacities of an RC / HC office in transition

Chair Jean-Luc Siblot, DGO

In small groups, the participants responded to three questions: (1) what are the core capacities and functions performed by an RC Office in transition; (2) what are the key gaps, and how should they be addressed; and (3) what innovative ways can be used to fund an RC Office?

In response to the first question - what are the core capacities and functions performed by an RC Office in transition? – through the presentations by the D/E/SRSGs, and through the contributions by participants, five core functions of an RC Office in transition came across as primary:  to coordinate UNCT activities, for both central and regional hubs, including common premises and services; to drive strategic planning and action; to facilitate policy dialogue with key partners; to prepare and promote joint resource mobilisation strategies, and to define common communications strategies.  

Manuel Aranda da Silva noted that while coordination is generally good during humanitarian phase, one critical weakness is the frequent lack of capacity building work for parties involved in conflict.  During the post-conflict phase, there is then a severe lack of national capacity to manage the support coming in.  There is a need to be more realistic on how coordination can function in a very weak state. During the transition, we want to maintain a kind of coordination mechanism built off the RC structure that does not disturb or prevent the new government to operate or grow.  
Participants also proposed a wide range of other activities that are performed by RC Offices in certain contexts, including coordination functions for common plans (e.g. PCNA, Workplans, MDTF etc), cluster management, donor and aid coordination, and the integration and support of political or conflict advisory concerns.  

The overwhelming message from participants was that the functions that an RC Office is requested to perform in transition vastly overwhelm the capacity within the RC Office to support those functions.  SRSG Doss estimated the need at five times the typical current capacity.  Participants identified a particularly notable capacity gap in the area of strategic planning and analysis, which must be urgently addressed if the UN is to achieve the stated targets of focused, prioritized interventions, if it is to maximize opportunities for closer integration in the context of Integrated Missions and with other key partners.  

Specific countries have responded to this challenge in a range of ways, largely relating to maximizing the full capacities of existing staff, and trying to encourage other stakeholders – donors, other agencies, for example – to invest in the RC Office.  In many cases, this might require the further expansion of the range of services that the RC Office will perform, in order to make it attractive to a wider range of constituents.  

The findings of the natural disaster group identified different coordination needs from the post-conflict groups.  An RC Office that is coping with a natural disaster requires urgent surge capacity during the initial response and recovery phase, but over the longer-term, coordination requirements do not increase significantly.  Concrete recommendations included the appointment of a UNDP Country Director at the outset of a large-scale natural disaster to free up the Resident Coordinator/Humanitarian Coordinator to focus almost exclusively on coordinating UN activities; to encourage small specialized agencies, such as UNEP, UNIFEM and OHCHR, for example, to second staff to the RC office to ensure that issues of environment, gender and human rights are reflected adequately in transitional recovery activities; developing MoUs or formal agreements with agencies to release qualified resource staff from wherever they are to a RC office immediately in the aftermath of a large scale natural disaster (perhaps using the UNDAC deployment method as a model), and finally develop a roster of qualified staff for surge capacity / secondment.

In cases of both post-conflict and post-natural disaster transition, participants emphasized that the staff competencies required for transition coordination differ significantly from those required during humanitarian coordination.  While integrated support structures for the RC and HC functions are clearly desirable, provision must be made to accommodate different competency profiles and to not simply transfer the same staff from one function to the other.
12. Natural disaster reform

Jennifer Worrell, UNDP

There are a number of facilities available to RC Offices to strengthen coordination support for early recovery and disaster risk reduction in countries affected by natural disasters.  In the immediate aftermath of a disaster, UNDP/BCPR can make a cash grant of up to $100,000 within 24 hours to strengthen coordination capacity on the basis of a letter of request from the RC.  Well-tested training programmes for UNCT coordination and disaster risk reduction can be provided by the Disaster Management Training Programme (DMTP), an inter-agency facility managed and administered by UNDP/BCPR Geneva.  The recently initiated IASC Working Group on Early Recovery led by UNDP is reaching out to a broader membership (including IFIs and NGOs), and is working to ensure that transition issues are fully addressed through assessments, and that related funding needs are reflected in flash appeals and CAPs, and presented at international donor conferences.  Pakistan serves as a first example of the type of coordination and support that can be mobilized through the working group, though greater efforts need to be made to ensure a more collaborative, common platform for post-natural disaster assessment between the World Bank and the UN (the WB/AdB assessment and the IASC WGER assessment were conducted as separate exercises, and no common disaster assessment platform equivalent to the PCNA has been developed between the Bank and the UN).

UNDGO is increasingly involved in strengthening the RC system response to natural disaster, primarily through its support to HQ coordination and agreement on common practice to ensure inclusion of funding needs to strengthen the RC office in CAPs and flash appeals (examples of such projects will be posted on the UNDG website).  UNDGO does not have substantive expertise in natural disaster recovery and risk reduction, so this expertise will increasingly be provided to the system by UNDP/BCPR Geneva through early deployment of staff and its leadership role in the IASC WGER.  BCPR has also done work on linkages between conflict and natural disasters, and encourages conflict-affected countries that are also affected by natural disasters to consider what support they may require to address these needs.

13. A Note on Capacity Development
The greatest weakness of the UN system in transition, which was repeatedly raised by participants, was in capacity development for national partners.  The UNCT must deliberately discuss “How, Who, Where and for What?” in capacity development in transition.  At the central level, this should be efforts to strengthen capacities for coordination and the core functions of the state.  At provincial level, this would result in strengthened capacities to reduce risk.   Participants encouraged starting early with provincial capacity development, even when the centre is weak/in transition, as this can foster greater ownership of the transition process; offer a platform to facilitate stakeholder consultation, and maximise national buy-in.  Participants also recommended developing national capacity by hiring nationals or Diaspora and place them in ministries – when possible vesting decisions and reporting with ministries, and finally aligning planning and financial cycles with national budget cycles, which would reduce burdens on national partners

14. Next steps and Action Points

Chair Jean-Luc Siblot, DGO

Participants concluded the workshop by developing an action matrix for the UNDG-ECHA Working Group, with a range of priorities for policy, programme and administrative support to strengthen their work in transition.  These were analysed, and the follow-up actions have resulted in six priorities that will be taken forward for discussion and for action at the next UNDG-ECHA Working Group.  These are:

1. Strengthen the overall support for the RC Office in Transition, including the agreement on functional core coordination activities that the RC Office is expected to perform, the minimum RC Office structure necessary to support those functions, and commitment by the system to take actions to secure sufficient funds for these minimum core coordination functions to be carried out.  

2. Consideration of the Cluster Approach for transition settings, and agreement as to suitable organising principles for improving UN System predictability and accountability in transition including support to RC/UNCTs for providing surge capacity and filling gaps..

3. Further development of the Integrated Coordination Support Office concept, closer integration with OCHA and DPKO, and efforts to improve the administrative obstacles to the integrated office model.  Update and finalisation of the Guidance Note on the Handover of Coordination Functions from OCHA.

4. Develop systematic guidance on strategising, appealing and financing for transition, which will include the finalisation of the Guidance Note on Transition Strategies,  development of a Guidance Note on Transitional Appeals, and finalisation of the ongoing work on MDTFs and development of a guidance note.

5. Endorsement by the UNDG Principals of the PCNA concept and methodology, and efforts to continually improve the tool based on lessons learned from past and ongoing PCNAs.

6. Establishment of a Community of Practice for Coordination in Transition, which will allow continued information exchange, sharing of best practices and lessons learnt, and the development of a network of practitioners (to be launched with the distribution of the workshop’s final report).  

7. Discussion forum on how to improve the UN system’s ability to undertake effective capacity development with national partners.  

Overall, the workshop was rated as having been successful (4.5 out of 6 overall) in meeting its objectives.  Participants were particularly appreciative for the opportunity to share experiences, to network, to become better acquainted with the DGO team who support their work.  Universally participants called for the opportunity to make this workshop a regular feature of the UNDG-ECHA framework of support, and welcomed the idea of setting up a practitioners network to move forward with continued knowledge sharing and networking.

