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Executive Summary
The Team finds that all of the stakeholders seem very satisfied with the work of the Programme and the high quality of the UNMAO staff. The Programme is working well and is achieving tangible results. The Team observes, however, that the Programme still does not have an extensive knowledge of the extent and impact of the landmine problem and needs to focus more on the LIS and other survey methods in order to have a better idea of the mine problem in Sudan. 
The Team observes that the Programme has done a very good job in strengthening interagency coordination over the past two years. The UNMAO has been working hard to improve relations with the key agencies involved in mine action. The Team has recommended additional ways these relationships can be further strengthened and improved. There has been, however, a tendency for the Programme to concentrate on mine clearance. The Director of Mine Action needs to focus more on all aspects of mine action including MRE, VA and capacity building and have more authority over the personnel working in these areas. 

The main three UN entities providing support to the programme, UNOPS, UNMIS and UNMAS have been performing fairly well overall. The Team finds that the demining contracts let by UNOPS with the various implementing agents appear to be working well, in the opinion of the customers (UNMIS) and the agents themselves.  However, the Team finds that the enabling activities that deal with the support provided by UNOPS to the Programme have deteriorated over the past year. The Team has recommended various steps that should be taken overcome these problems. 

With regard to support provided by UNMIS, the Team notes that the support was quite uneven and problematic in the beginning; however there is now much better support to the UNMAO. With regard to support provided by UNMAS, the Team notes that relations between the programme and UNMAS have become closer over the past year. The programme would benefit, however, from more practical assistance with resource mobilization and liaison with certain sections within DPKO. 
The Team finds that the biggest weakness in the Programme is in the area of capacity development. There are a number of explanations for this, including the overarching need to support UNMIS, perennial staff shortages, and a lack of understanding by some people at field level of the new division of responsibility between UNMAS and UNDP in this regard. The result is that there has been little effective effort to manage the expectations of the national bodies, which seem to be trying to duplicate the current size and structure of the UNMAO. The ‘capacity development’ activity that has been undertaken has mainly consisted of missions to other mine action programmes, middle and senior management training and equipping of offices and purchase of vehicles. The situation has been exacerbated by a lack of understanding of the extent of the contamination and recognition of the work being done in support of the UNMIS mission, which is expected to deal with much of the contamination. Capacity development should be made in this context, i.e. in recognition that the national capacity should be designed to take care of a residual contamination, and eventually without access to international funds. It is imperative that UNMAS, UNDP and UNICEF  make a more concerted effort to address the issue of capacity building and to develop a joint plan with planned activities, milestones and outputs that is commensurate with the residual mine problem in the country in 2011. The Team has put forth several recommendations on how the UN should go about this in 2007 and beyond.

Chapter 1 – Introduction
Objectives of the Evaluation

The United Nations Mine Action Service (UNMAS) has hired three independent consultants to conduct an evaluation of the UN Mine Action Programme in Sudan (“the Programme”). The aims of this evaluation are to assess the efficacy of the Programme and the United Nations Mine Action Office (UNMAO) with a focus on the period following the signing of the Comprehensive Peace Agreement (CPA) to the present day; to identify strengths and weaknesses in the relationships, structures and processes that have been established; and to make recommendations for improving the efficiency and effectiveness of the programme. 

The main four areas reviewed during the evaluation are as follows:
1. Scoping of the programme, its size and effectiveness

2. Interagency coordination

3. Enabling activities

4. Capacity development

Evaluation Methodology

The three independent consultants met in New York to be briefed by UNMAS and other stakeholders and to discuss the strategy for conducting the evaluation. It was agreed with UNMAS that the evaluation team (“ the Team”) would focus on the above mentioned four areas and that each of the consultants would be responsible for drafting specific chapters of the evaluation report. It was also agreed that the Team would give its initial findings to the Director of Mine Action/Programme Manager in the form of an aide memoire before the end of the mission in Sudan and would debrief members of UNMAS and the Inter-Agency Coordination Group on Mine Action (IACG - MA) in New York. 
Information was collected from a variety of sources, using three main methodologies:
1. Review of background documents such as the Mine Action Policy and Strategy, as well as specific documents related to the Sudan Mine Action Programme, including but not limited to, work-plans, national strategy and policy documents, national decrees, tender documents, contracts, funding documents, Memoranda of Agreements (MOA) with partner organizations, Programme Semi-Annual and Annual Reports, and relevant Security Council Resolutions. 

2. Visits to New York and Sudan (Khartoum, Juba, Yei and Damazine) where interviews were carried out with most of the members of the Inter-Agency Coordination Group on Mine Action (IACG-MA), Senior Government and UN officials in Sudan, partner organizations (including representatives of NGOs and commercial companies) and relevant staff of the UNMAO and sub-offices in Sudan.  
3. Interviews through email with representatives from Geneva and Rome based organizations such as UNHCR and WFP.  
Because of the limited time available to the Team, it was agreed that the evaluation would be conducted under the assumption that all mine action activities within the remit of the UNMAO are technically correct, i.e. that all equipment has been appropriately selected and accredited, that all implementing organisation’s standing operation procedures (SOP) are sound, and that the activities are being conducted correctly. This assumption allowed the Team to concentrate on the strategic issues facing the UNMAO. 

A list of the people interviewed for this evaluation is presented in Annex I. The aide memoire on the Team’s initial findings is presented in Annex II.
Background on the Mine Action Programme in Sudan (Taken from the Team’s TOR)
As a result of more than two decades of civil war in the Sudan, many of the country’s 26 states have been affected by war of some kind, including the use of landmines. The extent of the landmine/ Explosive Remnants of War (ERW) contamination in the country largely remains unknown as a comprehensive nation wide Landmine Impact Survey was only started in mid-2006. However, the available information indicates that as of December 2006, 1,490 dangerous areas have been identified, out of which 523 of have been cleared, and more than 950 remain to be addressed. Landmine and ERW contaminated areas include key access and supply routes, return and settlement areas for refugees and Internally Displaced Persons (IDPs), agricultural land, livestock grazing land, areas utilized for collecting firewood and producing charcoal. Landmines and ERW threaten the lives of civilians in the affected communities and impede reconstruction, economic recovery and development efforts. In addition, landmine/ERW contamination prevents and delays the safe return of IDPs and refugee to their hometowns.
In response to a request by the Government of Sudan (GOS) and United Nations officials in Sudan, and with the agreement of the Sudan People’s Liberation Movement (SPLM), the United Nations Mine Action Service (UNMAS) deployed an Assessment Mission to Sudan on 2 March 2002. The purpose of the Mission was to determine the appropriate UN mine action response given the political and conflict status within the country.  

The Assessment Mission identified certain actions that could be carried out as a precursor and potential catalyst to peace. However, due to the ongoing civil war, the Mission determined not to immediately set up a conventional mine action structure, but rather to  put in place a series of key functions and structures that would address immediate needs and be flexible enough at the same time to respond to future requirements as the situation changed. New opportunities such as the US/Swiss brokered Nuba Mountains Ceasefire Agreement, the Machakos Agreement and the internationally mediated peace talks were all influential in developing a Concept of Operations and its implementation. The basis for these actions was articulated in a tripartite Memorandum of Understanding signed by the GOS, SPLM and UNMAS on 19 September 2002. The commitment by the parties to prohibit future use of antipersonnel landmines as well as to address landmine contamination was evident with the ratification of the Antipersonnel Mine Ban Treaty by the Government of Sudan on 13 October 2003 and the commitment by the SPLM to similar obligations under the “Geneva Call” Deed of Commitment” for non-state actors. 

During 2002, the programme focused on locations where it could securely operate and have the greatest impact. This approach led to the establishment of the Khartoum Headquarters and two regional offices in the Nuba Mountains and in Rumbek in 2002 and the mine information office in Darfur in 2005. The role of the programme has been to ensure that all mine action activities are planned in accordance with the humanitarian principles of impartiality and neutrality and have the prior agreement of either the GOS and/or SPLM. As the details of a Comprehensive Peace Agreement coalesced in mid-2004, the two principal sides continued to move ahead on the issue of mine action with the signing of a Framework Agreement on 18 July 2004 that further elaborated the vision and modalities of mine action in Sudan. 
The United Nations Security Council, by its Resolution 1547 (2004), established the United Nations Advance Mission in Sudan (UNAMIS) for the purpose of supporting inter alia the Comprehensive Peace Agreement (CPA) between the SPLM and the GOS. With the signing of the CPA in January 2005, and the requirement for expanded mine action capacity to support peacekeeping, recovery and development, UNMAS started to build upon the foundation that already existed. The UNMIS mandate stipulates that the UN is “to assist the parties to the CPA in cooperation with other international partners in the mine action sector, by providing humanitarian demining assistance, technical advice and coordination. The United Nations will, in addition support the National Mine Action Centre (NMAC) and the Southern Sudan Demining Commission (SSDC), which functions under the Government of South Sudan (GOSS), to plan and coordinate all mine action operations in Sudan after the signing of a comprehensive peace agreement and progressively assist in building a sustainable National Mine Action Programme (NMAP) to meet long-term mine action needs. The envisaged end state is for the development of a fully nationalized NMAP as soon as possible, but no later than 2010.” 

In March 2005, UNMAS established the UN Mine Action Office (UNMAO) in order to unify the activities under the three pillars of Mine Action in Sudan: Emergency Mine Action Programme, Support to Peacekeeping Operations and Capacity Building under one UN coordination body. Currently, there are five UN agencies actively engaged in undertaking various mine action activities within the unified framework of the UNMAO under overall coordination of UNMAS, in close coordination and cooperation with concerned national and local authorities. The UN agencies involved in mine action and their respective roles include: 
· United Nations Mission in Sudan (UNMIS), in cooperation with the United Nations Mine Action Service (UNMAS), conducting humanitarian demining and providing coordination and technical advice in support of the UNMIS mandate and the CPA. 
· United Nations Development Programme (UNDP), providing support to national authorities in building sustainable local/national mine action capacities. 
· United Nations Children Fund (UNICEF), undertaking mine risk education projects.

· World Food Programme (WFP) undertaking clearance of key supply and access routes.

· United Nations High Commissioner for Refugees (UNHCR) providing mine risk education to returning refugees and IDP and undertaking clearance of areas required for resettlement of refugees and IDPs.
With technical, financial, logistical and advisory assistance from UNDP, the National Mine Action Authority (NMAA) was established at the level of the Government of National Unity (GONU) by Presidential Decree No. 299 and the Southern Sudan Demining Commission (SSDC) at the level of Government of Southern Sudan (GOSS) by Presidential Decree No. 45.  Based on the provisions of these Decrees, and with technical, and advisory support from UNDP Sudan, the National Mine Action Center (NMAC) based in Khartoum and the SSDC based in Juba (Regional capital of Southern Sudan) developed organizational structures for their head offices and six field offices in various key locations and recruited about 60 national staff for key management positions. Most of the recently recruited staff of the national authorities have undergone middle management training and are as civil servants on the payrolls of the respective government authorities. 

With UN support, the National Mine Action Policy Framework and National Mine Action Strategic Framework (2006-2011) were developed, approved by the High National Mine Action Committee and passed by the council of ministers of the GONU on 06 August 2006. These two key and comprehensive documents will serve as the guiding principles for mine action in the Sudan in the years to come. 
In 2006, UNMAO coordinated all aspects of mine action carried out by NGOs, five UNMIS demining troops from Cambodia, Pakistan, Bangladesh, Egypt and Kenya, and commercial demining companies. UNMAO also continues to support regional offices in Kadugli and Juba, and sub-offices in Rumbek, Darfur, Kassala, Malakal, Ed-Damazin, Wau and Yei. The UNMAO is fully integrated into UNMIS and ensures that the three main pillars of the Mine Action in Sudan are implemented in a unified and integrated manner.

Chapter 2 – Scoping of the Programme, its Size and Effectiveness 
General 

This chapter of the report examines the size and shape of the programme, compared with the known landmine and UXO contamination in Sudan and the requirements of the customers and beneficiaries. The TOR for this evaluation uses the terms ‘efficacy, effectiveness and efficiency’. Because these words have different meanings to different audiences, the Team discussed their use with UNMAS personnel during the first phase of the Mission, and agreed that, for the purposes of this evaluation, ‘efficacy’ would be considered as a function of effectiveness and efficiency, where effectiveness represents the satisfaction of the customer organisations (such as UNMIS) with the product (mine action) and the resulting ability of them to operate, and efficiency represents the comparison of outputs to inputs.
This chapter also looks at the ratios between effort spent on clearance and other outputs from mine action activities, the amount of effort spent on internal program administration (which is also addressed in the chapter on enabling activities) and cross-cutting issues which have a resource implications for the program.
Finally, the question of quality assurance, which is one of the main functions of the UNMAO, is examined in detail in this chapter.

The customers of UNMAO, in particular the UNMIS mission, are very satisfied with the quality and timeliness of the mine clearance work being conducted on their behalf. However, senior members of the Mission have suggested that UNMAS could go further in informing UN agencies, and in particular the Department of Peacekeeping Operations (DPKO), about the impact of mine clearance. This was put to the Team in two different contexts: in terms of the relative cost benefit of road clearance compared with the alternative faced by UNMIS, namely moving by air; and the wider benefits of mine action as a peace dividend. It was suggested to the team that UNMAS does not emphasise these economic benefits in a stronger, quantitative sense, and that the presentation of budgets to ACABQ would benefit from such stronger presentation. 

In a related note, The Team observes that the Program still does not have an extensive knowledge of the extent and impact of the landmine problem. Whilst the team acknowledges that a Landmine Impact Survey (LIS) is underway, it is felt that some form of survey should have been initiated sooner and given greater priority.

The Team also acknowledges the scale of the problem in the context of the size of Sudan. The sheer distances involved justify the use of regional offices and attendant sub-offices, with the attendant number of programme personnel needed to staff these offices. The Team notes the intention of the Director to review his staffing requirements in the near future, to take account of improving road communications – itself a direct benefit of the mine clearance activities. The Team feels that proportionally more operational staff may be required, particularly in terms of Quality Assurance (QA) officers. However, this does not necessarily mean that there is an automatic need to increase the number of personnel in the Programme; for example, it may be possible to see a compensating reduction in the number of programme officers and other support staff.  It may also be possible to nationalize certain positions currently held by international staff. The Team suggests that the review of the staffing requirement looks at each post critically in this regard.
Efficacy, Effectiveness and Efficiency

In qualitative terms, it is possible to consider the relationship between effectiveness and efficiency as a 2 x 2 matrix, such as set out in Table 1 below.

	Table 1: Qualitative Comparison of Effectiveness with Efficiency
for Program Evaluation

	Effectiveness
	Efficiency

	
	Efficient
	Inefficient

	Effective
	Case A
	Case B

	Ineffective
	Case C
	Case D


Case A represents a scenario where a program is both effective and efficient, and is clearly the most desirable situation. Case D represents an ineffective and inefficient program, and is therefore clearly the least desirable situation. Cases B and C represent the two possible other solutions, i.e. where a program is effective but inefficient (Case B) or ineffective but efficient (Case C). In this formulation, Case B would exist where a program is significantly over-resourced (i.e. where all of the customers needs are met, but as a result of ‘throwing money at the problem’), and Case C would exist where a program is significantly under-resourced and unable to meet the customer’s needs, but where the program was managing its limited resources carefully and getting good work from the available capacity. This perspective allows a rapid assessment of effectiveness in terms of customer complaints or criticism. It is easy to imagine that the less effective a programme is, the more complaints there will be about it from the customers, particularly where they rely on its output as an enabler for other activities, which is the case in with UNMIS in Sudan. In the case of the UNMAO programme, the universally positive responses from customers and other beneficiaries from UNMAO services supports the assertion that UNMAO is effective in delivering mine clearance. 

In the question of efficiency, one can also imagine that where inputs (i.e. implementing contractors) were not managed diligently there would be no complaints from the contractors, and that their complaints would only increase when the Programme’s structure generated inefficiencies that acted as obstacles to the contractor. This was apparently the case in the early days of the Programme, when there were few UNMAO personnel on the ground to coordinate activities (a point that is discussed in more detail elsewhere in this report), but all respondents reported that this has improved significantly over the life of the Programme. However inefficiency may also result when the implementing contracts themselves are over-resourced and one might expect therefore that a diligent management regime might start to solicit complaints from implementers. A lack of complaints from the implementers, plus positive reports from the customers might suggest that things are ‘about right’ but, given the relative infrequency of quality assurance visits (discussed at the end of this chapter) may possibly mean that inefficiencies are not being identified. These indicators can be incorporated into the effectiveness/efficiency matrix as shown at Table 2 below. This is of particular relevance where the service contracts are to provide a capacity rather than a net target of cleared area. This strengthens the case for rigorous QA visits to implementers’ work sites, although the Team recognises the value of the Implementation Plan system (discussed in more detail below) as a means of helping to redress this problem, as it provides a benchmark to ensure the contractors clear what they commit to on a task-by-task basis. The use of IMSMA in this program also helps track progress.

In summary, UNMAO can be considered effective within the general constraints of the circumstances, there are also some qualitative indicators to show that it is efficient, but more work could be done to determine whether it is as efficient as it could be. This will be discussed in more detail below in terms of increased QA capacity to establish an environment where the implementers would be more able to demonstrate their assets are fully employed, and in the question of cost-effectiveness analysis of the deployed technologies. 
	Table 2: Qualitative Comparison of Effectiveness with Efficiency
for Program Evaluation showing key indicators

	Effectiveness
	Efficiency

	
	Efficient
	Inefficient

	Effective
	Case A:

No complaints from customers about output

No complaints from implementors about obstacles AND

No complaints about “waste”
	Case B
No complaints from customers about output

Complaints from implementors about obstacles 

OR

Complaints about “waste”

	Ineffective
	Case C
Complaints from customers about output

No complaints from implementors about obstacles AND

No complaints about “waste”
	Case D
Complaints from customers

Complaints from implementors about obstacles 

OR

Complaints about “waste”


The above discussion focuses on the role of UNMAO as a purchaser of contracted mine action services. However, the same principles apply equally to the more strategic role of managing all mine action activities in the country (on behalf of the Government), which includes QA, but also avoiding duplication of work, rational information-sharing (survey and clearance), tasking, and advising donors on where needs are greatest. As will be described elsewhere in this Report, the Team finds that although UNMAO has been fairly effective in this strategic role within the context of support to the UNMIS mission, there is a need for improvement in certain areas which are described in more detail below. 
Scoping the Problem

Because UNMAS already had a mine action programme in Sudan (since March 2002), they were in a very good position once the CPA was signed to expand and to be operational right away. The Team notes that, if there had not been a Programme, most of the whole first year (2005) would have been spent on setting one up and there would have been little or no operations. The fact that UNMAS set up the Programme during war time and used mine action as a peacebuilding, cross line activity, was very good and definitely had a significant impact on their ability to expand and deploy demining assets so quickly. 
· Recommendation: UNMAS should learn the lesson from what might have happened in 2005, in terms of developing some means by which they could react to a cold start without losing too much time setting up a new programme.

UNMAO staff report that they can deal with ‘80% of the problem’ but cannot quantify what the problem is beyond the road network. Several respondents reported the following:

“Sudan is big…”

“The problem is vague and undefined…”

“The problem is more one of perception than actual contamination…”

“The security situation would have prevented us starting the survey any earlier”

“We needed to get something started as soon as possible”

“We hit the ground running without any data…”

“Our team consisted of the wrong types of equipment with the wrong mix of personnel for the tasks we were given…”

The Team sympathises with all of these sentiments and recognises that, at the time, it was hard to do anything else, and that there were some obstacles to movement that would have made a full Landmine Impact Survey (LIS) difficult in the earliest days of the programme. However, with the benefit of hindsight, it appears as if more could have been done earlier, particularly in either rapid needs assessment or in the preparation for the LIS process, in order to gather data that would have better informed programming decisions.

In particular, more could be done to determine the economic impact of the contamination, in terms of the potential value of land which is currently inaccessible. The Team notes that in other countries WFP has produced vulnerability and land use/land cover maps which help predict the humanitarian need for mine action and also suggest, at a national level, which areas would be most beneficial to the local economy once cleared. 

· Recommendation: As part of the scoping process, UNMAO should draw on the experience of other agencies and organisations to obtain geographical information on Sudan which can help inform the wider mine action resource planning and allocation activities beyond the immediate needs of the UNMIS mission..

Survey and Data Management

Whilst recognising that some of the mine action community has reservations about the design of the LIS process in general, the point that the Team wants to make is that, whatever its eventual design, some information gathering process carried out earlier in the life of a mission is vital in terms of helping design the size and type of mine action intervention. Not only will such a process assist in a more efficient design of interventions, it will also help open up large areas of land comparatively quickly, thus generating positive results from the peace process that has facilitated the survey (and attendant clearance) taking place.

The positive news is that the LIS is now underway. UNMAO are using LIS data on a tactical level to inform tasking decisions; however there is a shortfall in building LIS results into a strategic planning process. Indeed, at the moment, UNMAO is still not able to scope the problem in terms of either extent (where the mines are) or impact (what they are doing to people). This has implications for capacity development (which is discussed in more detail in another chapter of this report) in that without a scoping exercise it is very difficult to establish, with any degree of certainty, the appropriate size and shape for a residual mine action capacity in Sudan after the end of the UNMIS mission. 

· Recommendation: There is a need for a scoping exercise in order to determine the urgent humanitarian need and design the residual requirement. This should use quantifiable indicators to establish which types of contaminated land are worth clearing from an economic perspective. In principle, the Team suggests that the resources solicited from international community should focus on clearing the most important and most beneficial areas needed to boost the economy and social reintegration, while the residual capacity should be planned with an eye to helping Sudan meet its responsibilities under the Ottawa Convention, once international support has come to an end.

· Recommendation: The LIS will help inform this process, so UNMAO should place more emphasis on implementing LIS and using results within the strategic plan

· Recommendation: Learn the lesson about encouraging the establishment of an LIS (or other suitable data gathering techniques) early as possible in future missions
The IMSMA process is well established within the UNMAO and data appears to be freely accessible. The operational staff understands the value of IMSMA and the IMSMA section is providing a service to support operations. This includes good operational task tracking information. In short, in UNMAO it appears to be well understood that the role of IMSMA is to support operational decision making processes, rather than the reverse.

· Recommendation: This is a positive lesson to be learned for future programmes.

The Shape of the Programme and its Explosive Ordnance Disposal (EOD) Component

70% of accidents are estimated to be from UXO, yet most effort is currently expended on clearing roads. This is reported to be true in both North and South. Whilst the clearance of roads is clearly the main priority of the UNMIS mission, the estimated numbers of returnees suggests that the problem with casualties from UXO is likely to increase (indeed, even more so now that the roads are cleared!). 

· Recommendation: Include estimation of EOD requirement in scoping study referred to above.

The Mine Risk Education (MRE) Component
It was not clear to the Team about how the proportion of effort between mobile MRE teams and community-based MRE was determined. The MRE TA in South Sudan was sceptical about the effectiveness of community-based approaches, whereas the MRE TA in the North was enthusiastic about this method.
· Recommendation: There is a need for the strategic planning of MRE interventions based on (a) scope of contamination and (b) results of KAP surveys. This should be carried out in coordination with the scoping process to also identify the appropriate size of the MRE interventions.
Not much effort has been put into establishing the effectiveness of MRE in Sudan. Some Knowledge, Attitude and Practices (KAP) studies have been done, but these are reported to be of limited scope. As a result it is not clear what is the state of knowledge and the level of risk-taking behaviour of target populations, nor is it easy to measure the effectiveness of relative interventions (such as the debate about mobile or community-based teams discussed above). 

· Recommendation: More attention should be put in measuring effectiveness of MRE through the use of formal KAP survey techniques.

· Recommendation: More attention should be paid by Director of Mine Action to other (i.e. non-mine clearance) pillars of mine action including MRE (the proportion of the Director of Mine Action’s time spent on strategic direction is discussed in more detail below)
While the tasking of MRE teams is reported to be good in general, and there is some interaction between the MRE Coordinators and the operations staff, MRE tasking and operational coordination can be improved. There is no National Technical Standard or Guideline (NTSG) for MRE.

· Recommendation: Include a specific remit to all managers to pay due attention to all pillars of mine action within their TOR.

· Recommendation: Ensure that operational coordination meetings include all operations and not just clearance.
· Recommendation: UNMAS ensures that a MRE standard task format is developed within a NTSG for MRE.
Some confusion remains over interpretation of the road conditions map. UNMAO advise that the use of grey roads depends on individual risk analysis, whereas Department of Safety and Security (DSS) personnel in the Mission reportedly advise that these are ‘no-go’ roads. The reporting confusion is reported as a significant problem by the Deputy Humanitarian Coordinator.

· Recommendation: Improve coordination with DSS on road classification information, both at unit chief level and as part of liaison on the implementation of the Landmine Safety Project (more on which below).
The team conducting the Landmine Safety Project (LSP) provided an excellent overview of their activities. The project is intended to help inform Mission personnel about the risk from landmines and UXO. Their enthusiasm and knowledge of the subject were impressive. The LSP project is one which falls into the category described by one senior UNMIS manager, namely one which is currently seen as a cost but which should be more properly seen as a benefit. Overall the LSP project has good vision (in terms of its overall intent, but it needs to be more focussed. This is reflected in a number of issues as set out below.The LSP project team have identified a number of additional beneficiaries from their activities, including government agencies. In the opinion of the Team this crosses into the area best addressed by conventional MRE programs. It also makes it more difficult to justify the use of Assessed Budget resources to fund LSP activities.
· Recommendation: From a UNMIS mission perspective, the LSP should concentrate on priorities:
· 1.UNMAO personnel

· 2. mission personnel

· 3. Troop contingents

· 4. NGOs (on a ‘space available’ basis
)
The current practice within the LSP of training of trainers has risks of ‘unintended consequences’ as trainers will be operating without UNMAO supervision or quality assurance. There is a risk that individual trainers will let their own enthusiasm encourage them to insert ‘extra’ training lessons. The LSP team report that at least one nominated contingent trainer intended to expand his training sessions to include advice on the neutralisation and disarming of landmines, for example.
· Recommendation: The LSP Team should take positive steps to discourage such extra-curricular activity by their student trainers. This should include a formal handover certificate by which the student acknowledges his/her obligations in this regard, which would also mitigate the liability of the LSP team (and indeed UNMAO and UNMAS) in the event of unauthorised and unsupervised additions to the training content.
The Landmine Safety Training is included in the DSS induction package for new Mission personnel; however some key lessons were omitted in the training. Furthermore, the training given in Khartoum gave significant proportion of its time on advice on how to interact with children observed to be holding landmines or UXO. Whilst this is appropriate action for mine action professionals it hardly seems appropriate to actively encourage all mission personnel to intervene in such circumstances.
· Recommendation: Ensure closer coordination between the LSP and DSS on content

Victim Assistance (VA)

The development of the MVA cell within UNMAO is commendable. However, there appears to be little ‘backstopping’ assistance in technical and programming issues from UNMAS.

· Recommendation: If UNMAS is to take on this role directly it should increase its own technical capacity in VA, either directly or through some sort of long term formal agreement with a specialist agency 

· Recommendation: It would be good to see the local staff engaged in VA within the UNMAO, (who appear to be very competent), integrated into a more sustainable element (this may apply to many of the other local staff).

Ammunition and Explosives
This paragraph covers two separate issues: the safety of returned ammunition held in UNMIS bases, and the access of UNMAO to explosives supplied with the UNMIS troop contributing contingents (TCC) demining teams

Firstly, there are continued problems reported with returned ammunition storage in UNMIS bases and other locations, some of which have already exploded. One of these has spread contamination around a significant area in Juba, and it is likely that such explosions will continue to happen unless better storage facilities and disposal processes are available. The examination and final disposal of returned ammunition is an EOD skill and cannot be left to basic deminers.
· Recommendation: Urgent action should be taken to assess the scale and location of this problem. Depending on the results of this assessment, it may be appropriate to let contract to deal with ammunition disposal and planning storage requirements

The supply of explosives is a problem within UNMIS. The original intent to use TCC explosives to support contractors has not worked. The result is that whilst the implementing agencies are chronically short of explosives, the TCC contingents hold explosives that they are not using, with an inherent increased storage problem and with future problems in disposing of these stocks when the contingents leave. The Team understands that TCC explosives can be reallocated if there is a suitable change in UNMAO future budgets

· Recommendation: UNMAS should examine non-explosive solutions in terms of both their technical and cost-effectiveness and proactively recommend options to missions.

· Recommendation: UNMAO should investigate the feasibility for TCC explosives to be reallocated if there is a suitable change in UNMAO future budgets

· Recommendation: UNMAS should also suggest to DPKO there are savings to be made by transferring unused explosives to UNMAO compared with the cost of either decommissioning them or shipping them home

Strategic Oversight

The role of the Director of Mine Action involves both strategic and managerial tasks. In order for the Director to be free to concentrate on some of the strategic issues as observed, some of his duties must be more formally delegated. The Team heard that a considerable percentage of the Director’s time is involved in directly managing the routine administrative issues concerning the day-to-day operations of the UNMAO project office and UNMAO staff, compared to overseeing the strategic direction of the programme. Whilst there are some issues that cannot be delegated, the Team feels that too much of the Director’s time is spent on such issues. The same can be said for the portfolio managers for the programme in UNMAS and UNOPS. In both cases at least 50% of their time was spent on such administrative issues. The subject of the enabling activities necessary to allow UNMAO to operate are considered in a separate chapter, however, the following recommendations are made in terms of the operational effectiveness of senior management posts.
· Recommendation: Review UNMAO organisation to delegate more responsibility to the senior person in the South (whatever that post is to be called) to ensure that their job description covers coordination of all aspects of mine action including strategic planning and capacity development
· Recommendation: Put more responsibility to the senior managers in the North, and formalise this where it already exists on a ‘de facto’ basis
· Recommendation. Consider contracting out as many elements of the UNMAO as possible (noting the requirement to retain some core activities such as financial oversight under direct UN control) to reduce the proportion of the workload absorbed by administrative issues. This concept will be considered in detail using the example of QA at the end of this chapter of the report. However the overarching principle is this: given that administrative issues take up so much time, the removal of any one issue through contracting out has the potential of making the programme more efficient. An objective analysis of this issue employing ‘market testing’ techniques will help determine whether it is more cost effective (in absolute costs and in terms of management oversight) to contract out particular capacities or retain them internally. The examples of the implementing contractors and the services provided by Swedish Rescue Services Agency (SRSA) who currently provide expatriate staff as an in-kind contribution show that this process can work in practice. It may also be possible to contract out particular defined, time-bound activities (such as the scoping exercise and the capacity development plan) via external consultancy contracts where these are cheaper than recruiting and retaining permanent staff.
While the CPA is still implemented the security situation in Sudan may well deteriorate. This may have implications for UNMAO in terms of the ability of the implementing agencies to operate and indeed the safety of their personnel. The programme does not have a formal contingency plan in place to deal with these eventualities.
· Recommendation: UNMAO must ensure that its plans and assets are robust and factor in flexibility in light of a security environment that may change rapidly.

Infrastructure Clearance and Project Management

The railway clearance project currently being planned appears to contain some risks for UNMAO. There appears to be a risk of ‘mission creep’ between QA (an appropriate role) and project management. Furthermore, the amount of QA required may impact the size of the QA capacity (which is discussed in more detail below). UNMAO should be careful of this mission creep in the future, but the Team notes that they did express their concerns to the national authorities and the donor and they are now getting funds to have someone full time on this project so that it will not put a strain on their resources. Nevertheless, UNMAO should be sure that the TA that they hire does not have responsibility for the outcomes of the activity unless he/she has the authority to manage the resources. 

· Recommendation: The UNMAO should ensure it remains with a QA and not a project management role in such projects, especially where it does not have any contractual authority about the conduct of the clearance work. 
· Recommendation: Any necessary additional technical assistance should be provided and managed by the relevant project’s own funding structure. If necessary, the World Bank should be encouraged to fund the QA capacity within UNMAO
The Multi-Donor Trust Fund (which is funding large infrastructure projects identified by the Joint Assessment Mission (JAM)) is likely to become a significant client for strategic advice on mine action. The Director is currently providing this personally, which adds to his workload. 
· Recommendation: There is a need for targeted professional advice at a strategic level to MDTF. Any such Advisor needs to be able to conduct project planning. Initially, this may be suitable for external consultancy, but as the MTDF activity grows, this may be a suitable for a future post within UNMAO.

Organisational Structures and Efficiency 
The programme includes a number of items of heavy equipment. The program design did not appear to take account of their cost-effectiveness and hence the overall efficiency of the program. These lessons have been learned qualitatively empirically as the programme has progressed on a case-by-case basis, but it still appears that there is little formal analysis of the relative cost-effectiveness of different types of intervention. 
· Recommendation: At the beginning of new programmes, a rapid study should be undertaken comparing outputs, working days and costs of different survey and clearance assets. 
The TCC demining contingents are reported as being non cost-effective, and requiring too much UNMAO supervision. Current operational coordination and QA role of UNMAO appears to be suffering because of this workload, as some contingents are reported as needing ‘daily’ supervision.
· Recommendation: If  the TCC cannot be made to be cost effective they should be replaced by civilian contracts, conducted by either NGO or commercial organisations selected by the standard competitive tender processes.
· Recommendation: If TCC are maintained, TCC contingents should be supported by necessary technical advisors (TA) funded by additional resources from the assessed budget. This should be done by a separate contract rather than through current UNMAO personnel

There is an argument to be made that TCCs do not require force protection at periods of high insecurity, which makes them more effective at mine clearance in mission support. The Team does not agree with this argument, for the following reasons:

· Firstly, the TCC deminers (normally combat engineers) require force protection (in the form of an infantry screen) themselves when working under such conditions, and it is this infantry screen that is a common requirement of both military and civilian mine clearance in such circumstances.

· Secondly, in extreme conditions of insecurity there is a strong risk of re-mining, which again places all clearance operations in doubt (regardless of who implements them). Under such circumstances the TCC have a need to call on combat engineers for emergency/tactical minefield breaching, but this is outside the scope of the current civilian contracts so is not relevant here. 

The SSDC recently introduced a human resource policy that would have required all of the implementing agencies to make a significant increase to deminer salaries to the extent that it would have been very difficult – if not impossible – for the agencies to continue operations. Whilst the actions of UNMAO, with the support of the Deputy Humanitarian Coordinator, were able to forestall this policy through intervention at a Vice-Presidential level, the issue highlights a failure of both interagency coordination (between UNMAO and the SSDC) and capacity development (both of which are discussed in more detail below). However, the resolution of the problem is a positive example of how UNMAO coordination worked because the operators saw a benefit in the UNMAO representing them as a group in this particular case. It also highlights the "unified integrated approach" that the high level UN officials intervened on the behalf of UNMAO. From the perspective of operational effectiveness, this role of UNMAO as an intermediary (in this case acting on behalf of the implementing agencies) is a key lesson to be learned for UNMAS marketing its role in mine action.
· Recommendation: UNMAS should develop the role of a mine action centre as an intermediary for use in other mine action programmes.

Some outside observers of the UNMAO programme have commented on the large size of the UNMAO programme, implying in particular that there are too many expatriates. The Team notes the large size of the country and recognises the large areas that field personnel, particularly QA monitors, have to cover; the feeling of the Team is that actually there needs to be more QA presence on the ground. This issue is covered in more detail below. The Team also notes the need for the UN to coordinate all actors, and not least to manage and quality assure the many assets it has contracted (and with this the UN in approximately two years achieved the opening of 13.698 km road, plus the management and coordination of some 46 separate mine clearance assets). However, the situation is exacerbated from a presentational perspective by the large and prominently displayed UNMAO organisational chart. The UNMAO organisational chart sends the wrong message, and it is difficult to read. The Team understands that it has been drawn this way to show both the structure and the incumbents of each post. However, it makes the UNMAO organisation look even bigger than it is, and it is effectively impossible for non-UNMAO personnel to actually discern the organisational structure. 
· Recommendation: Produce two different documents (a) a conventional organisational chart and (b) a personnel chart.
Quality Assurance

There is a consistent report that the number of QA personnel is too low. This is based on feedback from all operators – even agencies who are funded bilaterally. It is also rare that QA officers are able to meet the target imposed by UNMAO’s own procedures, though the Team acknowledges that this is more of a problem in some areas than in others. The use of an effective quality management regime is particularly important in a situation where implementing agencies are employed to provide a capacity rather than meet specific global output targets, as it is then important to ensure that they are keeping their resources active. An effective QA capacity is thus necessary to ensure that resources are being used efficiently, which in turn will help ensure that effectiveness is optimised without necessarily increasing the resources consumed by the programme. The Implementation Plan Process goes a long way to ensuring that resources are targeted appropriately; however the QA component is important to ensure that the subsequent activities are efficient and that the output is safe and in the right place.

On the other hand, the target designated by UNMAO (i.e. one visit to each site every week) may itself be too stringent. It is possible to quantify the requirement likely to ensure compliance by the implementing agents with their contractual requirements, using risk management techniques such as ‘Expected Monetary Value’ where the contractors might be expected to assess the risk of being caught in a situation of potential non-compliance against the contractual (i.e. financial) consequences of a serious non-conformance. This may mean that the one day per week target is unnecessarily stringent, but this hypothesis should be tested against contractual data.

Similarly, it may be useful to conduct a time and motion study of the amount of other non-QA activities currently carried out by QA personnel to see if there is any way to release these existing personnel to concentrate on QA duties. It is understood that UNMAO are already looking at similar exercises.

· Recommendation: Develop a QA Plan based on time and motion study, and requirement to put people on site for a certain percentage of time.
· Recommendation: Keep all QA posting flexible, including a greater field role for Regional QA posts.
Nevertheless, it may be that there is an absolute need to increase the number of QA personnel. There are a number of options that can be considered without necessarily increasing the overall staffing level of UNMAO as a whole. These include

· Reduce the number of personnel (particularly in Khartoum) to staff more posts in the field.
· Contract out the QA function.
· Devolve more QA activities to national staff.
· Ensure that major third-party clients (such as WFP and UNHCR) contribute an appropriate level of support to deal with the QA of their own projects.
Each of these has its own advantages and disadvantages. Firstly, there is a case to be made that the number of staff in Khartoum is necessary to allow the Director to concentrate on strategic issues (itself one of the recommendations of this report) however the Team notes that this approach has not been very successful so far, and there is criticism that the increased number of staff at a programme level to deal with issues should perhaps be dealt with centrally by UNOPS (this issue is addressed in more detail in the chapter on enabling activities below). 

Contracting out the QA function would certainly reduce the direct staffing load of UNMAO and market testing would soon identify if it was cost effective. However, there are concerns about the conduct of the QA activity, and there has been at least one time in the history of mine action when a contracted QA capacity did not perform well. However, the Team holds this is merely another question of good contract drafting and this seems to be something that is being handled better and better in the Sudan context. Indeed, given the situation that the large implementing contracts are run much more efficiently than the operating of UNMAO itself, the logic is persuasive that the process that works well (i.e. contracting out) should be followed whenever possible rather than the process that doesn’t work well (i.e. administering directly). Furthermore, it may be possible to develop a QA contract so that it is essentially no different (apart from its funding source) than the current provision of SRSA personnel who operate as an in-kind contribution to UNMAO and fulfil many key functions within UNMAO without themselves being UN contracted personnel. The Team recognises that the drafting of a QA contract may initially be more complex than a ‘normal’ road clearance contract, with resulting higher transaction costs. However UNMAO (and indeed UNMAS) are not starting from a blank piece of paper: the existing IMAS, NTSG and TOR of the existing QA personnel all provide valuable sources of benchmarking for the purposes of defining the scope of a QA contract. The Team feels that the relative strengths of the contracting processes within the UNMAS/UNOPS relationship, as compared to the internal HR processes (discussed in more detail below) mean that there is sufficient justification to market test this idea.

The next option is to devolve more QA activities to national staff. This certainly is attractive in terms of capacity development (and likely the price), but it has two significant disadvantages. Firstly, it is not feasible to make the national agencies, either the NMAC or the SDCC, responsible for QA activities before they are ready to take on this role, so it is not a realistic option in the short term. Secondly, there is a contractual obligation for the UNMAO to manage mine action activities for which it has financial responsibilities, so it might be difficult to abrogate the QA function to the national authorities, though this is certainly a capacity that should be developed ready for when the UNMIS mandate ends in 2011, and could certainly be supported by on-the-job training alongside UNMAO QA officers (however they are recruited and supplied). Capacity Development is considered in more detail in a later chapter of this report. It may of course be possible to recruit additional national QA personnel as UNMAO staff, but this will not solve the short term training obligation and would only serve to complicate the issue of ensuring that they transit to the national authorities, an issue that is discussed in more detail in a later chapter of this report. Nevertheless, the Team recognises the potential role for national QA staff in the UNMAO structure during the UNMIS mission period.

The final option is to ensure that major third party clients allocate appropriate resources to ensure that the QA function for their projects is covered. This could be by a cash contribution or through an in-kind contribution of personnel. The Team notes that this approach is being discussed with WFP at the moment, and commends UNMAO for adopting this approach. However it does require good relations with the agency concerned (which is discussed in more detail below).

· Recommendation: Conduct establishment review to determine how many posts can be disestablished (particularly) at Khartoum in order to staff more Ops/QA posts in the field, combined with a review of which, if any, regional sub-offices can be closed in recognition of the improved road access. However, the Team counsels caution in the regard of the closure of sub-offices, given that the decentralisation of UNMAO is reported by all respondents as a significant contributor to the improvements in effectiveness. The Team suggest that this step should only be undertaken once all other recommendations have been considered and where improved road communications can support the same level of access to activities as achieved at the moment.

· Recommendation: Ensure that all major third party clients contribute sufficient resources to cover the QA requirement for their own projects.
· Recommendation: Consider contracting out the QA function, through conducting an objective market testing exercise to measure the comparative costs/savings of contracting out this capacity.
Cross-cutting issues

Some operators use SPLA soldiers as guards during operations. The Team wonders if this has wider political implications.
· Recommendation: UNMAS/UNOPS clarifies to their contractors the limitations and guidelines for hiring other guards than force protection

UN missions include a big element of cross sector policies on issues such as gender, HIV/AIDS and sexually transmitted infections (STIs). They carry with them additional obligations and work for the UNMAO.
· Recommendation: UNMAS should take note of the resource and training needs to deal with these issues.

Priority of tasking is on route opening in support of Mission and urgent humanitarian needs. This issue is gender neutral

· Recommendation: UNMAO should continue to monitor their future activities to ensure continued compliance with gender policy. This is likely to become even more relevant as the nature of mine action activities in the program develop and diversify. The Team notes that there is a Gender Unit within the UNMIS mission and that it is planned to develop the relations with UNMAO in the near future.
Chapter 3 – Interagency and NGO Coordination
This chapter of the report will review the Programme’s role in interagency coordination with regard to mine action, as well as its role in coordinating mine action operators, both directly contracted by the Programme and bilaterally funded. 

Interagency Coordination in General
The Team finds that the Programme has done a very good job in strengthening interagency coordination over the past two years. With the establishment of UNAMIS in 2004, the Secretary General appointed a Special Representative (SRSG) to Sudan. The SRSG insisted on having an integrated UN mission, including both peacekeeping and humanitarian/development assets, with a strong UN Country Team for joint planning, programming and implementation. In 2005, the SRSG established the position of Director of Mine Action in order to coordinate all mine action activities as a separate sector. The Director of Mine Action is a member of the UN Country Team and is the senior advisor to the SRSG on mine action. The SRSG also established a Mine Action Steering Committee (“Steering Committee”) as a forum to discuss and coordinate mine action activities in Sudan. The Committee is chaired by the SRSG with the Director of Mine Action providing the Secretariat, and is comprised of UNDP, WFP, UNICEF, the Deputy SRSG, the UNMIS Director of Administration and the Force Commander. UNHCR will become a member in 2007. The Steering Committee meets every three months. All UN agencies working in mine action must submit their projects to the Steering Committee for review or they will not be eligible for inclusion in the UN work-plan and funding from the Common Humanitarian Trust Fund. This procedure for obtaining funding encourages all UN agencies involved in mine action to participate in the planning process and to recognize the role of the Director of Mine Action. 
In 2006, the UN established the Transport and Demining Steering Committee (“the Committee”) in Southern Sudan as a forum for discussing mine action and agreeing on priorities for clearance. The Committee is chaired by the Office of the Humanitarian Coordinator (HC) and is comprised of UN agencies, UNMIS, the Ministry of Transport and the SSDC. The Committee decides on priorities for demining in the south. For 2007, the priority is to demine all of major roads in Southern Sudan in order to allow access for the Mission, UN agencies and government officials, IDPs and refugees. The clearance of roads has been one of the most tangible and visible peace dividends and is supported by all stakeholders. Each Committee member submits their priorities, and then the UNMAO staff maps them out and shows what can be done with the current demining assets available. The Committee then prioritizes the roads and the UNMAO tasks them in that order. The Committee meets once a month to review progress and to review priorities.

The concept of having one mine action plan for the country, with different agencies participating and bringing in their expertise, is supported by the UN Interagency Policy on Mine Action. It also proves that it is essential to get senior leadership of the UN Country Team to encourage interagency coordination, planning and programming as well as to have formal interagency meetings on a regular basis to discuss priorities and joint programming. The UN’s unified integrated mission approach in Sudan has probably been one of the most successful as compared to other theatres where the UN is operating. This has been due to the strong leadership of the SRSG and his senior management team. Through a unified integrated approach, the UN Country Team seems to be working with a common purpose and objective and is maximizing resources. The mandate for mine action under Security Council Resolution 1547 is also very clear and comprehensive, encompassing not only support to the peacekeeping mission, but to humanitarian and development activities as well.   
In the field of mine action, there has been, however, a tendency to concentrate on mine clearance. Whist the Team recognises that the imperatives of the UNMIS Mission have driven this focus on demining, the implications of this in terms of interagency coordination are that, whilst the Programme is attempting to implement the ‘One UN’ policy for mine action, more work needs to be done to make this a reality. The problem is that even with a Director of Mine Action, there is no true oversight or reporting lines of the different actors to the Director. He can only try to persuade the different Technical Advisors (TAs) to do their job and to fulfill their role in the UN plan for mine action.  
· Recommendation: Lesson learned is to have a clear and comprehensive mandate for mine action which includes broad support to the peacekeeping mission as well as to humanitarian and development activities. UNMAS should ensure that future Security Council Resolutions dealing with mine affected countries have similar language. 

· Recommendation: Lesson learned that for a large programme, it is essential to have a Director of Mine Action appointed by the Senior Official of the UN Country Team to coordinate mine action activities in the country and to serve as the senior advisor on mine action. 

· Recommendation:  The Director of Mine Action needs to ensure that all of the main elements of an integrated mine action programme, including mine risk education, mine victim assistance and capacity development are given more attention.
· Recommendation: In addition to establishing good relations with other UN agencies working in mine action, it is important that all mine action TAs be part of one mine action programme, co-located with other UNMAO staff where possible and have a reporting line to the Director of Mine Action.
Interagency coordination is made more complicated by the fact that some of the agencies have bifurcated programmes. For instance, up until only 2006, UNICEF, WFP and UNHCR had two different Country Directors, one for the north and one for the south, and they were managed out of Khartoum and Nairobi respectively. In some cases, the offices even reported to different regional bureaus. Although the agencies may now have one Country Director in Khartoum, they are managing their programmes as two separate programmes – North and South. Each programme operates fairly autonomously. Programming and planning is done independently by each agency, and then done by region North or South and then brought together and consolidated by the Mine Action Steering Committee as one mine action programme. Agencies are not sitting together around the table discussing what the mine action programme for Sudan should be and then developing projects according to their respective expertise and integrating those projects into one workplan. This has caused a lot of difficulties in mine action where the main programme managed by UNMAO is run as one country programme.  
For instance, the mine risk education programme is developed by UNICEF – but distinctly as the plan for the North and plan for the South. In normal day to day operations, there is not enough joint programming of MRE into operations. When tasking is done by the UNMAO sub-offices, they do not normally include the MRE component unless the contractor has an MRE asset. It is only then that it is discussed with the UNMAO MRE Coordinator. Otherwise MRE is normally tasked separately.
· Recommendation: The Director of Mine Action needs to ensure that other agencies participate in coordination and planning meetings in North and South so that their needs and plans are integrated into one mine action work-plan for the country.
· Recommendation: There is a need to strengthen integrated and joint planning/tasking and include all components such as MRE, VA and capacity building as well as operational demining.
Coordination with WFP

WFP has had a large programme in Southern Sudan for several years and has a special relationship with the GOSS. WFP spent a lot of resources on air charter flights to bring in food during the war. In 2004, WFP decided to contract Federation Suisse pour le Deminage (FSD), to verify and demine some of the main roads in Southern Sudan prior to their reconstruction. WFP has a standby arrangement with FSD and had purchased a lot of equipment during its intervention in Iraq in 2003. It therefore decided to use FSD and this equipment for demining in Southern Sudan. A large proportion of the funding provided to WFP for demining of the roads was provided by the Government of Sudan as well as the United States. The WFP road project was managed out of the Nairobi office and so in the beginning, there was little coordination with the UNMAO. 
Although UNMAO and WFP had discussions about the road, WFP did not believe that the UNMAO understood their requirements and was able to support them. The UNMAO had already contracted a commercial company in late 2003 to verify and demine the Kapoeta road to eight meters, whereas WFP wanted it demined to twenty-five meters. The reason for this difference is that the UNMAO’s objective was to open up safe corridors as quickly as possible and eight meters would safely allow two way traffic on the roads, whereas WFP wanted to reconstruct the roads and needed cleared areas to twenty-five meters to facilitate access for construction equipment. The demining assets contracted by the UNMAO had the appropriate equipment to demine eight meters, but more resources would have been necessary to go out the full twenty-five meters. This caused friction and problems between the UNMAO and WFP. The UNMAO did not have enough resources to demine to twenty-five meters, and it would have slowed down their objective of opening the roads as quickly as possible. In addition, WFP believed that they needed full control over the demining and the road reconstruction contracts because one was dependent on the other. They were concerned that if another organization was doing the demining and got behind schedule, their road reconstruction contractors would be sitting around and WFP would end up paying them for lost days and lack of productivity. In the earlier days of the programme, WFP also lost confidence in the mine clearance process because some of the initial survey information of low risk areas received turned out to be incorrect and mines were found in these areas. WFP did hire a Mine Action Liaison Officer to coordinate with the UNMAO which improved relations for awhile, but there has not been anyone in this position for a long time.  
In 2006, the Director of Mine Action made efforts to improve relations with WFP and negotiated a Memorandum of Understanding (MOU) with regard to the implementation of mine action activities in support of the WFP Emergency Road Repair Projects. The MOU clearly states the responsibilities of each of the parties, and in particular, states that the UNMAO will accredit, task and quality assure WFP’s contractors. In addition, the MOU provides that WFP’s contractors will provide weekly and completion reports in IMSMA format to the UNMAO sub-offices in a timely manner.  The MOU also calls for WFP to provide funding to the UNMAO for a quality assurance officer, but unfortunately this has not yet materialized. 
When WFP had problems with their standby partner, FSD, they decided to tender the road clearance contracts and requested assistance from the UNMAO. Although the UNMAO did not have any input into developing the Statements of Work (SOW), UNMAO staff did participate in the evaluation process. Although the MOU clearly stipulates the responsibilities of WFP contractors vis à vis the UNMAO, WFP did not include this information into the road clearance contracts with Ronco and MAG. Their contracts only state that they need to be accredited by the UNMAO. On the ground, both mine action contractors are cooperating very well with the UNMAO sub-offices and there are no problems with tasking, coordination and quality assurance of their work. It would have been better, however, for WFP to formalize this cooperation and coordination in their respective contracts.  
· Recommendation:  The lesson learned is that in the event that a UN agency wishes to directly contract its own demining capacity, the UNMAO should sign an MOU with the agency whereby it is agreed that UNMAO will assist with drafting of tender documents and/or contracts, in evaluating tenders and in doing coordination, accreditation, tasking and quality assurance of demining activities. Where this has resource implications for UNMAO, the agency should be asked to provide a contribution in either cash or personnel. This should be done at the onset of a programme. 

· Recommendation: UNMAS/UNMAO should ensure that UN agencies stipulate in their bilateral contracts for mine action that the operator will be accredited, tasked, coordinated and quality assured by the UNMAO and that the operator must submit reports in the appropriate format to the UNMAO on a regular basis. UNMAS/UNOPS should make model contract language available to the agencies for this purpose.

WFP has said that they do not intend to do any more demining of roads in Sudan after these current contracts are concluded. They would like to focus more on their core business of food aid. They are also in the process of hiring a mine action liaison officer to work with the UNMAO over the next year. This will facilitate communication and information sharing between WFP and the UNMAO. 
Coordination with UNICEF
UNICEF’s programme in Sudan was managed as two distinct programmes with different country offices – North and South until January 2006. There is now one Country Director in Khartoum with a Deputy for the North and a Deputy for the South, although the programmes are still managed autonomously. Up until January 2007, UNICEF’s programme in the South still received logistical and financial support from Nairobi. UNICEF only moved their financial system from Nairobi to Juba in January 2007. 

Since the inception of the UNMAS programme in 2002, UNICEF has provided uneven support in MRE with more substantial support coming from the North and limited support from the South. Since UNICEF’s operations are decentralized, it is up to each Country Office to determine the extent to which they are able and willing to support the MRE component. The Programme has often had to hire its own MRE advisor to provide support because of a lack of interest on UNICEF’s part. With the SRSG’s emphasis on a unified integrated approach to mine action, UNICEF was encouraged to take a more active role in MRE. UNICEF has provided an MRE Coordinator to the UNMAO office in Khartoum since April 2005. He has dual reporting lines – to the Director of Mine Action and to the UNICEF Office in Khartoum. When UNMAS received funds for mine risk education, the original idea was for UNMAS to transfer the funds to UNICEF in order for them to hire two Regional MRE Coordinators for Kadugli and Juba. Unfortunately due to internal rules regarding support costs, UNICEF was unable to accept the funds to hire the two international advisors. UNMAS then requested UNOPS to hire them for the programme. UNOPS recruited the two Regional MRE Coordinators in 2005. In order to ensure coordination of the MRE programme in all of Sudan, UNOPS and UNICEF agreed that the UNICEF MRE Coordinator in Khartoum would coordinate the activities of the two MRE Regional Coordinators in the field. 
· Recommendation:  Although UNICEF is the focal point for MRE, it is ultimately the responsibility of UNMAS, and in the case of Sudan, the Director of Mine Action, to ensure that there is an MRE programme properly staffed and funded and fully integrated into the mine action programme. 
UNICEF does acknowledge MRE as a national programme in Sudan, but when it comes to operations and day to day management, it is still handled very separately – North and South. The MRE Coordinator for the country does work with the two Regional MRE Coordinators on strategy and programming. He also prepares MRE project proposals for resource mobilization for the whole country, but while he is responsible for managing the MRE programme in the North, including all financial management of contributions, grants and contracts, he does not have any financial authorities in the South and does not manage the MRE resources implemented there. The MRE programme in the South is managed by the UNICEF Head of the Protection Cluster and the UNICEF national officer for MRE in the South. The MRE Regional Coordinator in the South also does not have access to the financial systems because he is not a UNICEF staff member. In the past, this has caused some serious problems, such as the risk of donor funds expiring because no one was tracking them properly. This definitely makes it more difficult for the MRE Coordinator in Khartoum to manage the programme as a whole. 
· Recommendation: The UNICEF MRE Coordinator should have access to the financial information on the MRE programmes conducted in the South so that he can better manage the full MRE programme in Sudan. Where it may not be feasible to have him manage all of the contracts and grants for the South from Khartoum, it would still be beneficial if he could have access to the information in the system in order to track contributions and monitor the progress of the various MRE programmes. 
Coordination with UNDP

UNDP is responsible for supporting capacity building of the national mine action institutions in Sudan. The Team’s evaluation of the capacity building component of the Programme will be described in detail in Chapter 5 below. This section will focus on the coordination of UNDP’s mine action activities. It appears that there has been good communication with the UNDP Capacity Building Programme over the past eighteen months. This is mainly due to the fact that the UNDP Senior Technical Advisor (STA) is co-located with the UNMAO and the NMAC in Khartoum. The close proximity of the UNDP STA facilitates consultation and cooperation. 
In the early days of the Programme, the UNDP STA and the UN Programme Manager had similar terms of reference and job titles which caused friction between the two individuals and confusion with the national authorities. With the appointment of a Director of Mine Action and a change in UNDP staffing, relations improved between the UNMAO and the UNDP STA. The UNDP STA has worked closely with the Director of Mine Action and other UNMAO staff on capacity building issues such as the drafting of the 2006 National Strategic Framework and National Policy on Mine Action. When UNDP agreed to support the national authorities in the North and South by equipping six field offices – three in the North and three in the South, the modalities of how these offices would work were discussed with the UNMAO. The UNDP STA is a member of the UNMAO senior management team and participates in the weekly meetings chaired by the Director of Mine Action/Programme Manager. Whenever the Director of Mine Action has meetings with the national authorities, especially in Khartoum, the UNDP STA is invited to attend. 
Although there is evidence of fairly good coordination, there are also some examples of where it could be improved. For instance, UNDP and UNMAO exchange information on the different training programmes they are funding for national staff, but they do not discuss and agree upon a comprehensive training plan detailing who should attend and how it should be funded. Unfortunately when it came to supporting the Joint Integrated Demining Unit (JIU) railway project, there should have also been more consultation and discussion with the UNMAO in developing the full plan. The project is discussed more in Chapter 2 above, but it is sufficient to state here that the UNMAO did not believe it had been adequately consulted on this project. There is definitely a need for much more interaction between the UNDP STA and the UNMAO on the planning and implementation of a systematic capacity building component for the Programme.  
· Recommendation:  Lesson learned - TA for capacity building should always be co-located with the UNMAS programme. This has been crucial element in fostering cooperation and coordination.

· Recommendation: The Director of Mine Action needs to ensure that the mine action programme for Sudan includes a well thought out capacity building plan and that it is carried out as soon as possible, preferably from the onset of the programme. 
Coordination with UNHCR

UNHCR is responsible for the return of refugees from Sudan’s neighboring countries. They currently have eleven refugee return corridors from seven countries. For 2007, there are an estimated 102,000 refugees expected to return to Sudan. Many of the roads used to bring in the convoys of refugees are impacted by mines. There are also about one million IDPs that have moved from North to South. There is intense pressure for IDPs and refugees to return to their home areas for the upcoming census and eventual elections. 
UNMAO coordination with UNHCR has been problematic over the past two years. Although UNMAO staff tried to identify UNHCR’s priorities so that they could provide assistance, UNHCR did not appear to plan in advance and to share these plans with the relevant UNMAO sub-offices. In many cases, UNHCR would request assistance at the last minute when it was too late to really do anything or when there were no more assets available. They did not always participate in the various levels of planning meetings and so their priorities were not considered along with other the agencies. For a short time, UNHCR did have a mine action liaison officer and this did help coordination. It should be noted, however, that up until the present time, UNHCR was not a member of the Mine Action Steering Committee. This may have contributed to the problems with coordination. There is a plan that they will join in 2007. This would give UNHCR the opportunity to bring refugee related issues to the Steering Committee for review and consideration.
Over the past few months, with a revamping of UNHCR’s internal structure and staffing in Sudan, there has been improvement in coordination with the UNMAO. Moreover, in an effort to improve coordination in 2006, the Director of Mine Action approached UNHCR to conclude an MOU similar to the one signed with WFP. The MOU between UNHCR and UNMAO states that UNHCR’s mine action activities will be tasked, coordinated and quality assured by the UNMAO. This has now been put into practice with UNHCR’s contracted demining capacity in Southern Sudan, Danish Demining Group (DDG) and is working well. In 2006, UNHCR contracted DDG to assist them with MRE and general survey in Southern Sudan. The UNMAO sub-office in Juba has very good relations with DDG and they are basically serving the function of mine action liaison for UNHCR with the UNMAO. DDG participates in the MRE Technical Working Group in Southern Sudan and in other coordination meetings on behalf of UNHCR. While coordination seems to have improved in the South, there still needs to be more improvement in the North where relations have been somewhat tense.    
· Recommendation: UNHCR should become a full member of the Mine Action Steering Committee. This should facilitate coordination on mine action issues. 

· Recommendation: UNMAO needs to continue trying to work with the different UNHCR sub-offices in country and to get them to participate in the various mine action coordination meetings in order to improve coordination and information sharing. 
· Recommendation: UNHCR needs to prioritize their roads more quickly and participate at all levels in the planning process through the appropriate coordination mechanisms established in country. 
· Recommendation: UNMAS should continue speaking to senior management of UNHCR in Geneva to convince them to integrate mine action in their programme planning when working in mine affected countries and to liaise with the UNMAO or other UN supported mine action programmes. 

Coordination with UNMIS

The UNMAO has very good coordination with UNMIS. The relationship between the UNMAO and UNMIS greatly improved with the change in key personnel in 2006 and with the coded cable sent by the Head of DPKO in November 2006 to all Missions advising that UNOPS staff in UN mine action programmes should be treated as an integral part of the Mission. UNMAO has also established a good relationship with the Force Commander and with the Troop Contributing Contingents (TCCs). The UNMAO has a Liaison Officer with the Force Commander’s office who is a member of the UNMAO’s operations team and facilitates information sharing and joint planning with the Mission. The UNMAO has tactical control over the five TCCs and is responsible for tasking them and also conducting quality assurance of their activities. 

Coordination of Contractors/NGOs

The UNMAO coordination of contractors and NGOs was weak in the beginning when there were only three offices in Khartoum, Kadugli and Rumbek and very little staff. The UNMAO did not have enough reach on the ground. All mine action operators, commercial and NGO, have commented on how coordination has improved since the establishment of the sub-offices and the recruitment of highly qualified staff. By bringing the UNMAO staff closer to the operations, there was also a significant improvement in tasking and quality assurance. In the early days, some tasking was done verbally, the UNMAO Operations Officers would not always have done a reconnaissance of the proposed site, and some operators would find themselves working in the same area. In the fall of 2005, UNOPS, based on experience gained from working in other mine action programmes, and the UNMAO introduced the use of implementation plans for all of their contractors. Now each operator receives a comprehensive task dossier, and an implementation plan is agreed upon by the operator and UNMAO sub-office for each task. Everyone clearly knows where they should be working, what is expected of them and how long the task should take. This makes coordination and tasking more effective. Having a presence on the ground along with decentralizing operations was instrumental in effecting this improvement in coordination and in the management of operations. 
There are now regular mine action coordination meetings held at various levels by the UNMAO. The UNMAO has weekly coordination meetings with operators in Khartoum, while each sub-office has periodic meetings with operators working in their area of operations. In the South, the SSDC has started chairing a monthly coordination meeting with mine action partners. These meetings tend to be more demining focused. In the South, the MRE Regional Coordinator does organize a separate monthly coordination meeting with MRE operators. He also set up a technical working group meeting to discuss MRE materials. It would be beneficial if the main coordination meetings organized by the UNMAO and the SSDC cover all mine action components and that separate technical meetings be held for demining, MRE and VA on a periodic basis.  

Another great success for the UNMAO in improving coordination is that all mine action operators have agreed to be coordinated and quality assured by the UNMAO, even bilaterally funded NGOs. The UNMAO sub-offices have good relations with the bilaterally funded NGOs and they attend the coordination meetings mentioned above. There is still a need to improve coordination with Norwegian Peoples Aid (NPA) who have had a large operation in Southern Sudan for years and have a special relationship with the GOSS. NPA tend to task themselves, and then it is up to the UNMAO to find out where they are working. It would be beneficial if there could be more formal coordination so that UNMAO is aware of where all mine action operators are working.  

The Team found that operators see a benefit of working with the UNMAO because they will get information and will be represented when they are having difficulties. For instance the introduction of the new human resources (HR) policy by the SSDC affected all operators working in Southern Sudan. The UNMAO raised the issue with the Deputy HC and got the policy postponed until further study could be done. It is in the interests of the NGOs to work with the UNMAO for these types of reasons. They also benefit from having access to safety networks, HF communications, helicopter support, etc. 

· Recommendation: Lesson learned - In a large country, it is essential that the UN mine action programme has decentralized offices for effective coordination, tasking and quality assurance. Decentralization and establishment of UNMAO sub-offices closer to the operations significantly contributes to improved coordination and cooperation. The programme needs to ensure that qualified staff are near operations.
· Recommendation: UNMAS/UNOPS should introduce concept of implementation plans in all contracts with commercial companies and NGOs so that everyone clearly knows where they should be working, what is expected of them and how long the task should take. This makes coordination and tasking more effective and it provides clear benchmarks to measure progress.

· Recommendation:  The UNMAO needs to include MRE and VA in coordination meetings. Right now they seem to be mainly focused on demining.
· Recommendation: Lesson learned – The UNMAO does not try to “control” bilaterally funded mine action operators. UNMAO gets them to participate in planning and coordination processes because the NGOs see the benefits of working with the UNMAO, i.e. having the UNMAO represent their interests in particular circumstances, such as with the HR policy.  
Although the Team has observed that there is strong coordination at the interagency level as well as with bilaterally funded contractors and NGOs, the UNMAO can further strengthen this coordination. 
· Recommendation: The UNMAO should make more efforts to explain to other UN agencies how demining will support their own programmes and the reasons why they should coordinate with the UNMAO. The agencies need to see the benefits and how demining affects their own programmes.

· Recommendation: UNMAS/UNMAO should encourage donors to stipulate in their bilateral contracts for mine action that the operator will be accredited, tasked, coordinated and quality assured by the UNMAO and that the operator must submit reports in the appropriate format to the UNMAO on a regular basis. The UN needs to sell its ability to add value in this regard to the donor community. This principle should be transferred to the national authorities once they assume responsibility for mine action. UNMAS/UNOPS should make model contract language available.
Chapter 4 – Enabling Activities
This chapter of the report considers the support that is needed in order to enable the Programme to achieve its objectives. While the political and security environment has significant implications for programme performance, these features nevertheless remain mainly beyond the Programme’s control and will not be considered as support. Enabling activities are then support services provided by UNMIS, the United Nations Office for Project Services (UNOPS) and UNMAS itself.
UNMIS

The UN and UNOPS have concluded an MOA which contains an Appendix stipulating the support services to be provided by the Mission to the Programme. UNMIS is to treat UNMAO staff as an integral part of the Mission. 

While the MOA text is unambiguous, its initial implementation on the ground gave rise to frustration and inefficiencies. In particular, the Team was told that support at the sector level was not forthcoming and some UNMAO staff experienced what they saw as outright obstructions to them trying to carry out their work. This was particularly the case regarding identity cards, visas, UN driver licenses, office space, UN flights as well as assistance with customs clearance and security matters.
Some informants have suggested that the MOA and amendments were not transmitted rapidly enough to the Mission and that this caused confusion for UNMIS personnel as to how the UNMAO staff should be treated.  However, even senior UNMAO staff had difficulties in obtaining the agreed support services from UNMIS, and by November 2006, the DPKO USG sent a coded cable to all DPKO Missions stressing the support he requested for all Mine Action Programmes. In Sudan this cable coincided with a changeover of senior Mission staff. Currently UNMAO receives all the support it needs from UNMIS. In addition, senior Mission staff invited UNMAO to promptly highlight any current or future shortcomings in support from the Mission so that corrective action could be taken.

· Recommendation: UNMAS should make sure that in future DPKO Mission supported programmes; the MOU is signed and promptly communicated to the field before operational activities are undertaken. In addition, the coded cable from the USG should be used to empower Mine Action Programme Managers.

Integration within the DPKO Mission facilitates the achievement of the UNMAO objectives. This is done through good coordination (as mentioned in the previous chapter) and the support services provided. Coordination is facilitated through numerous meetings ideally held at all levels, i.e. from the Mine Action Steering Committee down to sector Committees. Integration into a DPKO Mission also requires that the Programme adheres to and participates in activities on cross-cutting Mission priorities, such as gender, HIV/AIDS and protection. The Team found that at sub-national levels where personnel resources are scarce (often only two people working in a sub-office and on a six week R & R cycle), this places a considerable burden on staff and causes frustration.

· Recommendation: UNMAS should better prepare its programme staff to understand the benefits but also additional workload from working with a DPKO Mission.
· Recommendation: UNMAS should ensure that sufficient staff resources (staff hours and experience) are set aside for cross-cutting Mission priorities. Alternatively, such priorities are only handled by the programme headquarters.
UNOPS

UNMAS has chosen to implement the Programme through a Memorandum of Agreement (MOA) with UNOPS. Through the MOA, UNOPS has been requested to set up and manage the Programme according to the project description.  This is the chosen Modus Operandi both with respect to the funds from the Assessed Budget and the VTF. The MOA is not a conventional contract, but an agreement entered into by two independent entities within the UN system. According to the MOA, UNOPS must provide overall programme management, definition of operational/implementation priorities in consultation with UNMAS, human resource management, contracting of mine action services and substantive and financial reporting.
In January 2005 the Comprehensive Peace Agreement (CPA) was signed unleashing unprecedented donor interest in Sudan, and in March 2005, the General Assembly adopted the deployment of the United Nations Mission in Sudan (UNMIS), inclusive of a significant demining component. Over the following two year period, the Programme expanded at an exponential rate from a six million dollar programme in 2004 to over $30 million in 2005, culminating in approximately $60 million in 2006. The first phase of this expansion saw an exceptional increase in UNMAO programme staff. The recruitment process was undertaken by UNOPS, and by any standard UNOPS must be commended for an extraordinary responsiveness and ability to produce results during this crucial period. Within a few months, UNOPS recruited and deployed approximately 25 new staff.  The second phase of the expansion involved contracting operators to undertake survey, verification and clearance activities. These contracts as discussed below are currently being managed effectively and to the satisfaction of all involved, including UNMIS that is more than satisfied with the demining provided to facilitate the Mission’s objectives.

UNOPS Contracting

Since the first MOA was signed in 2002, the major focus of the Programme has been on road survey, verification and clearance executed through contracting commercial companies and NGOs. The UNMAO is responsible for coordinating, tasking and quality assuring the contractors. Monitoring of performance is undertaken by the UNMAO staff as well. Operators are identified through competitive bidding processes, and in general express satisfaction with the contractual relations they have with UNOPS. The relation is characterised by an atmosphere of fairness and flexibility in light of the challenging logistic and political conditions that prevail in Sudan. The current effective relations reflect a process of mutual adaptation. Contractors have modified their own internal organisations in order to more reliably deliver the kilometres of road demanded, and UNOPS has modified their contracting procedures to provide contracts that more accurately reflect desired outputs and management conditions prevailing in Sudan.

The first contracts concluded for the Programme did however encounter significant problems, especially with regard to the importation of equipment and obtaining visas for their personnel, which led to delayed mobilisation. Under these circumstances, the UNMAO was not seen as particularly responsive or helpful in solving these issues.  In addition, when the contractor finally mobilised in country, the UNMAO staff failed to prepare sufficiently for the receipt and coordination of contractors, e.g. the Mine Detection Dog (“MDD”) accreditation field was not sufficient and the Programme was understaffed with QA officers.
Another problem with the initial contracts was related to the statements of work that did not always match the realities on the ground. Generally speaking, the statements of work should be as specific as possible; however they should also be correct. If precise and accurate information is not available, then it is better to have a less detailed statement of work , where the contractor and UNOPS negotiate modalities and methodologies of work as time progresses and information becomes available. In Sudan the first contracts were specific with detailed services required that turned out not to be the services necessary for the tasks at hand in-country. Hence some contractors arrived in country with the wrong set-up and/or equipment compared to the tasks they had been given.
· Recommendation: Future programmes are scoped with due consideration of the critical inputs of information on the problems and sufficient staffing with qualified and experienced personnel to respond to challenges in an effective manner. The scope of work must meet the actual needs.
The Team finds that these problems were due to a lack of sufficient personnel on the ground, and deficient reconnaissance in the field. There were just too few UNMAO staff to prepare proper tasking dossiers and do prior reconnaissance before the implementation of the demining contracts.

The Team recognises that the ideal of having access to full information about the scope of the problem is something that most mine action programmes do not have. The environment that often faces a new mine action programme is one of war/civil war/strife which has only just ended and is characterised by some or all of the following challenges: non existent infrastructure, insecurity, unknown or changing import regimes and competing local authorities with the ability to block activities but not having the authority to enable activities. In the light of this type of situation, precise information may be costly to obtain. And at some moment this cost may exceed the benefits that are normally associated with having very detailed statements of work. If this is the case, the first contracts awarded should be for a flexible survey/verification teams with an integrated EOD capacity.
· Recommendation: For future projects an initial statement of works should be prepared for survey/verification and mobile EOD capacity which is the most flexible course for early identification of technical information on contamination and opening of key access routes.
· Recommendation: This initial capacity could also include a community liaison component which may have the additional benefit of confidence building in a tense post-conflict environment.
While the above mentioned points largely reflect the operators’ views, the UNMAO was also unhappy with the initial contracts, and in particular, the low productivity of the contractors and the lack of sufficient monitoring instruments and penalty clauses in the contracts to hold the contractors accountable. The Team further finds that these shortcomings have now been recognised by UNOPS and appropriate action to remedy the situation has been taken to improve its procedures for future contracting. Among the changes in UNOPS’ contracting, five features stand out.

· Firstly, the UNOPS Senior Mine Action Technical Advisor from New York travels to the field and drafts the statements of work for all tender documents in collaboration with the UNMAO staff.

· Secondly, several contract clauses have been improved and the possibility for contractors to encounter penalties is clearly outlined.

· Thirdly, contracts now request operators to buy and lease equipment instead of having the equipment become the property of the UN at the end of the contract. In the early days of the Programme, the UNMAO wished to own the equipment so that it could be used in future contracts, but the logistics of managing such a large inventory of equipment has made this option unsustainable.

· Fourthly, the contract requires the contractor’s Programme Manager to meet with the Director of Mine Action/Programme Manager to discuss all of the provisions of the contract in order to ensure that there is full understanding and agreement by both parties.

· Finally, the contracts stipulate that for each task an implementation plan is elaborated by the contractor and agreed to by the Director of Mine Action/Programme Manager. The implementation plan specifies the task, methodology and timeline. The above changes are seen as instrumental to the improved productivity of the Programme.
The Team wishes to commend UNOPS for its ability to listen to its contractors and field personnel, and its efficiency in internalising lessons learnt and adapting its contracts and contracting procedures. A further change is being anticipated, i.e. UNOPS will tender the upcoming new contracts for a two to three year period in order to improve predictability and consequently lower costs of planning and operations. All contractors seem to be pleased with this development. 

· Recommendation: Several lessons should be learned and applied to other programmes. Namely: All UNOPS contracts should require an initial meeting of the contractor’s Programme Manager with the UN Programme Manager to go over the contract in detail; and the introduction of implementation plans for all tasking.

· Recommendation: When appropriate, UNOPS should have the contractors supply the equipment needed under the contract themselves and UNOPS should not purchase it. The longer the contract period the easier it is for contractors to amortise costs and the better cost-efficiency. In many circumstances contractors will be able to re-use equipment, which, in a competitive process, should result in lower bids and hence savings to the UN.

· Recommendation: UNMAS/UNOPS should train programme staff in the use of implementation plans and take care to stress that tool aims to improve productivity through clarifying mutual expectations and holding contractors operationally accountable.

The Team observed that the use of implementation plans provide a high degree of transparency in operations that greatly facilitates the optimal deployment and use of resources, i.e. coordination of assets in the Programme. For this reason it is desirable that implementation plans also be used with bilaterally funded operators. In this context, implementation plans are not a means of control of the operator, but a mutual planning tool between operator and the tasking and QA functions of the UN mine action programme.

· Recommendation: UNMAO and UNMAS should encourage the use of implementation plans among bilaterally funded operators.

· Recommendation: UNMAS should involve donors in discussing the UNMAO coordination role and use of implementation plans.

· Recommendation: UNMAS/UNOPS should train staff in the use of implementation plans with bilaterally funded operators concentrating on fostering collaboration, transparency and mutual planning
In summary, with regard to contracting, UNOPS has shown itself to be capable of developing appropriate and practical solutions to problems and then incorporating lessons learned into their processes, procedures and contracting formats.
The Team has observed the paradox that while UNOPS did a good job in responding to the expansion of the Programme, UNOPS did not sufficiently expand its own internal resources to meet the increased demand from a Programme that grew ten fold. Thus the initial success in recruiting more than 25 staff in a very short timeframe and the improvement in contracting demining services is currently overshadowed by what appears to be deficient systems and resources (notably staffing) for managing a USD 60 million mine action programme. UNOPS support has mainly been weak in two areas: financial oversight and reporting and human resource management.
UNOPS Financial Oversight & Reporting

According to the MOA,, UNOPS is supposed to submit quarterly progress and financial reports to UNMAS along with a financial forecast for the next quarter. After receiving a satisfactory report, UNMAS is supposed to release the next instalment of funds to UNOPS. The requirement for quarterly financial reports is a relatively new modification to the MOA which was incorporated in 2006 as per a request from the UN Controller in an effort to better monitor UNOPS’ performance. Previously, UNMAS received only an annual financial report for the VTF funded Programme and two semi-annual reports for the Assessed Budget Programme. The requirement for additional reporting was also seen as a way for UNMAS to obtain more frequent information on expenditures so that they could carry out sufficient fundraising.

While the obligations are clear and simple, they pose huge challenges to current UNOPS management. Thus at the time of writing of this report, UNOPS has not yet provided UNMAS with the first and second quarter reports for the Assessed Budget MOU, and consequently UNMAS has not provided the corresponding financial instalments to UNOPS. This produces three major consequences that adversely affect the effectiveness of the Programme. Firstly, UNOPS itself is advancing funds for the Programme. Currently this amount is more than USD 14 million. There has to be a cost for UNOPS to provide these funds. Secondly, neither UNMAS nor UNOPS have an accurate overview of the precise amount of the expenditures at any given time, resulting in poor financial management of the Programme. Thirdly, while UNOPS is advancing funds to cover activities, expenses are booked temporarily on other project accounts, which creates additional work of rebooking the expenses once funds are received from UNMAS. The financial systems in UNOPS already appear to be weak
 so this creates more room for error. Consequently, the delayed reporting generates more work in the UNOPS accounting system resulting in yet greater difficulties in generating timely reports to UNMAS. In other words a vicious circle is created.
· Recommendation:  UNMAS should require UNOPS to meet its obligations as stipulated in the MOA, including financial reporting.

In addition to the financial issues mentioned above, there have been numerous delays in getting new MOAs for the Assessed Budget and amendments to the VTF MOA signed and funds transferred to UNOPS due to the apparent lengthy procedures in the UN Secretariat that UNMAS has to follow.  Once VTF funds are pledged to UNMAS, UNOPS is alerted and is authorized to continue implementation. However the formal amendment of the MOA only takes place later, including the arrival of funds within UNOPS. In the meantime UNOPS is in the situation of advancing UNMAS funds and thus the UNMAS delays are another source of fuel for the vicious circle. Estimates vary, but the minimum time for UNMAS to process VTF MOA amendments through the DPKO system ranges from 3 – 5 weeks. Other informants have calculated the time to process amendments as high as 52 days on average. Thus, once an amendment is signed, it can then take up to two months for the funds to arrive within UNOPS. Whether one or the other figure is the correct, the Team finds the processing time significant in light of the mandate of UNMAS that often involves the need to respond rapidly in an emergency or in a secure fragile peace process. It also puts both UNOPS and the Programme in a difficult situation and may result in shorter contracts for personnel and contractors.
· Recommendation: UNMAS documents the internal DPKO procedures for processing amendments to the MOA with the aim of identifying simpler and faster to shorten the time required for the signing of these agreements and transfer of funds to UNOPS.
· Recommendation: UNMAS should identify other ways of securing uninterrupted funding that do not involve its service provider and/or plans the programme in such a way that the programme is more financially robust.

UNOPS Human Resource Management
While UNMAS staff draft the initial TORs for key staff, UNOPS undertakes all other activities related to human resource management, i.e. grades positions, advertises vacancies, shortlists candidates, organises interviews, selects candidates, negotiates contracts, contract administration (including: practicalities regarding transport and briefings, vaccinations, etc.), performance monitoring and contract renewal.
UNOPS has further subcontracted parts of the MOA human resource obligations to the UNDP Human Resource Services Department in Copenhagen. UNOPS still manages the process and is responsible for ensuring its reliability and quality to UNMAS. As mentioned above, UNOPS was previously performing very well in recruiting personnel during the expansion of the Programme in 2005. However in the months that followed the transfer of the human resources function to UNDP, a very significant amount of mistakes and delays have been encountered. The Team spoke to several staff that had applied to vacancies but were left waiting for months with no feedback. This is true for all phases of the recruitment process, i.e. before interview, after interview but before notice of being hired, or after the notice but before seeing a contract. This can lead candidates to find more attractive job offers which will result in the Programme being short-staffed and facing difficulties in recruiting staff of the highest standard. The Team was given numerous examples of erroneous contracting and missing or wrong entitlements in contracts of staff once hired. This has resulted in severely frustrated staff with lack of motivation and consequently lowered productivity and efficacy of the Programme. When staff have to spend time on sorting out their own personnel issues, they are distracted from concentrating on their job and this negatively affects the Programme. 

Corrective action has been implemented by the UNMAO and UNOPS and improvements have recently taken place. The trend is thus positive, however part of the improvements can be attributed to the hiring in the UNMAO of more international staff to compensate for UNOPS’ shortcomings. 
The Team spoke to several informants that argued that the UNMAO Human Resources Officer is engaged to a large extent in activities that are UNOPS’ responsibilities, and should be paid for through the UNOPS levied programme support costs and not through the Programme budget. Several informants also highlighted that this also was the case in areas of finance, reporting and contract management. It is believed that these functions covered by the Programme budget may carry a financial burden of two full time staff.  When reviewing Annex II of the MOA and comparing it with the TORs the UNMAO positions, it appears to confirm this assertion notably with respect to the Contracts Management Officer and the Human Resources Officer. For the Team this raises two issues of concern. Firstly, the risk that donors may question the relevance and justification for the programme support costs paid to UNOPS when staff on the programme budget seems to execute some of the functions of UNOPS. Secondly, The Team finds that UNMAS should apply more consistency in requiring UNOPS to justify the amount of programme support costs it charges for the Programme. The Team notes that just as Annex II is an integral part of the MOA, so is Annex III. By approving Annex III which is the budget, UNMAS accepts financing the said positions and thus implicitly agrees that these positions are part of the programme and not UNOPS programme support cost financed positions.
· Recommendation: UNMAS should review the job descriptions for the finance, human resources, contracts management and reporting officers to ensure that as a minimum they do not give rise to accusations of double dipping.
· Recommendation: UNMAS should take a stronger position and require UNOPS to justify their programme support costs.

The Team concludes that overall UNOPS service delivery in Sudan has been good. The organisation has shown a strong ability to learn from mistakes and improve procedures. This conclusion confirms the findings of the UNMAS “Field Project Support Issues” report. However, at the current state, service delivery has dramatically declined thus challenging the aforementioned conclusion. The Team believes that the above cited recommendations may reverse the situation and bring back reliable and stable services from UNOPS.

Another issue with regard to human resource management has to do with the revision of job descriptions within the UNMAO. The Team was told that the procedures and interpretation of rules and regulations have become much more rigid after the transfer of human resource management to the UNDP Personnel Services in Copenhagen. The Programme has been facing difficulties in making even minor adjustments in staff TOR. When the Director of Mine Action requests a change, he is often requested to re-advertise the position with the risk of potentially losing good staff and further overwhelming UNDP Personnel Services with more cases to handle. In addition, such rigid interpretations prevent the Programme from using the personnel policies as an instrument of staff motivation and development.

· Recommendation: UNMAS should discuss with UNOPS the need for a more flexible and practical Human Resource policy.
Other Human Resource Issues

On behalf of UNMAS, UNOPS has entered into an agreement with the Swedish Rescue Service Agency for secondment of certain staff. The agreement is generally well functioning and testifies to the possibility of “contracting” out services, as argued in the main report. The agreement, however, also shows the limits of contracting out insofar that staffing of one position with a non-UN staff member raises concerns with respect to accountability. The fact that the Chief Logistician is not a UN staff member means that he cannot sign for equipment and cannot be held personally accountable. While this is not a significant issue in other positions, it creates practical and legal problems as the Chief Logistician is normally formally responsible for all equipment.

· Recommendation: UNMAS/UNOPS should ensure key positions are staffed with UN personnel accountable as per UNOPS staff rules. Other positions may be contracted/in-kind contributions as noted above.

Organisation of Mine Action within UNOPS 

As a matter of additional interest, the Team has come across information that UNOPS entities other than the North America Office may start implementation of mine action activities in support of reconstruction projects. While UNOPS is free to organise its activities as it finds most appropriate, the Team is concerned that starting up mine action activities in a second UNOPS Office may further erode and dilute the already strained UNOPS capacity.
· Recommendation: UNMAS should seek clarification of the organisation of mine action within UNOPS and request that UNOPS reviews its internal structure and staffing to ensure that resources are provided to fully support all of the UNMAS programmes as per the MOAs.

· Recommendation: If UNOPS starts implementation of mine action activities from offices other than the Mine Action Unit, then such offices should follow recommendations for inter-agency coordination (see the chapter on Coordination) for any such activity.
Managing Mine Action Programmes Through UNOPS 

The existing MOA delineates the distinct responsibilities of UNOPS and UNMAS respectively, as well as the goals to be achieved and the methodology to be undertaken. Arbitration in case of disputes is also covered by the MOA which seems an appropriate document for strategic management of a programme within a hierarchical organisation, i.e. objectives and activities are specified. In a hierarchy, there is less need to devise a detailed monitoring mechanism as instruction can be given at any time changing as appropriate, the activities, priorities and  methodologies.

There is no hierarchical relationship between UNOPS and UNMAS as they are two distinct UN entities. Their relations seemed to be governed by good faith, long standing collaboration and the MOA. In the opinion of the Team, this suggests that the MOA could be improved so that it resembles more of a contractual agreement between two independent organisations, where well defined products are specified by a certain quality and quantity and within a specific timeframe and based on well defined inputs. 
· Recommendation: UNMAS should amend the MOA to more clearly identify desired outputs. For this purpose annexing a LOG Frame to the MOA that details the strategic outputs, their quality & timing, monitoring & means of verification as well as underlying assumptions, and allows precise monitoring of outputs and details the consequences of non-achievement.

It was suggested to the Team to consider using the RBB format used for Peace Keeping operations reporting to the General Assembly. This format is ideally suited for reporting to a political body but does not seem to satisfy criteria basic to hold a service provider accountable, e.g. clearly specified products (quality and quantity), timelines and assumptions

The Team is under the impression that much of the current faults in UNOPS’ services can be rectified by UNMAS insisting on well-defined products delivered in a timely manner, and having mechanisms for holding UNOPS accountable for non-delivery.

UNMAS

With regard to support provided by UNMAS, the Team notes that relations between the Programme and UNMAS have become closer over the past year. The Programme would benefit, however, from more practical assistance with resource mobilization and liaison with sections within DPKO that manage UN Peacekeeping Missions. Fundraising for the Programme is UNMAS’ responsibility. Activities follow two approaches. The first is to access the UNMIS Assessed Budget and the second, and by far the most time consuming, is to approach donors for additional funding through the VTF.

The Mission funding of Mine Action is tailored to allocations within the Assessed Budget that have been negotiated with the Director of Mine Action. Consequently, the funding from the Assessed Budget covers 100% of the agreed mine action needs of the Mission. The UN Work plan for Sudan details the need for humanitarian mine action in the amount of USD 54 million in 2006, of which only USD 29 million USD was raised.

While funding is significantly higher than in many other countries, so are the needs. But UNMAS has not been successful in covering the shortfall of funding. This has two adverse consequences for mine action effectiveness in Sudan. Firstly, the Programme has had to set aside staff time (at least one full time position) to mobilise funding. Secondly, the Programme invests significant amounts of time in a comprehensive and participatory planning process that ends up being funded only just above 50%.

There is an inherent risk of alienating staff from future planning processes if time is spent on planning and then only half of the amount needed is raised.  In addition, the plan does not seem to anticipate funding shortfalls, i.e. there is no explicit mechanism for according priority to certain actions over other activities when funding is not 100%. Nor are there any provisions or contingent planning elements stipulating what activities are in need of funding and execution before other activities can or will be undertaken. Besides the inherent risk of alienating staff this lowers transparency of decision-making and consequently hampers effective communication between the Programme and UNMAS.

· Recommendation: UNMAS provides more support and assistance in resource mobilisation under the VTF. 

· Recommendation: UNMAS should review its template for mine action programme planning in order to improve the congruence between the annual work-plans established by the programme and realistic funding levels. This should include questions prompting a cross programme priority setting mechanism spanning coordination, survey, clearance, MRE, victim assistance and capacity development.
Cross Cutting Issues

Among informants there has been a 100% consensus that much of the success of the Programme is due to the people employed on the Programme. They are seen as experienced, flexible, capable and instrumental in creating the atmosphere conducive to a learning and open organisation. The view of the UNMAO staff is the same whether the Team spoke to UNMIS as the customer, the TCC’s, contractors or bilaterally funded NGOs. The overwhelming feeling is that the people within the Programme have made the difference.

The Team wishes to acknowledge the strong commitment of the dedicated staff and their hard work as well as remarkable results. The Team also wishes to acknowledge and credit UNOPS for on average having employed such quality staff. The strength of the Programme is, however, also its inherent risk. If good staff makes the Programme perform, so will bad staff affect its performance.

The UNMAO staff have several roles, including coordinating mine action in country, managing contractors and providing demining services to the Mission. The staff’s attitude towards the different stakeholders is fundamental to the perception of them. They have an attitude that is conducive to good collaboration. They are open and transparent in the way they conduct their business, they are able to listen and accept that other stakeholders may have alternative solutions and a belief that through incentives one can achieve more than through control. In addition, the qualification and experience of the staff also play an instrumental role in their success in managing the Programme. The Team found that staff were more respected and trusted if they had a combination of prior relevant field experience working with the UN, the military, NGOs and commercial companies and were technically competent, result oriented and finally located close to the operations for which they have responsibility.

· Recommendation: UNMAS should ensure that TORs and recruitment policies take note of the multi-valent skill sets required and ensure that programme staff has the correct mix of technical and inter-personal skills and experience.

· Recommendation: UNMAS should include these lessons learnt in their training of staff.

· Recommendation: UNOPS should always check references of candidates to avoid any unnecessary stress to field personnel from inappropriate colleagues.

The Team also wishes to commend the UNMAO for actively training its national and international staff. Besides elaborate internal mechanisms for participation in the planning processes, more formal training has also taken place at the IMATC in Nairobi. Courses have been given on specialised topics such as project management, quality assurance and operations management. Issues relating to capacity building are discussed later in the report, however the Teams finds that such a policy has merits of its own just in terms of personnel policies. The investment in training has instant benefits in terms of staff motivation, staff skills and uniform interpretation and application of the national Technical Standards and Guidelines.

· Recommendation: UNMAS should ensure that future mine action programmes set aside resources to train both international and national staff to enable them better fulfil their roles and responsibilities.

Chapter 5 – Capacity Building 

This chapter of the report reviews the Programme’s role in capacity building and the development of national structures and institutions to manage the mine problem in Sudan.
General Observations

It is in the area of capacity development that the biggest shortfalls are to be found in the Programme. There are a number of explanations for this, including the overarching need to support UNMIS, perennial staff shortages, and a lack of understanding by some people at field level of their responsibilities with regard to capacity building. The result is that there has been little effective effort to manage the expectations of the national bodies who appear to think that they need only wait to inherit organisations of a similar size (and budget) to that of UNMIS.  The NMAC and SSDC still do not appear to understand the difference between the Assessed Budget and the Voluntary Trust Fund (VTF), although it has been explained to them repeatedly that the Assessed Budget is for peacekeeping and that these funds will not be available for mine action once the Mission is terminated in 2011.

There has been some capacity development activity undertaken by UNDP over the past few years, but it appears to have been ad hoc, consisting mainly of missions to other mine action programmes, middle and senior management training and equipping of offices and purchase of vehicles. UNICEF has become more actively involved in capacity building over the past few months when the NMAC and SSDC finally hired staff for MRE. The MRE Coordinator has met with both the NMAC and SSDC to discuss MRE strategies for the North and the South, including the making of a public awareness video for IDPs, integrating MRE materials into the school curriculum and including the MRE staff from the NMAC and SSDC in MRE technical working groups. 
There does not appear, however, to be a UN strategy with a comprehensive and detailed capacity building plan on how the UN will work with the national authorities in the North and South over the next few years in order to progressively transfer responsibility for mine action to them. The situation has been exacerbated by a lack of understanding of the extent of the contamination and recognition of the work being done in support of the UNMIS mission, which is expected to deal with much of the contamination. The Team believes that capacity development should be made in this context, i.e. in recognition that the national capacity should be designed to take care of a residual contamination, and eventually without access to international funds. 
Overview of National Mine Action Structures in Sudan

The Government of Sudan established national mine action authority through decree 299 on 24 December 2005. The decree creates a commission of 24 different ministries (“the Commission”). The Ministry of Humanitarian Affairs is the secretariat for the Commission which meets five times per year.  The decree also created a National Mine Action Centre which reports to the inter-ministerial commission. The Director of the NMAC is responsible for the whole country and then there are two deputies – one for North and one for the South. The current national mine action decree does not appear to be in line with the CPA because the CPA clearly states that there should be two separate mine action authorities established, one in the North and one in the South. In June 2006, the GOSS established the SSDC under its own decree. The decree says that the SSDC has to work with both the SAF and SPLM and that its bylaws need to be developed. There is no real conflict in the GOSS decree with the national decree. The NMAC and SSDC work quite independently, but the Directors do meet and discuss issues on a fairly regular basis. The fact that there were already relations established prior to the signing of the CPA through cross-line activities supported by both the UNMAO and UNDP has made it much easier for the two mine action entities to coordinate and work with each other.   
Whilst it is expected that much of the mine problem in Sudan will be addressed by mine clearance projects conducted under the framework of UNMIS, the Team recognises that work must be undertaken now to develop a sustainable mine action capacity to deal with the residual contamination that will still remain after the completion of the UNMIS mission.  The Team applauds the decision of the GONU and GOSS to approve funds to contribute to this process. However, the team recommends that two main strategies should be considered in order to optimise both the solicitation and the allocation of additional resources. These are set out below.

Designing the Programme to be Commensurate With the Need

The first of these recommended strategies is for the UN, in collaboration with the NMAC and SSDC, to set out a comprehensive strategic plan that takes account of the scale of the residual contamination, and determines the design, staffing and resources of the national institutional structures required to carry out mine action in Sudan. Although the UNDP STA tried to convince both the NMAC and SSDC to start out with smaller structures and staffing, the two entities have come up with something much larger than is probably required to address the residual mine problem.  In addition, instead of slowly hiring new staff and focusing their efforts on getting their headquarters operating properly, the NMAC and SSDC have hired a lot of staff at once and are planning to establish field offices right away. This illustrates the need for high level UN intervention in the area of capacity building to outline the possibilities and limits of UN support based on experience gained in other mine affected countries. 
The Team observes that international donors are more likely to be sympathetic to requests for funds when the strategic plan is shown to be commensurate with the need and when the national institutions are sustainable. The current Landmine Impact Survey (LIS) will help determine the extent and effect of the problem, but it will also be necessary to develop methods to allocate resources to the different mine action interventions in an objective and transparent manner, including mine risk education and mine victim assistance, and to assign priorities to clearance in support of the greatest socio-economic needs. The UN should develop such a methodology and assist both the NMAC and the SSDC to develop a sustainable capacity in this regard.
· Recommendation: The UN needs to meet with both the NMAC and SSDC to better manage expectations and to explain that the structure and staffing of their organizations should be commensurate with the anticipated residual mine action problem, and capacity building should be undertaken accordingly.
· Recommendation: The UN should work with the NMAC and SSDC to develop terms of reference for all of the positions in the national authority and ensure that all of the positions are required.  

· Recommendation: UNDP should be asked to change the TORs of the TAs doing capacity building so that the main focus is on governance and setting up of the proper institutions, legal and policy framework.

Developing the Institutional Framework

The second strategy is suggested in order to assist in the allocation of scarce resources and goal setting at the higher levels of government, through the involvement of all ministries who should be considered stakeholders. In many countries, a national governing council or commission, chaired by a nominated minister, and attended by representatives of all relevant ministries, provides a means by which all government departments can take part in resource allocation process at a strategic level. The council might also be attended by observers from the international community. Such councils, which meet periodically, provide strategic direction on policy and oversight to a national regulatory authority; in many countries, the national regulatory authority manages the following key elements of the mine action program on behalf of the council:

· Drafting the necessary legislation and regulations, including the accreditation of mine action implementing agents and the national technical and safety guidelines

· Planning and coordinating the mine action program and allocating resources

· Maintaining an archive of dangerous areas, as well as ongoing and completed activities

· Conducting quality assurance of mine action activities

The regulatory authority should be accountable to the council, and provide periodic progress reports. There is such an inter-ministerial commission comprised of Ministers in the Government of National Unity and the NMAC reports to that commission. But as mentioned above, the CPA envisages that two separate mine action entities will be established for the North and South respectively. In the context of South Sudan, it appears that both the functions of the council and the regulatory body are included within the SSDC. The Team suggests that, whilst the SSDC may be developed to fulfill the function of a national regulatory authority, a separate governing council at a ministerial level should be established to provide the direction and oversight of its operations.

It is also strongly recommended that the regulatory authority should not include its own operational capacity. The Team has observed that, in other countries when the regulatory body also engaged directly in operations, it would become overburdened on managing the logistics of demining teams and unable to focus on its core tasks of coordination, planning and quality assurance. In addition, the more different types of implementing agents are active, the easier it is to attract international funding.  
A generic organisational structure for the inter-ministerial council in Southern Sudan is attached in Annex III. 
· Recommendation: Since the GOSS is responsible for managing their day to day affairs, the UN should advise them to create an inter-ministerial commission or council in Southern Sudan to have oversight and to give policy direction to the SSDC. 

· Recommendation: The UN should encourage the NMAC and SSDC to focus on coordination, accreditation, tasking and quality assurance and should dissuade them from owning or directly managing demining assets.

UN Relations with the NMAC and SSDC
The UNMAO and UNDP have good relations and coordination with the NMAC in the North, but have weaker relations with the SSDC in the South. This is probably due to the fact that the NMAC are co-located with the UNMAO staff and the UNDP STA in Khartoum and this facilitates information sharing and on the job training. There has been a UNDP STA working with the National Mine Action Office and now the NMAC for several years and so the authorities in the North have received more attention and capacity building than the South. The NMAC feels that they are getting all of the information they need from the UNMAO and that they are welcome to discuss issues with any of the UN staff. 
In the South, the SSDC is currently co-located with the UNMAO but in very cramped offices. They have decided to build their own offices and will move later this year. Contrary to the NMAC, they do not feel like they are involved in the operations or that they have sufficient information on what is happening. In addition, UNDP has had serious problems recruiting a technical advisor for the South and one just arrived a few weeks ago. This resulted in one year being lost in capacity building for the South. Moreover, the UNDP TA in the South is in a complicated organisational relationship with the UNMAO and SSDC. There is a risk that the UNDP TA will become divided from the UNMAO personnel and this will not be in the best interests of the ‘One UN’ team approach.
There is also tension within the UNMAO – on one hand, they are mainly funded by the Mission and have to focus on getting the tasks done with the best staffing available, but on the other hand, the UN has a responsibility to do capacity building and help prepare the national authorities to take over the residual risk when the UN withdraws. The Team observes that the UNMAO staff are grappling with these different and somewhat conflicting goals/responsibilities and need more guidance and direction.
· Recommendation:  There is a need to strengthen relations between the UNMAO and the SSDC.
· Recommendation: The UNMAO staff need to get more involved in capacity building at all levels. This should be included in their individual TORs so that this principle is understood.

· Recommendation: Because the UNMAO sub-office in Juba and the SSDC will not be co-located, it is important for the UNMAO sub-office in Juba to move some of its functions, such as IMSMA, MRE and VA, to the SSDC office. This would mean that the UNMAO international staff would move as well, and this would assist in capacity building. It would also eliminate the potential problem of having two parallel mine action centres.  
· Recommendation: The UNDP TAs should work within the UNMAO structure and have a reporting line to the Director of Mine Action or to the appropriate senior manager within the UNMAO.

Capacity Building Plan
The NMAC and SSDC, with the assistance of UNDP and the UNMAO, did develop both a national policy and a strategic framework in 2006 which were endorsed by the NMAC and SSDC and approved by the Cabinet of National Unity. While the Team observes that this is a significant achievement, there is still a need to develop a comprehensive strategy and work-plan which clearly explains the attainment of appropriate milestones and benchmarks required to progressively transfer responsibility for the various elements of mine action to the national authorities. The plan needs to specify measurable outputs that need to be achieved prior to handover of these responsibilities to the national authorities. Appropriate training should be identified and a training plan developed which supports the overall work-plan. Both the work-plan and training plan should take into consideration the different capacities of national staff in the North and South. For example, the NMAC has mainly hired staff who have worked in other ministries in the government such as the Ministry of Education and Ministry of Information, and are therefore familiar with working in a public sector environment, whereas in the South, the staff who have been hired have less experience and may need additional training. Moreover, although the middle management and senior management courses provided by UNDP to many of the national staff in the NMAC and SSDC has been useful, those staff who will be working in operations need to have more training in the actual carrying out of operations. 
· Recommendation: UNMAS, UNDP and UNICEF  need to make a concerted effort to address the issue of capacity building and to develop a joint plan with planned activities, milestones and outputs that is commensurate with the residual mine problem in the country in 2011.
· Recommendation: Suggest that national staff working in the operations or quality assurance sections of the NMAC or SSDC attend a basic deminers course – maybe in Nairobi at the IMATC. Then they should work for three months with one of the mine action operators as seconded staff to learn about operations on the ground. It would be beneficial if the NMAC and SSDC agreed to make the deminers course and a three month apprenticeship a requirement for their operations and quality assurance staff.  
· Recommendation: NMAC and SSDC staff should be formally assigned to work in the UNMAO with an international counterpart.
UNMAO Support to Local NGOs
There has been some UN support to local NGOs. The UNMAO did contract DanChurchAid early in the programme to train two demining teams in the North and the South (JASMAR and OSIL), as well as gave a grant to a local NGO for victim assistance in Khartoum. In addition, the UNMAO also arranged courses in project management, operations, quality assurance in Nairobi at the IMATC in conjunction with Cranfield, and some local NGO personnel did attend the course. In spite of these few efforts, there is no formal capacity building plan for NGOs. The problem with many of the local NGOs is that they do not have a formal legal status and have very weak management structures. 
· Recommendation: It would be beneficial if the assists local NGOs in capacity building of their management structures. 

· Recommendation: The UN should encourage the establishment and/or strengthening of local NGOs and commercial operators to do demining in the country.
UNICEF Support to Local NGOs
UNICEF has been fairly active in supporting local NGOs. UNICEF has given grants for MRE projects to two local NGOs based in the North, JASMAR and Friends of Peace and Development Organization (FPDO). The MRE Coordinator met with each of the NGOs to explain what type of support was needed and what their approach should be when developing a project proposal. They were also advised to include MRE training for their staff in the proposal. The first grants given by UNICEF to JASMAR and FPDO were to train and deploy four teams each to work in IDP camps and to train sixty volunteers in each of the IDP camps. First there was a two week training of the newly formed MRE teams. The MRE Coordinator monitored their performance and gave them a lot of assistance in the day to day management of their grant. The two NGOs were also briefed by UNICEF in how to prepare the proper forms for financial reporting. UNICEF was pleased with the work of each of the organisations and has given them both further grants. They have submitted their reports on time and have been accountable.  
The management capacities of the two local NGOs vary. JASMAR is more professional overall. They have a professional financial software package and internal financial procedures and controls. They also have annual independently audited financial statements. FPDO is weaker and needs more assistance in building up its management capacities. In the South, the MRE Coordinator and MRE Regional Coordinator met with some of the local NGOs to brief them on how to prepare a proposal, explaining what should be included and how to present it, but the NGOs were not capable of submitting them in an acceptable format.  To date, UNICEF has not given any grants to local NGOs in the South. UNICEF’s policy does not allow them to give grants just for capacity building. There has to be a programming element to the grant. UNICEF can use small scale funding agreements up to $10,000 limit where a larger proportion can be used for capacity building. 
· Recommendation:  UNICEF should continue working with local NGOs in the South to build their management and operational capacity to conduct MRE. This can possibly be done through the use of small scale funding agreements. 
UNMAO national staff
With the recent hiring of national staff to work in the NMAC and SSDC, the issue of why nationals currently working in the UNMAO have not been integrated into the two mine action structures has been raised. The UNMAO has spent a lot of time and effort training their national staff and many of them would be an asset to the NMAC and SSDC. The problem is that these nationals were hired on national service contracts by UNOPS at the onset of the programme. The nationals are not UN staff and are considered as independent contractors, but they are remunerated in accordance with a UN salary scale for the various duty stations in the country.  This obviously poses problems later on for capacity building and sustainability because these nationals will probably not be interested in working for the government entities on local salaries. 
· Recommendation: UNMAS and UNOPS need to consider this issue when first designing and starting up a new programme so that this problem can be avoided. 
· Recommendation: UNMAS/UNOPS should consider for future programmes having the government entity hire the national staff directly and the UN providing funds to help support the salaries of these staff by entering into a contract with the national authorities. This has been done in several other countries in order to avoid this problem of having national staff on UN contracts and then not wanting to switch to become government employees.
Conclusions
The Team recognises the hard work of the UNMAO personnel, in conditions that are often uncomfortable and difficult. The Team has heard, consistently, about the satisfaction that stakeholders have with the output of the UNMAO programme. The Team has also heard from the various implementing agents, about the good role that the UNMAO program has played in coordination of mine clearance activities. The Team also acknowledges the scale of the problem in the context of the size of Sudan. The sheer distances involved justify the use of regional offices and attendant sub-offices, with the attendant number of program personnel needed to staff these offices. The Team notes the intention of the Director to review his staffing requirements in the near future, to take account of improving road communications – itself a direct benefit of the mine clearance activities. The Team feels that proportionally more operational staff may be required, particularly in terms of Quality Assurance (QA) officers.
There are however four major observations. Senior members of the Mission have suggested that UNMAS could go further in informing UN agencies, and in particular the Department of Peacekeeping Operations (DPKO), about the impact of mine clearance. This was put to the Team in two different contexts: in terms of the relative cost benefit of road clearance compared with the alternative faced by UNMIS, namely moving by air; and the wider benefits of mine action as a peace dividend. It was suggested to the team that UNMAS does not emphasise these economic benefits in a stronger, quantitative sense. The Team observes that the Programme still does not have an extensive knowledge of the extent and impact of the landmine problem. 
The Team observes that the Programme has done a very good job in strengthening interagency coordination over the past two years. There has been, however, a tendency to concentrate on mine clearance. The Team recommends that the terms of reference for the Director of Mine Action/Programme Manager is strengthened so that it more clearly outlines the incumbent’s role and authorities in ensuring strategic planning, coordination and integration of all components of mine action, including mine risk education, mine victim assistance and capacity development.

The Team finds that the demining contracts let by UNOPS with the various implementing agents appear to be working well, in the opinion of the customers (UNMIS) and the agents themselves. However, the Team finds that the enabling activities that deal with the support of the Programme have deteriorated over the past year. It would probably be beneficial for UNMAS and UNOPS to more clearly define the services UNOPS will provide in the Memorandum of Agreement so that tensions can be avoided in the future. With regard to support provided by UNMIS, the Team notes that the support was quite uneven and problematic in the beginning, but there is now much better support to the UNMAO. With regard to support provided by UNMAS, the Programme would benefit, however, from more practical assistance with resource mobilization and liaison with certain sections within DPKO. 

The issue of capacity development has not received the strategic attention it deserves. The result is that there has been little effective effort to manage the expectations of the national bodies, and such capacity development activity that has been undertaken seems to consist solely of equipment procurement and the sending of national personnel on international fact-finding trips and training courses. The situation has been exacerbated by a lack of understanding of the extent of the contamination and recognition of the work being done in support of the UNMIS mission, which is expected to deal with much of the contamination. Capacity development should be made in this context, i.e. in recognition that the national capacity should be designed to take care of a residual contamination, and eventually without access to international funds.  
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Annex II – Aide Memoire
The Evaluation of The UN Mine Action Programme In Sudan - Initial Findings
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Lisa Gomer, Robert Keeley and Steven Olejas
Introduction

The United Nations Mine Action Service (UNMAS) has commissioned an evaluation of the UN Mine Action Programme in Sudan. The aims of this evaluation are to assess the efficacy of the UN Mine Action Programme in Sudan (‘The United Nations Mine Action Office’ or ‘UNMAO’) with focus on the period following the signing of the CPA to the present day; to identify strengths and weaknesses in the relationships, structures and processes that have been established; and to make recommendations for improving the efficiency and effectiveness of the programme. 

Aim

The aim of this aide memoire is to set out the initial findings of the Evaluation Team (“the Team”) for discussion by UNMAS stakeholders before completion of the final report.

Overview

The first point that the Team would like to make is their recognition of the hard work of the UNMAO personnel, in conditions that are often uncomfortable and difficult. The Team have heard, consistently, about the satisfaction that stakeholders have with the output of the UNMAO programme. The Team have also heard from the various implementing agents, about the good role that the UNMAO program has played in coordination of mine clearance activities. 
Nevertheless, the Team have also identified a number of issues that should be addressed. In accordance with the Terms of Reference (TOR) for this evaluation mission, and in the spirit of continuous improvement, these issues are set out below. The Team has chosen to concentrate on four major observations. The remaining observations, with the relevant recommendations, are summarised in the attached table. These observations will be covered in more detail in the full report. 

The four major observations, which are discussed in more detail below, turn out to follow the four themes that were discussed in the inception planning for the mission that took place in New York during the first week of the mission.  These themes are:

· Scoping of the program, its size and effectiveness

· Interagency coordination

· Enabling activities

· Capacity development

Scoping of the Program

The customers of UNMAO, in particular the UNMIS mission, are very satisfied with the quality and timeliness of the mine clearance work being conducted on their behalf. However, senior members of the Mission have suggested that UNMAS could go further in informing UN agencies, and in particular the Department of Peacekeeping Operations (DPKO), about the impact of mine clearance. This was put to the Team in two different contexts: in terms of the relative cost benefit of road clearance compared with the alternative faced by UNMIS, namely moving by air; and the wider benefits of mine action as a peace dividend. It was suggested to the team that UNMAS does not emphasise these economic benefits in a stronger, quantitative sense, and that the presentation of budgets to ACABQ would benefit from such stronger presentation. 

In a related note, The Team observes that the Program still does not have an extensive knowledge of the extent and impact of the landmine problem. Whilst the team acknowledges that a Landmine Impact Survey (LIS) is underway, it is felt that some form of survey should have been initiated sooner and given greater priority.

The Team also acknowledges the scale of the problem in the context of the size of Sudan. The sheer distances involved justify the use of regional offices and attendant sub-offices, with the attendant number of program personnel needed to staff these offices. The Team notes the intention of the Director to review his staffing requirements in the near future, to take account of improving road communications – itself a direct benefit of the mine clearance activities. The Team feels that proportionally more operational staff may be required, particularly in terms of Quality Assurance (QA) officers. However, this does not necessarily mean that there is an automatic need to increase the number of personnel in the UNMAO program; for example, it may be possible to see a compensating reduction in the number of program officers and other support staff.  It may also be possible to nationalize certain positions currently held by international staff. The Team suggests that the review of the staffing requirement looks at each post critically in this regard.

Interagency coordination

The Team observes that the Program has done a very good job in strengthening interagency coordination over the past two years. The creation of a Director of Mine Action and an interagency Mine Action Steering Committee by the SRSG has greatly supported the implementation of the UN Interagency Policy on Mine Action in Sudan. There has been, however, a tendency to concentrate on mine clearance. Whist the Team recognises that the imperatives of the UNMIS Mission have driven this focus, the implications of this in terms of interagency coordination are that, whilst the Program is attempting to implement the ‘One UN’ policy for mine action, more work needs to be done to make this a reality. The Team recommends that the terms of reference for the Director of Mine Action/Programme Manager clearly outlines the incumbent’s role in ensuring strategic planning, coordination and integration of all components of mine action. This would allow the Director to ensure that all of the main elements of an integrated mine action program, including mine risk education, mine victim assistance and capacity development are given the attention they deserve.

Enabling activities

There are basically three UN entities that provide support to the programme and they are UNOPS, UNMIS and UNMAS. The Team finds that the demining contracts let by UNOPS with the various implementing agents appear to be working well, in the opinion of the customers (UNMIS) and the agents themselves. The Team notes that this has been a learning experience and commends UNOPS and UNMAS for incorporating lessons learned to improve contracting and the performance of the contractors.  However, the Team finds that the enabling activities that deal with the support of the UNMAO programme have deteriorated over the past year. UNOPS did a good job in the recruitment of the new staff for the UNMAO, but it appears that with the exponential growth of the programme, UNOPS did not expand its own internal resources to meet the increased demand. The Team has heard that the UNMAS and UNOPS Portfolio Managers are spending more than 50% of their time on the management of the UNMAO itself with regard to personnel, equipment and finance issues, at the expense of other portfolio management support Some of the responsibilities of UNOPS, especially with regard to personnel and the procurement of equipment, have been taken over by the UNMAO staff themselves, including the Director.  In particular, there appear to be problems with the human resources support of personnel engaged on UNOPS contracts due to the move last year of the human resources from New York to Copenhagen. It is hard to see how the planned move of UNOPS mine action personnel to Copenhagen will make this situation any better. 

It would probably be beneficial for UNMAS and UNOPS to more clearly define the services UNOPS will provide in the Memorandum of Agreement so that tensions can be avoided in the future. 

With regard to support provided by UNMIS, the Team notes that the support was quite uneven and problematic in the beginning due to certain personalities in UNMIS and an unwillingness to acknowledge UNMAO staff as part of the Mission. With a change in senior management in key positions and the coded cable from the USG confirming to all DPKO Missions that UNOPS contracted mine action staff are an integral part of the Mission, there is now much better support to the UNMAO. 

With regard to support provided by UNMAS, the Team notes that relations between the programme and UNMAS have become closer over the past year. The programme would benefit, however, from more practical assistance with resource mobilization and liaison with certain sections within DPKO. 

Capacity development

It is, however, in the area of capacity development that the biggest shortfalls appear to be found. There are a number of explanations for this, including the overarching need to support UNMIS, perennial staff shortages, and a lack of understanding by some people at field level of the new division of responsibility between UNMAS and UNDP in this regard. The result is that there has been little effective effort to manage the expectations of the national bodies, who appear to see that they need only wait to inherit organisations of a similar size (and budget) to that of UNMIS. Such ‘capacity development’ activity that has been undertaken seems to consist solely of equipment procurement and the sending of national personnel on large numbers of international fact-finding trips and training courses. The situation has been exacerbated by a lack of understanding of the extent of the contamination and recognition of the work being done in support of the UNMIS mission, which is expected to deal with much of the contamination. Capacity development should be made in this context, i.e. in recognition that the national capacity should be designed to take care of a residual contamination, and eventually without access to international funds.  Senior Managers in the UNMIS mission share this concern.  It is imperative that UNMAS, UNDP and UNICEF  make a more concerted effort to address the issue of capacity building and to develop a joint plan with planned activities, milestones and outputs that is commensurate with the residual mine problem in the country in 2011.  
Annex:   A. Detailed list of observations

Annex A: Detailed list of observations

	Ser
	Observation
	Recommendation

	(a)
	(b)
	(c)

	Scoping

	1
	UNMAO staff report that they can deal with ‘80% of the problem’ but can’t quantify what the problem is beyond the road network
	· Need for scoping exercise in order to design residual requirement

· LIS will help inform this process, so place more emphasis on implementing LIS and using results

	2
	The role of the Director involves both strategic and managerial tasks. In order for the Director to be free to concentrate on some of the strategic issues as observed, some of his duties must be more formally delegated.


	· Review UNMAO organisation to pass more responsibility to the senior person in the south to ensure that their job description covers coordination of all aspects of mine action including strategic planning and capacity development

· Put more responsibility to the senior managers in the North, and formalise this where it already exists on a ‘de facto’ basis

· Consider contracting out as many elements of the UNMAO as possible to reduce proportion of workload absorbed by administrative issues  

	3
	SSDC ‘human resource’ policy has caused significant problems with contractors. Work of UNMAO personnel with Deputy Humanitarian Coordinator has been key to deal with this problem.
	· This role of UNMAO as an intermediary is key lesson learned for UNMAS marketing its role in mine action.

	4
	70% of accidents are estimated to be from UXO, yet most effort is currently expended on clearing roads
	· Include estimation of EOD requirement in scoping study referred to above.

	5
	Continued problems reported with returned ammunition storage in UNMIS bases
	· May be appropriate to let contract to deal with ammunition disposal and planning storage requirements

	6
	Not clear about how the proportion of effort between mobile MRE teams and community-based MRE was determined. The MRE TA in South Sudan was sceptical about effectiveness of community-based approaches 
	· Need for strategic planning of MRE interventions based on (a) scope of contamination and (b) results of KAP surveys

	7
	Not much effort has been put into establishing the effectiveness of MRE in Sudan. Some KAP studies done but reported to be of limited scope
	· More attention should be put in measuring effectiveness of MRE

· More attention should be paid by Director to other pillars of mine action including MRE

	8
	No scoping exercise to establish the actual size of MRE interventions in Sudan  
	· Scoping exercise should establish the overall size of the MRE intervention based on quantitative analysis.

	9
	Development of MVA cell within UNMAO is commendable. However, there appears to be little ‘backstopping’ assistance in technical and programming issues from UNMAS.
	· If UNMAS is to take on this role directly it should increase its own technical capacity in MVA, either directly or through some sort of long term formal agreement with a specialist agency 

· At a mission level, it would be good to see the local staff within UNMAO (who appear to be very competent) integrated into a more sustainable element (this may apply to many of the other local staff).

	10
	UNMAO are using LIS data on a tactical level to inform tasking decisions; however there is a shortfall in building LIS results into a strategic planning process
	· Include LIS results into scoping exercise to establish size of residual landmine problem

· Increase emphasis and funding for LIS

	11
	Number of QA personnel too low, based on feedback from all operators. It is rare that QA officers are able to meet the target imposed by UNMAO’s own procedures.
	· Develop QA Plan based on time and motion study, and requirement to put people on site for a certain percentage of time 

· Conduct establishment review to determine how many posts can be disestablished at Khartoum in order to staff more Ops/QA posts in the field.

· Keep all QA posting flexible, including greater field role for Regional QA posts

· Consider contracting out QA function

	12
	QA procedures appear to be modified locally to cope with staffing shortages. QA personnel didn’t seem to be very familiar with relevant NTSG. 
	· Resolve staffing and attendance issues to provide time for adequate cover
· Formalise training of QA personnel (this is already being planned in UNMAO)

	13
	Supply of explosives is problem within UNMIS. Original intent to use TCC explosives to support contractors has not worked.
	· UNMAS should examine non-explosive solutions and proactively recommend options to missions

· Understand that TCC explosives can be reallocated if there is a suitable change in UNMAO future budgets

· UNMAS should also suggest to DPKO there are savings to be made by transferring unused explosives to UNMAO compared with the cost of either decommissioning them or shipping them home

	14
	The IMSMA process is well established within the UNMAO and data appears to be freely accessible. The operational staff understand the value of IMSMA and the IMSMA section is providing a service to support operations. This includes good operational task tracking information
	· Lesson to be learned for future programmes.

	15
	The railway clearance project currently being planned appears to contain some risks for UNMAO. There appears to be a risk of ‘mission creep’ between QA (an appropriate role) and project management. Furthermore, the amount of QA required may impact the size of the QA capacity (see above)
	· UNMAO should ensure it remains with a QA and not a PM role. Any necessary TA should be provided and managed by the project’s own funding structure.

· If necessary, the World Bank should be encouraged to fund the QA capacity within UNMAO

· There should be no final sign-off of the project by UNMAO

	16
	Multi-Donor Trust Fund (which is funding large infrastructure projects identified by the JAM) is likely to become significant client for strategic advice on mine action. Director is currently providing this personally, which adds to workload
	· Need for targeted professional advice at a strategic level to MDTF. Advisor needs to be able to conduct project planning. As the MTDF activity grows, this may be a suitable for a future post within UNMAO

	17
	UNDP TA in South is in a complicated organisational relationship with UNMAO and SSDC
	· UNDP TA should be part of the One Country Team approach and therefore working for UNMAO manager. 

	18
	Some confusion remains over interpretation of road conditions map. UNMAO advise use of grey roads depends on individual risk analysis, whereas DSS reportedly advise that these are ‘no-go’ roads
	· Improve coordination with DSS on road classification information, both at unit chief level and as part of liaison on landmine safety project

	19
	Landmine safety project has good vision, but needs to be more focussed
	· Concentrate on priorities:

· 1.UNMAO personnel

· 2. mission personnel

· 3. Troop contingents

· 4. NGOs

· Develop ‘business plan’ to show benefit in terms of reduced casualties and hence cost to mission

	20
	LSP training of trainers has risks of ‘unintended consequences’ as trainers will be operating without UNMAO supervision or QA
	· Include handover certificate to allow mitigation of liability

	21
	Landmine Safety Training is included in DSS Package; however some key lessons omitted
	· Closer coordination between LSP and DSS

· Include specific advice on going to toilet and on souvenirs

· Do not encourage UNMIS personnel to engage with children holding UXO

	22
	TCC demining contingents reported as being non cost-effective, and requiring too much UNMAO supervision. Current Ops/QA role appears to be suffering because of this workload
	· If TCC cannot be made to be cost effective they should be replaced by civilian contracts. 
· If TCC are maintained, TCC contingents should be supported by necessary TA funded by additional resources from the assessed budget. This should be done by a separate contract rather than through current UNMAO personnel

	23
	While tasking generally is good, MRE tasking and operational coordination can be improved. There is no NTSG for MRE.
	· UNMAS ensures that a MRE standard task format is developed within a NTSG for MRE.

	24
	Some operators use the SPLA (soldiers) as guards during operations. The Team wonders if this has wider political implications
	· UNMAS/UNOPS clarifies to their contractors the limitations and guidelines for hiring other guards than force protection.

	25
	While the CPA is still implemented the security situation in Sudan may well deteriorate. 
	· UNMAS must ensure that its plans and assets are robust and factor in flexibility in light of an security environment that may change rapidly.

	26
	The programme includes a number of items of heavy equipment. The program design did not appear to take account of their cost-effectiveness  These lessons  have been learned empirically as the programme has progressed 
	· At the beginning of new programmes,  a rapid study be undertaken comparing outputs, working days and costs of different mechanical survey, clearance assets

	27
	UN missions include a big element of cross sector policies on issues such as gender, HIV/Aids and STIs. They carry with them additional obligations and work for UNMAO 
	· UNMAS should take note of the resource and training needs to deal with these issues.

	28
	Priority of tasking is on route opening in support of Mission and urgent humanitarian needs. This issue is gender neutral
	· UNMAO should continue to monitor their future activities to ensure continued compliance with gender policy.

	29
	Organisation chart sends wrong message, difficult to read
	· Produce two different documents (a) a conventional org chart and (b) a personnel chart

	Interagency Coordination

	30
	SRSG established integrated UN mission. Established position of Director of Mine Action to coordinate mine action as a separate sector. Established Mine Action Steering Committee, and Transport and Demining Steering Committee established in the South.  


	· This is in line with UN Interagency Policy on Mine Action. Proves that it is essential to get senior leadership of UN Country Team to encourage inter-agency coordination, planning and programming as well as to have formal interagency meetings on a regular basis to discuss priorities and joint programming. 

	31
	Although there is a Director of Mine Action who is responsible for ensuring that there is one mine action programme for Sudan, he/she does not have full oversight or supervision of different mine action actors in other agencies such as UNDP CTA or UNICEF MRE Coordinator. 
	· In addition to establishing good relations with other UN agencies working in mine action, it is important that all mine action TAs be part of one mine action programme, be co-located with other UNMAS staff and be under the supervision of the Director of Mine Action. 

	32
	Interagency coordination in Sudan is made more complicated by the fact that some of the agencies have bifurcated programmes. For instance, up until only 2006, UNICEF, WFP and UNHCR had two different Country Directors, one for the north and one for the south and they were managed out of Khartoum and Nairobi respectively and may have reported to different regional bureaux.
	· Director of Mine Action needs to ensure that other agencies participate in coordination and planning meetings in North and South so that their needs and plans are integrated into one mine action workplan for the country.

	33
	Programming is done by each agency or organisation, and then done by region North or South and then brought together at Mine Action Steering Committee as one National mine action programme.
	· Need to strengthen integrated and joint planning/tasking and include all components such as MRE, VA and capacity building as well as operational demining. This (and above) has workload implications for the Director and thought should be given to reducing his involvement in routine tasks. 

	34
	Coordination with WFP was problematic until recently. WFP hired its own demining capacity to do road clearance in the South. They did not think that UNMAO understood their requirements and could meet timelines for road reconstruction.  UNMAO has now worked out issues with WFP and there is good cooperation. 


	· In the event that an agency wishes to directly contract its own demining capacity, UNMAO should sign an MOU with the agency whereby it is agreed that UNMAO will assist with drafting tender documents and/or contracts, in evaluating tenders and in doing coordination, accreditation, tasking and quality assurance of demining activities.  Where this has resource implications for UNMAO, the agency should be asked to provide a contribution (in either cash or personnel).

· Should be done at the onset of a programme.

	35
	UNICEF provided support to MRE by hiring the MRE Coordinator based in Khartoum but was unable to hire the two Regional Coordinators in Kadugli and Juba. Agreement with UNOPS and UNICEF that two Regional Coordinators will be coordinated by MRE Coordinator in Khartoum. Programme is very bifurcated – North and South. Not enough joint planning and integration into “operational” programme.
	· In cases where UNICEF cannot provide support to MRE, UNMAS will need to ensure that it is integrated into the mine action programme. 

· The Program should re-emphasise that all elements of mine action constitute its “operations” and not just mine clearance.

· Director of Mine Action should take more a leading role in promoting the integration of MRE into mine action operations and in ensuring that there is adequate support to the three MRE Coordinators from UNICEF and from the UNMAO. 

	36
	Coordination with UNHCR has also been difficult and problematic. UNHCR has not been able to articulate their priorities so that UNMAO can respond to support them. 
	· UNMAO needs to continue trying to work with the different UNHCR sub-offices in country and to get them to participate in the various Mine Action Steering Committees in order to improve coordination and information sharing. 

· UNMAS should continue trying to talk with senior management of UNHCR in Geneva to convince them to integrate mine action in their programme planning when working in mine affected countries and to liaise with the UNMAO or other UN supported mine action programme. 
· UNMAS needs to make the point that this is a service that they can provide on behalf of UNHCR, regardless of the eventual contractual and funding structure for doing so.

	37
	Coordination of mine action operators and NGOs was weak in beginning when there were only three offices: Khartoum, Kadugli and Rumbek and very little UNMAO staff. Coordination has greatly improved over past year.
	· Other mine action programs should learn this valuable lesson from UNMAO and should not try to “control” other UN agencies or bilaterally funded mine action operators. Should try to get them to participate in planning processes and see benefits of information sharing and joint work planning. Will represent their interests if they wish. 

· Decentralization and establishment of UNMAO sub-offices closer to the operations significantly contributes to improved coordination and cooperation. Need to ensure that qualified operational staff are near operations.

	38
	Communication with UNDP Capacity Building Programme has been fairly good. Has improved over past year.  


	· UNDP CTA should always be co-located with UNMAS programme. This has been crucial element in fostering cooperation and coordination. 

	39
	The tasking process is very clear and effective now and this leads to better productivity and coordination. 


	· UNMAS/UNOPS should introduce concept of implementation plans in all contracts with commercial companies and NGOs so that everyone clearly knows where they should be working, what is expected of them and how long the task should take. This makes coordination and tasking easier.

	40
	UNMAO has weekly coordination meetings with operators in Khartoum. Each sub-office has periodic meetings with all operators. In the South, SSDC has started chairing a monthly coordination meeting with mine action partners. 
	· Need to include MRE and VA in coordination meetings. Right now they are all demining focused.

	41
	Interagency coordination can be further strengthened. 
	· UNMAS/UNMAO need to make more efforts to explain to other UN agencies how demining will support their own programmes and the reasons why they should coordinate with the UNMAO. The agencies need to see the benefits and what they will get out of it and how it affects their own programmes.

· UNMAS/UNMAO should ensure that UN agencies stipulate in their bilateral contracts for mine action that the operator will be accredited, tasked, coordinated and QAed by the UNMAO and that the operator must submit reports in the appropriate format to the UNMAO on a regular basis.

· UNMAS/UNOPS should make model contract language available to the agencies. 

	42
	Coordination with bilaterally funded NGOs can be further strengthened. Most of coordination is working because of personalities and not because it has been formalized. 
	· UNMAS/UNMAO should encourage donors to stipulate in their bilateral contracts for mine action that the operator will be accredited, tasked, coordinated and QAed by the UNMAO and that the operator must submit reports in the appropriate format to the UNMAO on a regular basis. The UN needs to sell its ability to add value in this regard to the donor community. This principle should be transferred to the national authorities once they assume responsibility for mine action.

· UNMAS/UNOPS should make model contract language available.

	43
	In the South, the UN has established Budget sector groups to support the GOSS administration.
	· UNMAS should ensure that its staff participate in relevant groups and have mine action considered

	Enabling issues

	44
	Some reports that contractual issues were resolved when both UNMAO and implementer representatives sat together and read the contract
	· Lesson to be learned for other programs

	45
	Too much workload of portfolio managers is spent on administrative issues (i.e. the internal structure of UNMAO) rather than output issues (i.e. the clearance and other interventions)
	· Consider contracting outside the UN as many elements of the UNMAO as possible to reduce proportion of workload absorbed by administrative issues  

	46
	The managerial workload, especially related to UNMAO HR issues, has been exacerbated by the UNOPS move to Copenhagen. There are chronic recruitment delays and mistakes in individual contracts.
	· UNMAS should take a stronger position with UNOPS to ensure they fulfil this HR function more efficiently

	47
	Ownership of equipment has produced complications for contracting process. Plan to go to multi-year contracting may help ameliorate this.
	· Take lessons learned about equipment ownership. Longer contract periods will mean it is easier for contractors to amortise costs

	48
	UNOPS is the unpaid banker for UNMAS on the VTF MoA
	· UNMAS identifies other ways of securing uninterrupted funding that does not involve its service provider and/or plans the programme in such a way that the Sudan MAP is more financially robust

	49
	UNOPS may be starting to implement mine action from its Dubai office in support of UNOPS-funded reconstruction projects.
	· UNOPS should follow recommendations for inter-agency coordination (see above) for any such activity.

	50
	There has been a deterioration in UNOPS support over the last year. UNMAS do not seem to have taken very strong action in insisting on the quality of the service provided by UNOPS.
	· UNMAS should seek clarification of the organisation of mine action within UNOPS and insists that a quality and timely service be provided.

	51
	Relations between UNMAS and UNOPS are mainly built on trust and a one-customer-one-supplier dynamic. As desired outputs are not clearly defined this leads to an unsatisfied customer.
	· MoA between UNMAS and UNOPS is amended to more clearly identify desired outputs. For this purpose annexing a LOG Frame to the MoA that;
· Details the strategic outputs, their quality & timing, monitoring & means of verification as well as underlying assumptions, and finally;
· Allows precise monitoring outputs and details the consequences of non achievement.

	52
	Early implementation of operators’ contracts suffered from a lack of: 

- sufficient qualified programme personnel

- prior reconnaissance and hence insufficient consideration about the desired outputs from contractors

Survey capacity has not kept up with the requirements of the program
	· Future programmes are scoped with due consideration of the critical inputs of information on the problems and sufficient staffing with qualified and experienced personnel to respond to challenges in an effective manner. The statements of work must meet the actual needs.
· For future programs, UNMAS should first prepare an RFP for survey/verification and mobile EOD capacity which is the most flexible course. This could include a community liaison component which may have the additional benefit of confidence building in a tense post-conflict environment.

	53
	Lessons learnt have diligently been incorporated in the RFP and contracting process by UNOPS
	· UNOPS should be encouraged to apply these lessons to other programs and ensure that there is institutional memory within its own structures 
· UNMAS/UNOPS trains program staff in the use of implementation plans and takes care to stress the tool aims to improve productivity through clarifying mutual expectations.

	54
	UNMAO encourages the use of implementation plans in bilateral projects
	· This should involve discussions with both the donors and the implementers as part of the UNMAO coordination role.

· Training in the use of plans in such arrangements should concentrate on fostering collaboration, transparency and mutual planning.

	55
	Accounting systems in UNOPS are not customised to meet the reporting needs of UNMAS. The system (which incorporates two different software packages in the headquarters and field) appears to be cumbersome, leading to extra work and lost management oversight of expenditure. There are resultant risks as the Director is not sure about how much money has been expended. The current reporting structure has cashflow implications vis a vis release of funds by the Controller.
	UNOPS appears to have two options:

· Make ATLAS the package to be used within the Program, with attendant implementation costs

· Provide more personnel to ensure that the problems of timely reporting and reconciliation are controlled. Additionally, a software or software interface should be identified that allows transporting booked expenses in the programme directly into the UNOPS People Soft accounting software

	56
	Staff have been hired in the programme to compensate for shortfalls in UNOPS services
	· There needs to be more discussion on the scope of services that UNOPS should provide, and documented with in future MOA.

· Once this is complete, the modality in which services are provided should be reviewed, and a re-negotiation of the PSC undertaken if necessary.

	57
	The imminent move of UNOPS mine action personnel to Copenhagen threatens to exacerbate existing problems of support service provision 
	· UNMAS explicitly formulate their expectations in terms of minimum service delivery during the period 26 March – 31 December 2007. Such expectations should be reflected in the above recommended LOG Frame and UNOPS should stipulate what actions will ensure un-interrupted service supply during the move.

	58
	Prolonged processing time for MoA amendments
	· UNMAS documents the internal DPKO process for processing amendments to the MoA with the aim of identifying simpler and faster procedures which should then be adopted.

	59
	Early UNMIS support, e.g. ID-cards, flights, explosives or task support was not forthcoming. UNMAO was not considered part of UNMIS by Mission staff until coded cable from the USG of DPKO and acknowledgement of the signed MoU by the Mission and a change of Mission personalities.
	· UNMAS should better prepare its programme staff to understand the benefits but also constraints from working with a UN mission
· UNMAS should make sure that in future Mission supported programmes, the MoU is signed before operational activities are undertaken, and that amendments are signed more promptly.

	60
	Notwithstanding scope for improvements, Sudan MAP have learnt a great number of lessons of how to manage a mine action programme effectively:

1) Ensure that the PM’s mandate is understood and make this basis for candidate selection

2) UNMAS and UNOPS should react better (faster, and with appropriate resources) to changes in program scope in terms of the direct support that they provide

3) The neutral name “UNMAO” fosters ownership beyond UNMAS/UNOPS within UN Missions; however need to prepare earlier for transition to national ownership
	· UNMAS should include these lessons learnt in their training of staff

	61
	Many of the successes in UNMAO have been personality dependent. Some of the successful approaches are yet to be incorporated into formal structures.
	· UNMAS should include these lessons learnt in their training of staff

· TOR and recruitment policies should take note of the multi-valent skill sets required and ensure that they have the correct mix of technical and social science skills and experience within individuals and programs. 

	62
	UNMAO reports difficulties in making minor adjustments in TOR without having to re-advertise the position
	· UNMAS should discuss with UNOPS  the need for a more flexible and practical HR policy

	63
	Some issues of accountability arise from the fact that the chief logistician is not UN staff
	· UNMAS/UNOPS should ensure key positions are staffed with UN personnel accountable as per UNOPS staff rules. Other positions may be contracted/in-kind contributions as noted above.

	64
	Fundraising for VTF activities has only met 50% of the target. Programme staff feel they have not had sufficient support from UNMAS
	· UNMAS should provide better support in resource mobilisation and relations with donors.

	65
	The Sudan MAP expanded over two years from approximately 6 mill. USD to 60 mill USD turn over and UNOPS coped comparably well with this change in the short term. However this support has not been maintained because the internal staffing support did not increase to support the additional workload from a program that had increased so much.
	· UNOPS need to review their organisation and staffing to make resources match a mine action programme with a 60+ mill USD turnover


	Capacity Development

	66
	Good relations with NMAC in the North, weaker relationships with SSDC in the South. The NMAC are co-located with the UNMAO in Khartoum and this facilitates information sharing and on the job training. In the South, the SSDC is co-located but will move to its own offices. They do not feel like they are involved in the operations or that they have sufficient information on what is happening. 

	· Need to focus on this problem and strengthen relations between the UNMAO office and the SSDC.

	67
	Current national mine action decree is not in line with CPA which clearly states that there should be two separate mine action authorities established, one in the North and one in the South. Govt of South Sudan has established SSDC and it is operating fairly independently. SSDC has combined commission and regulatory body roles. 

	· The UN should follow the CPA in their approach to mine action. Since the South has the responsibility for managing their day to day affairs, there should be an inter-ministerial commission or council established in South Sudan to have oversight and to give policy direction to the SSDC.

· The two national authorities should focus on coordination, accreditation, tasking and quality assurance. They should not own or directly manage demining assets.

· The UN and the Govt. should encourage the establishment and/or strengthening of local NGOs and commercial operators to do demining in country.

	68
	There does not appear to be a real plan for capacity building of the national mine action institutions. To date, there has only been one UNDP CTA in Khartoum. UNDP has had serious problems in recruiting TA for the South. One just arrived a few weeks ago. Basically lost one year in capacity building for the South. No clear strategic plan on what the structures should be to take responsibility for residual mine problem by 2011. The structures of NMAC and SSDC were not developed with the residual mine problem in mind. UNDP has not been good at managing expectations of two entities. 


	· This is an issue that must be redressed using the ‘UN Country Team’ principle to ensure a common approach with UNDP. The UN needs to meet with both the NMAC and SSDC to better manage expectations and to explain that the structure and staffing of their organizations should be commensurate with the anticipated residual mine action problem, and capacity building should be undertaken accordingly.

· UNDP should be asked to change the TORs of the TAs doing capacity building so that there is more of a focus on governance and setting up the proper institutions, legal and policy framework.

· The TAs should work within the UNMAO structure and have a reporting line to the Director of Mine Action. 

	69
	There is tension within UNMAO – on one hand, they are mainly funded by the Mission and have to focus on getting the tasks done with the best staffing available, but on the other hand, the UN has a responsibility to do capacity building and help prepare the govt. to take over the residual risk when UNMIS withdraws. 


	· The Director of Mine Action needs to play a stronger role in coordinating capacity building and ensuring that a proper plan is in place for the next four years. 

· UNMAO staff need to get more involved in capacity building at all levels. This should be included in their individual TOR so that this principle is understood.

	70
	There is not a clear capacity building or training plan in the UNDP project. Concentration of UNDP capacity building efforts has been on visits to other mine action programmes, middle and senior management training and equipping of offices and purchase of vehicles. This has not developed institutional capacity. 
	· Should set out milestones for different capacities of running a demining authority. Need to specify measurable elements that need to be achieved and then when they achieve it, you can hand over responsibility for that component to the govt. Needs to be done in phases. 

· Suggestion that for Operations and QA staff in both NMAC and SSDC, they should attend a basic deminers course – maybe in Nairobi at IMATC. Then they should work for three months with one of the operators (as seconded staff – paid for by SSDC) to learn about operations first hand on the ground. Could make the deminers course and three month apprenticeship a requirement to keep their jobs. This would give them hands on experience. 

· Rotate NMAC and SSDC staff to work in UNMAO for a while with an international counterpart to learn the job.

· Make a plan to transfer some UNMAO Juba office functions to the SSDC office such as IMSMA, MRE and VA and then implement it (note: this is already now being planned by UNMAO). This would mean that the UNMAO international staff would move as well and this would assist in capacity building. Would not then have problem of two parallel MACs operating. 

	71
	There has not been much UN support to national NGOs. UNMAO did contract DCA earlier on to train 2 teams in the north and south (JASMAR and OSIL) and has given a grant to a local NGO called ABRAR for Victim Assistance. UNICEF has given some grants to local NGOs for MRE. Problem is that most of local NGOs do not have formal legal status and have a very weak management structure. 
	· UNMAO, UNDP and UNICEF should fund more capacity building which should also include strengthening the management of local NGOs. 

· Capacity development of this sort may be conducted on contract by appropriate service providers.
· The overall size of this capacity development plan should be commensurate with the residual requirement.  

	72
	There is no formal plan or agreement with the national authorities on how to integrate competent national staff working in the different UNMAO offices into the government structures. They are all on UN type contracts and will probably not want to transfer to govt. contracts. Furthermore, parallel recruitment by NMAC and SSDC has already taken place.


	· UNMAS and UNDP should ensure from the outset of a new programme, that the issue of national staff is addressed and that there is a plan on how to integrate these staff into the government structures. It may be wise for the UN to sign a contract with the govt. entity to assist with salaries of national staff instead of hiring them directly on UN type contracts. Then these national staff would be considered govt. employees. There may be a problem of attracting highly qualified nationals. This issue needs to be looked at when designing new programmes. 

	73
	Most UNMAO staff do not feel that they are involved in capacity development
	· Individual TOR should be amended to show their connection with capacity development

	74
	Need to develop mechanism to take account of State and County priorities
	· Should be included as part of capacity development plan

	75
	Government of National Unity understands need to prepare to fund mine action after 2011
	· This needs to be incorporated into capacity development plan

	76
	In both the North and South, there is a separate DDR program. No integration with mine action.
	· Use DDR as a vector for funding longer term MA interventions.

· Develop sustainable capacity via police EOD teams or other suitable structures
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� It is noted that the global aim of the LSP includes NGOs, but it may not be so easy to justify charging this against the Assessed Budget. The above formulation should resolve this.


� UNOPS operates with two different accounting softwares in the field and at headquarters. The two cannot electronically transfer data from the one to the other hence the larger the programme the more time is consumed on manual operations. The problem is amplified by the increased (manual) QA needed to ensure correct transfers of data from one software to the other. 
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