International Coordination Structure in Libya

Assessment and Recommendations 
1. Background
On the basis of Security Council Resolution 2009, the United Nations Support Mission in Libya (UNSMIL) was established September 2012. One of the pillars of UNSMIL’s mandate is coordination of international support to Libya’s democratic transition. The mission provides support for Libyan efforts to coordinate international engagement to assist the transition. This includes facilitating partnerships between Libya and international actors, including UN agencies, funds and programmes. 
UNSMIL supported the Government of Libya in organizing a conference, held 30-31 January 2012, on coordination of international assistance in support of Libyan priorities.  These covered the areas of transitional justice and rule of law, public administration reform and E-Government, social services delivery, civil society and media strengthening, and strategic communication.

UNSMIL has also been working with the Office of the Prime Minister and the Ministry of Planning to establish a structure to coordinate international offers of assistance in line with needs as identified by the Government of Libya. This includes advice on the terms of reference for a Coordination Steering Committee and Technical Coordination Group charged with strategic and policy oversight over international assistance projects, with appropriate assignment of roles and responsibilities for United Nations and other international participants. 

UNSMIL Coordination Role
The goal of improving coordination is to optimize the international advisory and technical assistance provided to Government. The Coordination Section of UNSMIL supports the fulfillment of this part of the mandate, through informing the SRSG’s decisions and interventions with both national and international partners on coordination issues.
The Coordination Section is also responsible for overseeing the integration between UNSMIL and the UNCT through the UNSMIL/UNCT coordination structure.

The Coordination Section is in charge of increasing focus on transparency and information sharing between International Community partners, contributingto GoL’s planning and programming efforts. This requires the Coordination Section to be informed ofthe different working groups’ activities, decisions, and information exchange. 

The Coordination Section supports UNSMIL sections in the following: 

· Bringing people from the GoL and International Community together;
· Providing information to the GoL and the International Community about UNSMIL’s activities;
· Promoting exchange of information (i) between sectors, (ii) between government sectors, plans and programmes;
· Acting as a convening power on both strategic and technical levels, and facilitates contacts between different partners and UNSMIL sections when required. 

2. Review objectives

i. Review the existing international assistance coordination mechanisms with the Libyan Governmentwith a view to establishing functional international coordination system aligned with the government coordination structure. The mechanism should be able to bring together all international partners working in the same sector in an institutionalized fashion. 

ii. Review and revise, or develop, generic terms of reference for the coordination groups. These terms of reference should take into account that the aim of the working groups is to promote positive synergy among international efforts, information exchange, development of common reporting messages and positions, and a common process of performance monitoring at the sector level. 

iii. Develop a comprehensive contact list and schedule of meetings for all sector working groups.

iv. Establish mechanisms to facilitate and promote the information flows between the government and its international partners. 
v. Provide technical expertise to support the establishment of an information management, monitoring and evaluation systems and appropriate tools to support the sector working groups.

3. Review Methodology
3.1 Interviews/meetings with the International Community and the GoL
The data collection has been an ongoing activity throughout the review process. Part of the data collection was achieved through personal meetings with the focal points from relevant partners, including UNSMIL, UNCT, and International Partners (EU, US, DFID). 
On the Government side, meetings were held with the Decision Support Office of the PMO, in its capacity as the key governmental entity responsible for overseeing the international technical support to the GoL. Meetings were also organized with the Ministry of Planning (MoP),as the governmental body responsible for managing the existing coordination structure. 
3.2 Literature Revision

The data collection process alsoincludeda review of the existing literature of the international coordination structure since its establishment. This included TORs, minutes of meetings, available progress reports, and other relevant documents. Attention was also given to the UNCT Strategic Framework of 2012-2013.
Our initial observation was that most of the SWGs do not have TORs available, and the few that are available do not reflect the objectives, memberships and roles and responsibilities ofthe SWGs. For some groups without TORs available, we managed to elicit some of the TOR’s components/elements from the minutes of meetings. 
The proposed draft TORs (Annex 4) have been reviewed with the MoP for theirvalidation before including them in this report. The TORs are intended as a basis for discussion and revision by the relevant bodies, before being finally endorsed as a reference document to organize the function of the SWGs.
The Ministry of Planning has indicated that the PMO will issue a decree to all ministries advising of the establishment of the coordination structure and requesting all ministries to cooperate with the Ministry of Planning in managing the relationship with the international community. The Government will assign the relevant ministries who will be leading and participating in the different SWGs, asappropriate. 
4. Existing Coordination Structures
Currently, there are two sets of coordination structures; the first is an International Community/UN-led structure and the second is a government-led one. The international-community/UN-led structure is divided into two groups, as follows:
4.1UNSMIL-led SWGs:
Security, GNC/Political Affairs, Women Empowerment, Human Rights/Transitional Justice/Rule of Law, elections, and the Constitutional Support.
4.2 UNCT-led SWGs:
Social Services (including Health and Education), Economic Recovery, Governance and Public Administration, and Culture and Tourism.
The UN-led SWGs are currently functioning as an internal structure for the International Community to share information. Some of these groups meet regularly, others occasionally, but without the participation of Libyan counterparts. 
4.3Government-led Structure

The Government-led structure includesSWGs on Education/Scientific Research, Health and Environment, Justice and Human Rights, Economic Recovery, Infrastructure Reconstruction, Culture and Tourism, and Capacity Development. 

Contrary to the UN-led groups, the Government’s working groups are inactive, with the exception of the working group on health. There is a draft brief TOR for each group, however nomeetings have taken place.
5. Challenges

During discussions with the Heads of Agencies or chairs of the UN SWGs, somecommon challenges were identified. These challengescan be sorted under three main components; internal UN challenges, GoL challenges, and UN-GoL challenges. 
5.1 InternalInternational Community Challenges

The challenges that can be classified under this component include:

· Inactive SWGs:most of sector working groups are not active, whilea few SWGs have convened once or twice since established.Other SWGs were more active, such as the political, the security, the economic recovery groups,and the women empowerment group.However, Government participation in these groups remains limited, except in the Health meetings. 
· Limited information sharing:almost everybody highlighted that the information sharing among the agencies involved in the SWGsis not as goodas it should be. Information is mostly shared on an informal basis, rather than in a systematic and regular manner. It was also clear that information sharing, as such, is very selective.Each agency which expressed dissatisfaction about not receiving regular information updates from others, wasitselfmentionedby others as not sharing information in an adequate way.  
5.2Internal Governmental Challenges:

· Internal Situation:with the latest Government formed on30th October 2012, the internal situation of the Governmenthas not fully stabilized. Until recently, the Ministry of Planning and the Ministry of Foreign Affairshave not yet identified their mandates and tasks. This causedconfusion in the International Community, including the UN, and challenged efforts made by the Coordination Teamto define an inclusive coordination mechanism. However, during our meetings with MoP, it was made clear that the technical coordination with the International Community would continue to be through the MoP.
· Government Experience:the Government still lacksexperiences in particular areas, including the management of a coordinationstructure. The MoP officials clearly indicated that their staff, and those of other line ministries, could effectively benefit from technical capacity building training in various subjects, including coordination requirements. The Coordination Team is working closely with the MoP to conduct a rapid training needs assessment to informthe development of a training plan.
· Government’s Involvement:the Government’s involvement in the SWGs is inadequate. In most SWGs, there is no presence whatsoever of the Government.This goes against MoP’s proposed composition of the SWGs, which clearly indicates that they should be chaired by a government body.The Government’s participation in the SWGs would bring more legitimacy to the working groups’decisions, activities and outcomes, and save time and effort.
5.3International Community-GoL challenges
· Bilateral Meetings: Some progress has been made in launching activities and projects/programmes by various UN organizations in Libya; however most of these activities were launched as a result of bilateral coordination between each UN agency and its counterpart in the Government. 
· MoP also expressed concern about the number of UN representatives who directly approach MoP or other line ministries. It can be argued that this is a result of the inactive SWGs. With regards to the UN agencies, the Government will have more control over such meetings once the SWG is activated. However, there will always be bilateral encounters with the main technical UN agencies who are taking the advisory role of each SWG. As for the bilateral encounters with other International Community organizations, the Government can advise its bilateral partners to join the SWGs relevant to their field of support/interest. 
· Information Sharing: Both the GoL and the UN share and update their information in an irregular and unsystematic way. There is no institutionalized way to share information between thepartners, especially in light of the dysfunctional SWG-mechanism and the absence of any other regular liaison meetings. 
6. Conclusions and Recommendations:
Following are number of recommendations to all relevant bodiesto enhance the efficiency of the coordination structure at all levels. 
General observations:

It is important for the International Community to establish and maintain their internal coordination and communication methods.The SWGs should be activated to servetheir purpose as a part of the coordination structure between the Government and the International Community, in support of national priorities. 

Therefore, it is suggested that there be only one set of sector working groups, which includes the UN system, the Government, and the broader International Community, that meet on regular basis and with a clear agenda. The proposed coordination structure recommended by MoP is provided in Annex (3)while Annex (4) contains the draft TOR for each SWG.
6.1 Recommendations
· Libyan leadershipin the management of the coordination mechanism is a national interest. It will establish a better consultative approach at both policy and the technical levels, and provide an oversight system over the assistance provided by the International Community, including its alignment with the national agenda. 

· There are threegovernment entities who could possibly share the responsibility of managing the coordination structure; the PM Office, the MoFA, and the MoP.It is important that these entities agree on the division of labor inworking with the International Community. Once the division of labor is clarified, the Government is advised to call for a meeting with the International Community to clarify the roles and responsibilities of each of the three Government entities vis-à-vis the coordination structure. 

· The Government is advised to organize regular policy-level liaison meetings to promote the strategic dialogue between the International Community and the high-ranking level in the Government. This will help maintain and promote transparent relations between both sides, provide clarity on the national priorities of the Government, and to facilitate cooperation towards developing a national agenda which clearly indicates where and how the International Community could be engaged. 

· In terms of sectoral groups, the Government is recommended to build on what has already been achieved by the International Community in terms of coordination structure, and to take the lead in activating the structure according to the agreed-upon TOR. 

· The GoL is also advised to urge partners in theInternational Community who are currently not part of the SWGs,to engage in the coordination structure. 

· The International Community should genuinely commit to working through the coordination mechanism, and to strengthen it through active participation and information sharing.

· Though bilateral meetings will continue between the specialized agencies and their line ministries,the SWG should be the main forum for consultation on sectoral level to boost the broader consultative process through the SWGs. 
6.3 Activating the Coordination Structure
The current coordination structure needs to be revised and modified according to the Government’s needs, which were communicated through the Libyan Ministry of Planning, as per point no. 4.4 above. 
The GoL needsto take the leadership of the coordination structure.Unless the GoL takes serious steps to fully and effectively engage in the SWGsit is unlikely that effective coordination would be achieved.
4.4 Government Suggested SWGs

MoP, however, is requesting that there be seven main SWGs, as follows:

1. Security

2. Political Support (subsectors: Election, Constitution, and Democratic Institutions Building)

3. Health

4. Education

5. Economic Reform (Economic Recovery and Diversity) (subsectors: Agriculture, Energy, Tourism, Employment, and Medium and Small Enterprise)

6. Institutional Building and Human Resource Development (subsectors: Public Administration, Public Financial Management, National Bureau of Statistics, Institutional Building, and Capacity Building) 

7. Justice and Human Rights (subsectors: Human Rights, Transitional Justice, Rule of Law, Social Protection, and Women Empowerment)

Annex (2) no. provides number of measures recommended for activating the SWGs 

Annexes
Annex (1) Analysis of the SWGs Performance
An analysis of the SWGs structure and performance was conducted, based on the outlined SWG general TOR. Based on this analysis, recommendations were made to review the structure and to discuss it with the MoP, to have their input vis-à-vis the current sectors, and whether or not the structure should be modified, before the Government gets fully engaged in it. 
The purpose of establishing the SWGs was to inaugurate an institutional framework for cooperation between the GoL and the International Community to align all recovery and development planning and programming with Government priorities.

1. SWGs’ composition and mandate

As per MoP’s proposed composition of the SWGs; each group is chaired by a Government representative (national experts appointed by MoP), one international agency providing technical advice and further support provided by other agencies. Group members could include relevant line ministries or institutions, and representatives of national private sector institutions in some particular sectors, as well as bilateral and International Community who can play a significant role in supporting the sector. For the sake of efficiency, the size of each group is typically limited to 8-10 members.

The Chair, representing the GoL, may decide to invite on an ad hoc basis other individuals or representatives of other institutions if they can provide useful input to the meeting. However, such invitation will be occasional and will not be considered as a formal endorsement of membership.

The Chair, representing the GoL, will reassess membership on an annual basis to ensure changes in the sector, including change in the roles of the stakeholders are reflected in the membership. Membership will also be reassessed against frequent absences, scarce contributions to the work of the group and lack of cooperation in providing requested significant data. 

SWGs will meet on periodic basis as agreed by the Chair. MoP appointed-staff are to carry out the secretariat functions for all SWGs, including preparing agendas for meetings, set out meetings dates and sending invitations to the groups’ members, preparing and circulating minutes of meetings to the SWGs’ members.  

Observations: the proposed composition and mandate of the SWGs is outcome-oriented, and would be quite effective should it be properly utilized as recommended. However, according to the following brief analysis and observations of the SWGs’ functions versus the identified key functions, more efforts should be put towards activating the SWGs to meet its planned goals.

2. The key functions of the Sector Working Groups were identified as follows:

a. Ensure merging national priorities and International Community’s commitments and contributions to align all recovery and development planning and programming with Government priorities and national strategies for the sectors.

Observations: The SWGs were supposed to function as a venue where the International Community’s commitments and contributions would be aligned to the Government’s recovery and development priorities. However, the International Community’s interaction with the Government is being largely performed bilaterally through individual contacts that the International Communityseparately established with their governmental counterparts, but not through the SWGs or the coordination mechanism. It’s worth noting that the absence of the governmental presence in the SWGs opens the door for bilateral coordination between International Communityand ministerial counterparts. Regardless of the fact that some efforts might succeed through bilateral meetings, it however sabotages the coordination efforts, and deepens the gap in broad information sharing. 

b. Support the development and updating of national sector strategies and sector action plan within the framework of the Council of Ministers (CoM) ten strategic priorities leading to long-term objectives.

Observations: The UNSMIL/UNCT planned and carried out two strategic workshops in 29th July and 1st October 2012, with the participation of representatives from the GoL, UN agencies, and the International Community. The outcome was an essential document outlining the strategic framework of the Libyan national priorities, divided by sector, and with clear strategic goals and objectives for each sector, as well as a structural framework of the UN’s involvement. The GoL is expected to have outlined a development work plan based on this document. (Rania, is there any information on this? – I recall Essam mentioned that they already shared their plans or priorities with the UN?? Right or I’m mistaken?) The UN coordination unit should closely follow up with the Government on the development of the national plan, and present it to the various UN/International Community partners (this could be done through a workshop or a meeting with all International Communityand representatives of the Government for discussion on sectors’ action plans. 

c. Carry out a strategic dialogue with the purpose of coordinating and harmonizing international assistance to prevent duplication.

Observations: The absence of the Government’s representation in the SWGs turned it to merely an internal “UN working groups” with infrequent participation of International Community representatives. The dialogues that take place during the SWGs could be described more as ‘selected-information-sharing’ between the UN entities and International Community, but it does not necessarily reflect a strategic dialogue. However, it does to some extent help avoid duplication, but not necessarily help achieving strategic planning, especially that most SWGs do not meet on regular basis, and when do, not all parties choose to attend, in addition to the absence of the Government representatives, as mentioned earlier. It could be argued that this is the reason why some parties chose the bilateral encounter with the Government over the coordination structure. 

d. Function as the main source of information for needs and achievements, as well as sectoral gaps.
Observation: Almost everybody we have met expressed their dissatisfaction with the information sharing mechanism. It seems that all UN partners established a common feeling of dissatisfaction re information sharing, yet everybody seemed reluctant to share their own information with others. The different UN agencies and other international organizations have little information about what the others are doing, except when they are engaged in joint projects/activities. Similarly, each of the SWG’s members has little information about the activities of other SWGs, unless they participate in more than one working group. However, most of the people interviewed for this practice said that they do receive updates individually from the head of the coordination team (is this written or verbal in meetings?), but this practice must be institutionalized through a proper information sharing mechanism.

On the Government’s side, the GoL receives irregular information updates presented to them directly through their bilateral meetings with the International Community, but they still lack the overall picture of the coordination structure functions and activities. The GoL is partially responsible for such lack of information due to their choice of no-engagement in the coordination structure activities. Regardless of the MoP’s statement that their engagement is subject to the UN’s achievement of better internal coordination, it seems that the Government is still going through a chaotic phase that withholds its proper engagement before mandates are clearly identified for each of the relevant ministries. 

e. Develop joint indicators and sector reviews for sector monitoring and programme-based approaches.

Observation: In order to achieve this, the coordination structure wheels must start running. As long as the SWGs are functioning separately, and meeting on irregular basis and without clear agendas and with no Government participation, there is a little chance that this goal be achieved. As mentioned earlier, the UN partners are acting more of an individual style than in a cooperative collective one. 

f. Provide regular progress reports to the Ministry of Planning (MoP) Technical Cooperation Office on progress made in the implementation of the NTG relevant Sector Strategies and Sector Action Plans.

Observation: There is a shortcoming in submitting regular implementation or progress reports to the MoP’s technical cooperation office. The fact that the SWGs are not functioning properly and not meeting regularly contributes to this inadequacy. Going through the SWGs’ filing system, no such documents as progress or implementation reports were found. In fact, there is no hard-copy archive of the SWGs’ documentations and literature.

On the other hand, and according to the SWGs’ composition proposed by the MoP, the SWGs’ secretariat would be a MoP-appointed staff, whose tasks would include preparation and circulation of minutes of the meetings to MoP and other SWG members
g. Establish database for the Existence Programmes and Projects of Technical Assistance. 

Observations: The coordination team has already established a database (not sure we can call it a database – what was done is compiling information on UN ongoing projects and planned projects) in September 2012. The database includes information on the UN activities in Libya, sorted by strategic area and sector, and it provides details of each project: title, description, partners, time-frame, location, budget, source and status of funding, and other comments. The database should be updated quarterly, and forms have been sent already to the International Communityfor their updates. 

This database is very useful as a source of updated information, as well as a follow-up and evaluation mechanism of the progress made vis-à-vis the UN engagement in meeting the GoL’s priorities and developmental needs.

h. Coordinate between the Beneficiary Institutions from the technical assistance programmes.

Observations: As pointed out several times, the SWG’s functional activities are not as efficient as planned, and the absence of the GoL’s representatives does not help the SWGs achieve this goal since the beneficiary institutions are dealt with in bilateral basis.

Annex 2: Suggestions to Activate the Sector Working Groups 

a. Re-Structure of SWGs

Based on MoP’s input, the current SWG were structure was revised and modified, as per Annex (3). Once the SWGs are actively functioning, and depending on the load of work in each SWG, it is recommended to revise the structure of the SWGs once again to decide whether or not further adjustments should be made. 

b. SWGs’ TOR:

Detailed TORs for the SWGs have been drafted based on the MoP’s required SWGs, and the strategic framework 2012-2013 document, and have been shared with MoP for their comments and verification. It is the role of the SRSG and the DSRSG/RC/HC to encourage the International Community to work according to these TORs and within the coordination structure. Annex (4) includes the draft TORs, which has been reviewed with the MoP. The Ministry of Planning requested developing an Arabic version of the TORs to be presented to the lines ministries.

c. Schedule of Meetings

Activating the SWGs in order to lessenthe bilateral encounters with the Government is very important. For that to happen, regular meetings must be organized on regular basis, depending on the nature of each group and how frequent members should meet. A schedule of SWGs’ monthly meetings could be prepared and distributed to all agencies and the International Community (in case they are interested in participating) at the beginning of each month, by MoP and/or the UN coordination team. 

d. Contact List

The UN coordination team has a contact list of each SWG, including information and contacts of the UN focal point for each group. However, this list must be updated and completed (some of the information are still incomplete). Additionally, and in order for the contact list to become more comprehensive and to function as a reliable information source, it should be updated to include information on the governmental focal points and the beneficial line ministries in each group, as well as the International Community partners and civil society if applicable. Information would include name, title, exact task in the SWG, contacts (email, mobile, and landline), etc. The list must be updated on regular basis. 
e. Archiving 

The coordination unit must establish an archiving system that would include all relevant documents/updates on each SWG. The secretariat of each SWG must provide regular reports including adequate information on progress made in each group.

Annex (3), Proposed SWG structure diagram (to be added)
Annex (4), Modified TOR (for the 7 SWGs and the sub-sectors) (attached)
1
Draft, 14 January 2013


