Building National Capacities 
for Dialogue and Collaborative Decision-making in Guinea-Bissau
Programme Concept Note

EXECUTIVE SUMMARY
Guinea-Bissau’s attempts to create an effective state have been marked by political instability and continued under-development.  Despite positive movements such as the recent presidential and parliamentary elections, a host of challenges and constraints -- the weak national fiscal situation, untenable military budget, a security sector urgently in need of reform, and weak governance institutions and multiparty processes – hamper the country and international community’s efforts to promote democratic development.  In recognition of these challenges, and the need to address them in a systematic fashion, UNOGBIS invited an inter-agency mission to assist in formulating an integrated developmental approach for strengthening capacities for dialogue and decision-making needed to address these deficits.  This programme concept note contains the conclusions drawn by the mission and proposes specific programmatic activities, along with how they may be operationalized by the UN system in Guinea-Bissau.

The suggested capacity-building initiatives are grouped into four areas responding to the most urgent challenges. The first addresses the legislative and judicial branches of government aiming to enhance their conflict management skills and capacities.  The second seeks to strengthen the influence and capacity of civil society to engage in participatory dialogue processes and approach the political actors in a collaborative, constructive manner.  The third area seeks to capacitate the armed forces and political parties to organize stakeholder consultation processes through which future mutually beneficial strategic plans and policies can be articulated and implemented.  The fourth involves preliminary planning for long-term reconstruction of government machinery.  
These areas of interventions are meant to provide a more systematic way of assisting the Bissau-Guinean leadership to cohere as an effective political force for development and reconstruction. They should be seen as interdependent, mutually reinforcing and mutable within the overarching aim of creating and strengthening collaborative decision-making capacity among Bissau-Guinean leaders toward effective governance.  The specific programmatic proposals draw heavily on individual initiatives already launched or conceived by UNOGBIS, UNDP/Bissau, NGOs and other stakeholders. This concept paper seeks to bring these together in a synergistic manner with the aim of catalyzing the transformation of Guinea-Bissau’s political culture, political discourse, competition and decision-making.

It is hoped that these initiatives will be sufficiently funded to address the most critical areas in the immediate future, be integrated with other UN Country Team activities over the medium term, and for secondary activities to be undertaken incrementally over time to address the longer-term challenges of Guinea-Bissau’s reconstruction.  Transforming the country’s polarized political climate is essential to redressing the underlying governance and economic problems.  Not doing so may incur significantly higher costs in terms of a resurgence of violent conflict and/or further increase in Guinea-Bissau’s instability and economic impoverishment.
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Building National Capacities for
Dialogue and Collaborative Decision-making in Guinea-Bissau
Programme Concept Note
I.  Introduction
1. Guinea-Bissau’s attempts to create an effective State which is dedicated to development and democratically accountable has been marked by political instability and deepening economic crisis.  Emerging from the socio-economic destruction caused by the military revolt in 1998-99, Guinea-Bissau was finally able to achieve relative stability and organize legislative and presidential elections in May and July 2005.  The international community, including the UN Peacebuilding Office for Guinea-Bissau (UNOGBIS), UNDP and complement of UN system agencies, ECOWAS, European Union, Community of Portuguese-Speaking Countries (CPLP) and others, has provided development assistance, budgetary support, and policy advice to advance this process. 
2. Despite these positive movements, a host of challenges and constraints – the weak national economy, the fiscal crisis, the lack of progress in security sector reform, and weak governance institutions and multiparty processes – have rendered current efforts at development and democracy ineffectual. The country seems unable to escape a downward cycle of economic decline, state malaise and instability.  These are a reflection of the deep-seated structural issues which remain unaddressed. They underlie and sustain the existing political and social crisis and present formidable challenges to achieving long term peace, security and development.  Clearly, without an effective State, Guinea-Bissau cannot achieve economic growth, poverty alleviation or a representative democracy. 
3. In recognition of these mutually reinforcing constraints, and the need to address them in a systematic fashion, UNOGBIS invited an inter-agency mission to assist in the formulation of an integrated developmental approach toward strengthening capacities for dialogue and collaborative decision-making needed to address these deficits in a coherent manner. The mission took place from 12-16 June 2006 and was drawn from UNDP’s Bureau for Crisis Prevention and Recovery (BCPR), the UN Department for Economic and Social Affairs (DESA), and the Inter-departmental Framework for Coordination on Conflict Prevention (the Framework Team, or the FT).  This group, working closely with UNOGBIS and UNDP/Bissau staff, met a wide range of national stakeholders and international actors including members of Parliament, government, civil society, bilateral donors and UN country team representatives.

4. This programme concept note highlights the key conclusions drawn from the mission, proposes programmatic activities in light of these conclusions, and identifies mechanisms for the implementation of these activities by the UN system.  This note is divided into six  sections, this introduction being the first:
· The next section (II) briefly analyses the different areas and types of current or potential conflicts or fault lines facing Guinea-Bissau and the capacity deficits they imply.
· The third section (III) provides a summary of the four different capacity-building initiatives proposed to address these deficits, along with a brief delineation of cross-cutting issues and expected outcomes.
· The fourth section (IV) proposes modalities for operationalizing the recommended programme, focusing particularly on how UNDP/Bissau could complement its current governance programming by including a conflict prevention capacity-building component in a manner that would best support the development of these competencies across a range of stakeholders in Bissau-Guinean society.
· The fifth section (V) is the proposed budget identifying project activities and indicative amounts for each.
· The sixth section (VI) briefly concludes this note and suggests immediate steps for bringing this proposal forward for funding consideration.

II.   Analysis of areas of concern and types of conflict in Guinea-Bissau
5. The disjunctures in Bissau-Guinean society can be characterized into several interrelated categories. These include, foremost, the multiple governance incapacities of the State, the unresolved and undue influence of the armed forces, the weakness of civil society to coalesce into an effective advocate for change, the distorted character of multi-party politics based on a maldistribution of wealth and power, and inter-elite rivalries which leave the vast majority without voice or representation.  These all contribute to and, in turn, are further worsened by Guinea-Bissau’s economic underperformance.
A. Lack of capacity in governance structures

6. The problems of the Guinea-Bissau state, which pre-date independence, are typical of its neighbors with similar colonial histories, where a predatory colonial administration left behind a skeletal State structure without professional human resources to run it or a citizen-centered, development-oriented focus.  This predictably precipitated a failure to develop the necessary economic and strategic vision and commensurate governance infrastructure to develop the economy, manage public finances, reinforce state institutions, deliver social services, establish constitutional checks and balances, and carry out legitimate reform in order to enable the effective functioning of different branches of the government.

7. The parliament and the judiciary are particularly incapacitated, with inexperienced parliamentarians often lacking basic skills in the drafting or analysis of legislation or budgetary matters, as well as the more nuanced abilities for coalition-building, consensus-seeking, negotiation, and the like. The judiciary barely provides modern judicial services to the citizenry, and traditional mechanisms have often been neglected and undervalued, suppressed or corrupted.
8. Furthermore, Guinea-Bissau suffers now from a financially starved public administration and civil service which is virtually absent outside the capital and regional centers.  The civil service is bloated, poorly trained, and highly susceptible to political interference.  The government’s inability to pay government civil servant salaries, leading to months in arrears, leaves civil servants disaffected and seeking other sources of income, hence lower productivity, questionable ethical behavior and lack of accountability.  
B. The need to strengthen civil society
9. The development of civil society was stymied until the advent of multipartyism in 1991. Civil society is fragmented, organizationally fragile and susceptible to political manipulation. Yet, civil society groups offer some of the most promising possibilities for transforming “the larger contextual situation in ways that may create new opportunities or expand options for some, but not all actors.”
  The Estados Gerais, a national dialogue being promoted by several leading actors in Bissau’s social and political leadership, holds some hope for genuine reflection, dialogue and envisioning for the future. However, it must be remembered that such efforts towards multi-sector dialogue are inevitably perceived as seeking regime change and thus are resisted or undermined by entrenched interests. And, secondly, their success in other countries has been limited and, for many reasons relevant to Guinea-Bissau, not uniformly successful in bringing about more democratic systems or economic prosperity. It will require very special public leadership skills, as well as concerted team-building and process interventions, for all parties to interact with sufficient good will for and interest in a productive process.

10. The mission consulted with several national civil society groupings as well as national and international NGOs active in Guinea-Bissau. These included:  National Council for Social Harmony, INEP (national research institute), SNV (Dutch development organization), and IPPP (International Prosperity and Peace Programme), and were impressed by their dedicated, though limited and under-funded efforts to address some of the issues that might lead to potentially violent tensions in Guinea-Bissau.. Although several programmes have been conceptualized or launched, they have not yet been able to overcome the incapacities of political actors to address their problems jointly and constructively. 
C. Security sector needs for transformation   
11. The military has had a troubled relationship to the President and civilian government for the past two decades. The development of stable civil-military relations following independence was hampered by the symbiotic relationship between the military and political wings of the PAIGC which led the liberation struggle. The overthrow of three constitutional presidents in 1980, 1999 and 2003 and the cycle of attempted coups and mutinies epitomize the undue influence of the military leadership on governance structures, and demonstrate the serious imbalance of power and the fragility of civil authority over the security sector.  Periodic attempts at reform have produced some improvements, but have not addressed the deeper root causes of the problems, nor sufficiently professionalized the military or brought it under civil control.

12. External assistance is being provided to assist in developing an integrated strategy of security sector reform, including the police, justice system and prison services.  However, two key dilemmas remain. First, the size (and cost) of the military force is too large in comparison to the country’s small size and limited fiscal abilities. Thus, even with reform, the lack of adequate internal resources for paying salaries and improving barracks conditions remains a source of instability.  Second, the question of de-politicizing a military that has historically been driven by partisanship and clientelism has not been sufficiently tackled.  There is a need for constructive dialogue, both internally within the military and in the civil-military arena, to jointly and consensually develop a strategy for transforming the security sector into a supportive, productive arm of a functioning state rather than an untrustworthy appendage that can be manipulated by sectoral interests.

D. Political party fragmentation and incapacity
13. The existing political culture impedes the creation of an effective ‘developmental’ state – one that can lead and manage the development process for the benefit of its citizenry.  In its current form, the culture is characterized by polarized leadership with deep levels of mistrust based on historically shifting alignments and allegiance and a consequent absence of disposition, skills and forums for collaborative negotiation on issues of national import or for the creation of an inclusive vision for the future.  The fragmentation within political parties renders them ineffective.  Elite-control of the multi-party process and a lack of intra-party democracy further stymie attempts at true representation for the majority of citizens.
14. This internecine political bickering and the lack of national vision have contributed to the precipitous economic decline which in turn has led to both a lessening of trust in government as well as perceptions of its legitimacy. Perceptions of impunity for wrong-doing have further increased the frustration and disaffection among the populace.  Guinea-Bissau has been fortunate that in such dire conditions, additional stresses such as the non-payment of government salaries, or fluctuating cashew prices, have not triggered eruptions of violence. Should the situation continue without remedy or redress, violent expressions of frustration could lead to widespread instability.
15. The strength and legitimacy of political leadership in Guinea-Bissau has been weakened historically by personal antagonism, inter-group rivalries, and ethnic and other internal divisions. This has weakened government ministries and State institutions, which have been unable to exert independence and are often subservient to the political parties trying to maintain control over them.  Although ethnicity and ethnic tensions are not yet an intractable problem in Guinea-Bissau, increases in economic and other tensions will inevitably lead to increased ethnic fractionalization as politicians manipulate ethnicity for parochial ends. Several independent observers pointed out to the mission that various actors have already tried to politicize ethnicity to divisive ends. If national and local political leadership do not develop the disposition and ability to engage in less confrontational politics and move forward on a common agenda, reach consensus and govern more effectively, popular disaffection toward those in power, heightened by manipulated perceptions of ethnic exclusion, are likely to lead to the point where they can spark internecine violence.

III. Proposing a national capacity-building programme for dialogue and collaborative decision-making
16. The deep and systemic nature of Guinea-Bissau’s challenges makes the task of ‘building capacities for peace and development’ both complex and daunting, but not out of reach. Given the country’s relatively small size and population, abundant water, fertile land, and natural resources, its potential for recovery and stability is indisputable.  Given the constraints and complexities of the situation, however, this effort and the activities proposed herein should be viewed within the following parameters:
17. Any programme proposed for Guinea-Bissau needs to ensure that all conflict management and peace building processes are fully connected to and integrated with development efforts. And, all development interventions need to be attuned to their intentioned and unintended impact on the conflict dynamics of Guinea-Bissau and, if needed, be re-tooled toward have a conflict mitigating impact. 
18. Further, given the deep-rooted nature of the Guinea-Bissau’s problems, while immediate interventions need to deal with current crises, they must also be conscious of addressing the deeper root causes of the problems, at least eventually.  This proposal, therefore, attempts to address the most apparent manifestations of crisis, and, at the same time, incrementally work toward addressing the root causes in a constructive and non-threatening way by connecting to the longer-term developmental and institution-building challenges.
19. Given the concrete efforts already undertaken by UNOGBIS, UNDP, and national and international NGOs in this domain, this concept note draws heavily on and complements the ongoing interventions already conceptualized and in some cases underway.  Ideally, the programme concept note will serve to link these efforts under a cohesive umbrella that will consolidate resources for implementation of these activities.
20. Finally, with a daunting list of competing needs, a process of prioritization will need to be undertaken so that the most critical capacity gaps are addressed in ways that have the greatest impact and multiplier effects throughout society.  While certain strategic priorities will be delineated below, the following should be noted and adjustments made as needed. First, fluid situations such as this require continuous reappraisal and feedback. Thus, once the programme commences a re-visiting of priorities and consequent sequencing of activities should be undertaken. Secondly, such an analysis should be led by those programme personnel on the ground involved on a daily basis with their national counterparts, rather than by outside experts, in order to develop local ownership. And finally, such decisions are best informed by a collaborative process that brings a wide range of stakeholders together to jointly deliberate on project planning and implementation modalities. To this end, a programme planning and consultative workshop, which could also be a good introduction and awareness raising activity, could be conducted by the UN Country Team in Bissau in order to launch the programme.

21. Building upon the capacity deficits identified above, it is suggested that programmatic activities revolve around the following key areas. It should be noted that some programmes may already be initiated or earmarked for commencement, e.g. UNDP support for regional judicial centers. On-going as well as new activities are included below to indicate the inter-connections between the range of activities addressing conflict management capacity-building in Guinea-Bissau.
A. Strengthening the collaborative decision-making capacities of the State 
22. The objective of this component is to strengthen the individual and institutional capacities of Bissau-Guinean public officials for dialogue and negotiation on public policy and other disputed issues.  Priority target groups include parliamentarians, the judiciary and government affiliated bodies such as the National Council for Social Harmony and other statutory commissions or committees.  

Building Parliamentary Capacities for Conflict Management and Resolution
23. Parliament in Guinea-Bissau is a critical institution and potentially the most influential force in the hoped-for transformation of the political culture, and the development of a culture of constructive negotiation.  It is a visible forum reflecting not only the fault lines in society, but also the dysfunctional nature of debate and decision-making.  Parliamentarians themselves are generally in leadership positions within their own community and, as such, are relatively stable in that even if they shift out of parliament or into government service, they will move to equally important positions of influence.  Thus, activities involving such actors have a high degree of influence on the polity and the impact would be felt for a relatively long time-period.
24. Capacity-building for parliament would encompass several inter-related programme interventions including dialogue and facilitation skills, negotiation and mediation practices, leadership training (especially to strategic parliamentary committees and their chairpersons, Permanent Commissions and party leaders), and may also extend to knowledge of parliamentary procedure, civic knowledge and skills,  and constituency relations. The National Democratic Institute (NDI) began a series of activities in 2005 that will enhance deputies’ and staff’s understanding of their roles and responsibilities, and increase deputies’ oversight skills in targeted issue areas.  There is a possibility of funding from the UN Democracy Fund for some managerial and technical support to parliament, as well as some training activities. To complement this more content-specific or technical work, the capacity-building programme would focus on the process-issues, and intensive leadership training (with a conflict resolution component), for selected parliamentary committee leaders; and shorter, basic training in facilitation and mediation skills for a majority of parliamentarians.
25. Discussions have been held with senior levels of parliament (ANP) about developing sustainable in-house capacity to deliver such training over time to future parliamentarians. These would involve the creation of a training resource within the Administration Council of the ANP, the parliamentary secretariat. Career civil servants in the Administration Council would develop new skills and form the basis for a governmental training facility, engage with these new concepts and assume ownership of the process, thus create a sustainable resource and training facility within government. Therefore, a “training of trainers” (TOT) session for suitable staff members should be among the first priorities of the programme.

National network for mediation services
26. Strengthening of the judiciary was one of the clearest needs articulated by government and civil society officials.  The absence of official judicial structures and channels for recourse to justice is not only a serious impediment to constituting a legitimate state, but also creates a vacuum in which potentially contentious disputes can easily escalate into violence.  The setting up of a fully adequate judicial system is a monumental task and, with the current dearth of resources, can realistically be accomplished only in modest, incremental steps.  The establishment of several regional centers outside of Bissau, staffed by trained mediators who can advise disputants and mediate small claims, would go a long way to provide a modicum of trusted judicial services to the rural population.  Specialized training in facilitation, and two-party and multi-party mediation, should be provided to a cadre of mediators who can be seconded to these offices.  Such training should also be extended to traditional elders, religious leaders and community leadership who can utilize the skills formally as well as informally in their communities.  
Improving functioning of governmental structures

27. Similar capacity-building activities for commissions established by the government (e.g. Commission of Reconciliation of the Armed Forces, National Council for Social Harmony, Bureau of Parliament) should be operationalized as a second-tier of priority activities. This would be geared toward building the communications and negotiations skills of Commission members, so as to improve the effective functioning of their institutions.  The specifications of which subject-specific focus, for which groups, and in which timeframe, should be developed by the programme staff in consultation with the advisory group for the programme and relevant stakeholders.
B. Building capacities for peace and development in civil society 

28. Civil society has the potential to play a unique role when official governmental processes are blocked or paralyzed.  In Guinea-Bissau, the emergence of the Estados Gerais (EG) is an example of a well-intentioned effort to create a national dialogue by legitimate stakeholders.  While the international community needs to observe developments impartially and not interfere in the substance of the process, there are ways to support this effort by offering technical non-partisan assistance, so as to make the envisioned local-level stakeholder meetings more inclusive, representative and constructive. 
Capacitating facilitators for the Estados Gerais

29. The first consideration is to ensure that external assistance being provided to the Estados Gerais is coordinated and not duplicative or overlapping.  Therefore, close consultation is needed with other aid agencies and international NGOs who may already be engaged or preparing to engage with this process.  The International Peace and Prosperity Project (IPPP) has committed to support the EG with modest financial support for its local-level stakeholder consultations.  A complementary role for this programme is to utilize UNOGBIS/UNDP’s trainers, who recently completed a “training of trainers” exercise in conflict management skills in Capetown, to provide dialogue and facilitation training for the appropriate number of  convenors (approx. 50)  identified to conduct the envisioned local level stakeholder consultations. So as to ensure the UN’s broad outreach to and capacity-building of civil society, such training should seek to empower a wide range of stakeholder consultation facilitators and not be exclusive to Estados Gerais, but also include trainers from other groups and networks, such as Placon, the military, and other NGOs and CSOs. Such joint training would have a secondary spin-off effect in that it would also develop new and needed multiple lines of communication between the different actors. This could have beneficial results of increasing understanding and cooperation among stakeholders and creating additional avenues for stakeholder dialogue complementary to the Estados Gerais or in the event that it does not come to fruition or attain its goals.
 30. The National Institute of Studies and Research (INEP), in partnership with Interpeace/Geneva and UNOGBIS, has proposed a participatory action-research project that would engage influential government and civil society leadership in joint diagnosis and problem-solving on key development and political issues. INEP’s strong research capabilities and Interpeace’s proven participatory methodology could yield stronger relations of trust and cooperation between key stakeholders as well as more effective strategies and operational plans for future peacebuilding activities. Given the tenuous nature of the Bissau-Guinean situation, it may be necessary to re-configure the two-year timeframe envisioned for this activity into one that can have greater impact in a shorter period.  It is suggested that INEP/Interpeace could be engaged to organize multi-lateral dialogues to build trust between political interlocutors, unblock some of the key political obstacles, and lay the groundwork for consensus-based policy solutions. Such dialogue with respected arbiters, e.g. Muslim clerics, Catholic Church hierarchy, traditional leaders and union leadership, could have a decisive impact through a constructive transformation of the political impasse.  IPPP also has plans to convene bi-lateral dialogues of high-level political actors, which could be a complement to this activity.
31. There is also a need to encourage a broader culture of dialogue at the local level on urgent, controversial topics, i.e. national recovery, youth empowerment needs, exclusion, and incipient ethnic tension.  The fledgling NGO community, through a network such as Placon, could help evoke dialogue on these issues by strengthening the ‘voice’ and advocacy power of their respective communities. The NGOs could be engaged by linking concrete micro-initiatives in areas such as youth employment and empowerment, and income generation, to peacebuilding and, through stakeholder dialogues and consultations, to rebuild trust in and legitimacy of government.  The UN Country Team could interact with and, in fact, host (as has been done in Sierra Leone), a civil society forum to give them more visibility and voice, as well as institutional support for strategy development and implementation.  
C. Building leadership and conflict management skills for key constituencies, especially the military and the political parties
32. Even if constituent parts of government -- the executive, legislative and judicial branches -- functioned effectively, there would still be considerable risk of a derailment of the peace by other strong and influential actors who are not similarly inclined. Therefore, it is suggested that a critical priority area for the UN capacity-building programme be to engage with both the security sector leadership, and the rank and file of political party decision-makers and their junior levels.
Facilitated multi-stakeholder consultations on a re-conceived role for the military

33. The potential for the armed forces to be a serious destabilizing influence on the socio-political situation behooves this programme to propose innovative responses to transform the current tense relationship between the armed forces and the State into one that can be mutually beneficial.  In particular, international support should move beyond traditional approaches to security sector reform, that focus “up-front” on a significant reduction in the military’s role and presence, to one where the military is encouraged to transform its own role and contribution to society. The application of a more traditional approach, independent analysts concur, could cause a return to political instability as a threatened military takes the reigns into its own hands again.
34. Government institutions, like all other organizations, need to learn, grow and change to meet the needs of the times.   Armed forces in countries like Guinea-Bissau, which conceive of their task in conventional terms and resist change, risk losing their direction and becoming an anachronistic weight on their already debilitated societies.  In Guinea-Bissau’s case, the original raison d’être of the armed forces, the liberation struggle, was accomplished in 1974.  The task of transferring those skills and motivations into a cohesive, devoted force for national defense and development was never given the resources, political will or leadership to be done constructively.  The army, with the special legacy of the liberation struggle and the ensuing entitlements felt by its members, needs ‘transformative’ security sector reform which not only rationalizes its current functions, but also allows it to re-conceive of itself and its purpose in light of Guinea-Bissau’s critical development status. 
35. An expanded purpose of the uniformed services in a country suffering from extreme underdevelopment and insecurity should include not only the provision of physical security, but also human security.  The uniformed services need a strategy for a ‘sustainable armed forces’ that provides a new model of defense, self-sufficiency and leadership, captured perhaps by the motto:  “protecting the nation -- providing for the nation.”
36. The Bissau-Guinean defense force is currently developing, with the assistance of INEP consultants, a strategy paper on its future role and a military restructuring programme which may give impetus to greater international interest and support for a comprehensive reform programme.  The mission was informed that this is being undertaken with national and international military experts.  It is suggested that a complementary participatory process with wider consultation throughout the different levels of the armed forces might generate a clearer picture of the needs of the rank and file soldiers. Further, a participatory process that provided more voice to soldiers would generate more buy-in and acceptance of the result.  
Developing alternative models of military service and contribution to society

37. In contemporary terms, security sector reform generally refers to a rationalization of the uniformed services’ functions, personnel and costs in a similar manner to other components of the public service.  This requires a change management process which delineates purpose and outputs, followed by a transparent work-plan and budget. A more transformative approach, implemented in a consultative manner, could expand the military’s traditional role from protecting the nation from external aggression and maintaining security from internal transgressors (illicit drugs, arms, contraband and other activities), to delivering aid and assisting recovery in emergencies and addressing the long-term national-building needs (roads, bridges, dams, building schools, health clinics and the like) in pursuit of self-sufficiency.
38. A reformed or re-structured military may be less of a drain on the state budget and may be less of a threat to political stability, but it will still be a reduced version of itself. And, it will be seen as an emasculated version of itself in the eyes of its own constituency.  The challenge is to alter the role and purpose of the armed forces in a way that gives more responsibility, work and respect, rather than heightening perceptions of drastic reduction or diminution. A broad-based dialogue or consultative process throughout the ranks of the military could be undertaken by a well-trained group of facilitators.  The preparation for this component could be merged with the training of facilitators proposed for the Estados Gerais.  In that vein, army personnel could be trained as the facilitators or ‘animateurs’ of this consultative process.  Such merged training would also create a bridge between military and non-military actors and serve to establish much-needed lines of communication between them. Similarly, the dialogue processes proposed by INEP/Interpeace may usefully be conducted with the armed forces as one of the focus groups. 

39. A broad-based discussion on what a ‘self-sufficient’ armed forces would look like, and how to achieve it given Guinea-Bissau’s unsustainable budget deficit and declining economic conditions, could also generate new proposals and remedies to the problem of finding alternative work and employment for soldiers, such as providing plots of land and tools for family farming, “start up” funds for income generating projects, cooperative ventures for soldiers in chicken farming (as was done in Sierra Leone) and special incentives for potential retirees that would ensure their status and appreciation by society, but impart resources for their self-sufficiency in a separated status.  Indeed, many innovative strategies may be found by the armed forces personnel themselves, to respectfully separate a cadre who made a major contribution, but no longer can contribute to a professionalized, modernized army.
40. This approach to the reform of the security sector in Guinea-Bissau would aim to impart job skills and well as life skills for self-sufficiency to army personnel. It would cater to human needs and family needs of its members and look at self-sufficiency of all -- the individual, the family, the community and the nation.  Guinea-Bissau’s security sector has mirrored the profound power struggles between competing institutions and leaderships that have so weakened the State as a whole.  Only a comprehensive approach that breaks away from repeating past struggles and transforms the status quo will succeed in transforming the armed forces toward a contributing, self-sufficient entity.  

Building collaborative decision-making capacity

41. The goal of constructing a representative political system under a responsible leadership is a distant and unlikely vision unless Bissau’s fractionalized political leadership can find reasons (incentives and benefits for themselves) and ways (skills and mechanisms) to work together. However, building the capacities of political parties and introducing concepts that will transform the culture of interaction can only be done collaboratively and incrementally with the consent of the leadership involved.  Assistance to address this is conceived as inter-party (or at first intra-party) confidence-building seminars and dialogue processes to create new awareness of alternative ways of interacting, stimulate attitudinal change, and develop skills and processes that will allow national actors to see how they can find mutually beneficial solutions to contentious issues. 

42. Participants normally come into a process of interaction with their political antagonists with strong mistrust and vested interests.  To effect such personal and group transformation requires a process which has a skillful and subtle mixture of dialogue, trust-development and skill-building. Interactions are at first heavily focused on process skills (communication, active listening, conflict stakeholder analysis, basic negotiation skills) with very little on subject matter (i.e. the content of the disagreements) which would be too threatening at the outset.  

43. A well-managed process of interaction starting with non-threatening topics creates space for participants to engage in dialogue, air past grievances, build understanding and new relationships and chisel away at mistrust.  The purpose of the approach is to overcome habitual modes of thinking, stereotyping and exclusive or win-lose definitions of self-interest.  With a full-fledged interaction, composed of several full day meetings of several days each over the course of several months, the aim is to find a new modus operandi where participants realize and re-formulate their self-interests within a framework of collaboration and inter-dependency.  Once the long-standing animosities are examined, exposed and somewhat ‘tamed”, the dialogue turns more to difficult issues of State malaise, wherein the political actors now see the wisdom and have skills to ‘attack’ these together, rather than attacking one another.
44. An additional outgrowth of such a process is that, as political leadership are exposed to the concepts and practices of collaborative communication and decision-making, they appreciate their usefulness and embrace the skills.  They also see the benefit of sharing such knowledge within their ranks, and possibilities open up to ‘cascade’ such interactions down to lower levels of the party cadre. Working with various levels within political party structures will invest the next generation of leaders and create avenues for more local-level dialogue and consultation on issues of concern to local communities. 

45. Such a process requires concerted efforts by experienced conflict resolution facilitators and mediators to accompany a group of decision-makers for an extended period of months. The challenge will be to find the proper mix of expertise (mediation and group process skills, historical knowledge, and language fluency) in experts who can devote sufficient time to this process in Guinea-Bissau. Preliminary “training of trainers” to train Bissau-Guineans, or those with significant knowledge of and experience in Bissau, to introduce this, will have to be undertaken.  (Collaboration with a new “leadership transformation” programme in Liberia with the Woodrow Wilson Center will be explored for this programme element). 
D. Governance reform and rehabilitation – refining the public service
46. It is unrealistic to expect that major institutional reform of the government can be undertaken within the country’s current socio-economic situation and the need for a requisite income stream to support it.  Donors are providing technical assistance toward many aspects of economic recovery as well as providing major budgetary support to the country. Yet, this has not yielded a sustainable solution to the country’s financial insolvency or dependency.  In light of this, it is suggested that a special focus for governance reform be placed on strengthening the planning capacities of key ministries involved in economic development, human resources development, agriculture, and public works as starting points for consolidating the government’s ability to formulate and implement national development priorities and policies.
47. It is suggested that an initiative focusing on the planning capacity of government decision-making bodies be linked to the conflict management capacity-building programme because of the catalytic nature of the process skills required for planning and policy development, such as stakeholder consultation, policy analysis, communication, interest articulation, group problem-solving, and collaborative decision-making.  An initial consultation or seminar to explore the concept and role of government planning is proposed, bringing together a cross-section of actors from relevant ministries and government entities.  Longer-term governance and institutional strengthening assistance is within the purview of UNDP’s governance programme and is a subject of great donor interest.  Therefore, further activities would need to grow out of the agreements reached at that consultation and would develop incrementally in concert with other governance initiatives.
E. Cross-cutting issues
48. While the above proposed interventions delineate specific national audiences, particular disciplines, branches or parts of government, or areas of need, this should not obscure the need to inject greater awareness and sensitivity into all aspects of the UN Country Team’s development efforts. To this end, it is suggested that once a conflict management capacity-building programme is established, an in-house component of the programme involve UNCT staff in training that can lead to greater awareness and facility with conducting conflict analysis, peace and conflict impact assessments, and most importantly, the ability to formulate and assess development programmes in conflict-sensitive ways.
49. Finally, the above proposals suggest a number of different capacity-building activities for which Bissau-Guinean institutions and individuals should be engaged and trained to undertake by themselves.  This is an important step in: indigenizing the processes and ensuring national ownership; ensuring sensitivity to the cultural nuances that only an “insider” can fully understand; and helping to develop local buy-in and commitment.    Given the dearth of education and training institutions or government civil service and armed forces training academies in Guinea-Bissau, this proposal does not address the issue of building national capacity to replicate the capacities that will be built through this programme. But it shouldn’t be overlooked in the long term and the individual and institutional knowledge and competencies gained in this programme should be reviewed with a view to harnessing these capacities into a sustainable resource.
F. Expected Programme Outcomes

50. The above constellation of activities is aimed at enhancing capacities for political dialogue that will lead to more collaborative decision-making of a cross-section of the leadership in Guinea-Bissau’s Parliament, political structures, armed forces and civil society.  The most prominent anticipated outcomes are:  
a. stable and more productive relationships among the President, Parliament, government ministries, the judiciary and armed forces; 
b. improved capacity of key stakeholders in analyzing the causes of Guinea-Bissau’s crisis and agreeing on strategies and concrete approaches for addressing them.
c. a network of trained mediators providing mediation services as a complement to traditional judicial mechanisms for a range of family, commercial and criminal cases through regional centers in under-served rural areas 

d. a revamped strategy for armed forces restructuring along innovative developmental lines aimed at self-sufficiency, and 

e. improved capacity for governmental long-term planning, and an enhanced awareness on methods for strategic investment in the public service in order to generate economic growth and service delivery.
IV. Programme structure and implementation
51. In close consultation with relevant national actors, UNOGBIS and UNDP, a structure is proposed with dedicated staff for implementing conflict prevention and management capacity-building activities proposed in this programme. This structure should be able to undertake operational activities as mentioned above, as well as be fully integrated into the related governance and development work of the UN Country Team.  Given the current mandate of UNOGBIS and the need for close cooperation with the governance work of UNDP, it is suggested that the conflict prevention unit be placed within UNDP/Bissau, either within or in close collaboration with the governance unit.  The staff should consist of at least one international peace and development advisor, one national officer, and one administrative assistant.  This staff complement will be hard-pressed to jumpstart all needed activities in a timely manner and efforts should be made to supplement this with either staff loaned from UNDP or junior professionals or junior consultants provided at low cost to the programme.  (Suggestions for links to appropriate candidates will be forthcoming.)
52. Internally, the programme staff will be under the supervision of the head of the governance unit of UNDP. The unit should report to a joint management team that includes both UNDP and UNOGBIS and possibly other key agencies that have direct interest and involvement. Externally, it is proposed that the programme constitute a national coordinating committee as an advisory board to oversee and provide advice on its objectives, direction and progress.  This committee, of approximately ten members, will be composed of respected members of society from government, political parties, armed forces, and civil society including academia, unions, private sector and NGOs.  Membership could be determined through a consultative, but informal process.  It is suggested that committee members be asked to serve in their individual capacity and not as official representatives. This is so that they don’t feel that they have to represent official positions, but can give their professional advice and guidance.  Although not officially representing political actors, it is clear that committee members will be an important link to their constituencies.  Terms of reference for the committee members will be devised along the following lines:   to help communicate the programme’s intent and operations to relevant parties, to give guidance as to how to improve the quality and impact of programme activities, and to act as a liaison to their communities to do outreach for the programme and try to engender participation and buy-in from relevant stakeholders (including their attendance and participation in various activities). Committee members will not receive salary or compensation, but be provided with modest resources including facilities for meetings, compensation for out-of-pocket expenses, or travel, and perhaps honoraria or sitting fees for meetings if required.
53. The UN Headquarters-based interagency Framework Team on Coordination for Prevention (FT) can consider creating an interdepartmental working group in New York to support the proposed conflict prevention team at UNDP/Bissau with the concurrence of the Resident Coordinator.  This working group will operate through regular inter-agency meetings and teleconferences with the team in Bissau. Its purpose is to give substantive advice where possible, enhance coherence within the UN system agencies working in Bissau, focus more attention on the conflict prevention challenges in Bissau and hopefully direct more financial and other support to the programme.  
54. It is envisioned that this headquarters-based group will interact not only with the dedicated conflict prevention staff and UNDP/Bissau, but also with a larger circle of UN system representatives in Bissau.  For example, other disciplines represented in UNDP/Bissau (i.e. rule of law, land/resources, etc.) as well as other UN agency personnel (i.e. UNICEF/Bissau, WFP, etc.) would be drawn into this group. The intent is to ensure that conflict prevention initiatives have the maximum catalytic and synergistic effect:  introducing alternatives where systems have been stuck and multiplying the impacts that can be obtained when programmes work together. Conflict prevention activities will be enhanced and have greater outreach if they dovetail with or ‘piggyback’ on existing UN programmes.  And in reverse, existing development initiatives can benefit from being more attuned to conflict dynamics or conflict sensitivities in complex situations.

55. The implementation of activities will be undertaken in a sequenced manner taking into account and balancing the most urgent priorities, with those having greatest influence on key decision-makers and widest impact on diverse stakeholders.  It will start, where practical, with activities to imbed the requisite skills among our Bissau-Guinean interlocutors who can take the programme forward under their own national ownership. This includes training of trainers in the parliamentary secretariat to have a multiplier effect in parliament; awareness raising and group process skills training to facilitators and animateurs who will organize local level participatory dialogues through the Estados Gerais; and parallel facilitators to engage in stakeholder consultations with key groups such as the army, political parties, and key government institutions. An indicative budget is delineated below which will require further specification and itemization by the UN Country Team.
56. A summary budget proposed for the first year of activities is below:
V. Proposed Budget

(1 October 2006 – 30 September 2007)
	Item
	Expenditure

	Programme introduction/planning seminar for coordination committee members and key actors (possibly residential and outside of Bissau)
	$ 25,000

	Parliamentary-focused activities including TOT for ANP secretariat and 4 conflict transformation workshops for parliamentarians
	$ 30,000

	Support to national network of mediators for regional judicial support centers*
	 $ 5,000

	Enhancing civil society capacities for dialogue through training of a cadre of facilitators/animateurs (Estados Gerais, INEP, etc.) and support for consultation processes
	$ 80,000

	Security sector consultative process for re-conceptualization (skill-building of facilitators and organizing of actual consultation processes)
	$ 50,000

	Preparation and implementation of consultation on government strategic planning capacity
	 $ 20,000

	Salary costs for programme staff for one year (one Peace and Development Advisor, one national officer, one administrative assistant)
	$200,000

	Advisory services for political party process consultation 
	$ 20,000

	Administrative costs for programme staff

(equipment, transportation, printing costs, communication)
	 $ 25,000

	5% Overhead
	$ 22,750

	Total
	$477,750


*As judicial support is part of UNDP/Bissau’s current governance programming, minimal support is indicated to contribute specific conflict management/mediation elements to the already existing UNDP project.
VI. Conclusion and Next Steps
57. It is hoped that the UN system at headquarters and in the field can review and refine this proposal within the next two months and that it can be brought for funding consideration to both internal UN as well as external sources. Other funding that has been sought from the UN Democracy Fund (UNDEF) and other donors, if available will be rationalized within this budget so that there is no duplication or overlap.
58. It is most urgent that a dedicated staff be put in place and activities initiated in the shortest time possible.  An initial Training of Trainers has already been undertaken by UNOGBIS and participants are ready to convene other seminars. Similarly, SNV has already started targeted leadership training for a modest number of parliamentarians, but UNOGBIS and UNDP see merit to expanding this activity in order to create a critical mass in parliament who can have greater influence on the functioning of the legislature..
59. As the July 2006 Report of the SG on developments in Guinea-Bissau to the Security Council states, “Preventing, managing and resolving conflict to consolidate the peace is a large-scale process of change that is neither linear nor short-term.”  The report further indicates that the political climate remains deeply antagonistic, and that progress toward sustainable peace has been, at best, slow and uneven.  The report provides an explicit warning that the absence of a sufficient, concerted effort to transform and reverse the paralyzed political situation and the impoverished economy may have disastrous consequences for the country and people of Guinea-Bissau.   This concept note attempts to define a multi-dimensional process that will address a number of these interrelated challenges in an integrated, strategic and catalytic manner. The funding will have ripple effects beyond its programmatic ‘borders’ in that, by being closely integrated into UNDP, other development programming will become more conflict-mitigating in its approach and outcome. The cost of funding dedicated staff for these manifold conflict management capacity-building activities may seem high for a small country.  The cost of not doing so will be higher.
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