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1. Introduction

A joint UNDP-UNOPS mission visited Chad trom 1 to 9 June 2005. The mission included Oren Schlein,
Resourœ Mobilization and Partnerships Advisor tram UNDP/BCPR's Mine Action Team, and Tanja
Rzehak, UNOPS Portfolio Manager.1

The terms of referenœ of the mission were to:

.review the efforts of the UN programme to develop mine actioll managerial and technical
capacities;

.determine the need for more donor support and howthis can be actlieved; and

.make recommendations on how the programme Gan be improved.

The mission met with several stakeholders, including the Haut Commissariat National de Déminage
(HCND), the UNDP Chief Technical Advisor (CTA) and his project team, the UNDP country office,
UNICEF, and representatives of major donor govemments and the Worlc:i Bank. The mission visited
demining operations in Wadi Doum supervised by the NGO, Mines Advi!>ory Group (MAG) , which is
under contract with UNOPS, and the HCND Regional Centers in Faya La~}eau and Fada. (See Annex
1 for a list of meetings and participants.)

The mission would like to thank ail those who contributed to the preparation of the visit and especially
for their generous hospitality. The mission remains confident tnat targeted inputs to the
recommendations we have made will strengthen the HCND and the UN's mine action programme in
Chad.

Il. General Observations

One of the observations that the mission made was that the Chad mine at;tion programme has suffered
tram a lack of effective outreach ta the intemational rTine action and development communities. As a
consequenœ, Chad has essentially 'dropped off the radar screen' of key dfJnors and supporters. The
management probiems within HCND through 2004 have not inspire(;! confkjence in the national
programme and donors have, accordingly, directed their support to other mine-affected countries in the
region. Another equal/y significant observation is that the mine action coomunity in Chad has a very
clear picture of the impact of mines on the country and how to best tackle the problem. The challenge
in Chad is not, therefore, one of plioritizaoon or inadequate inforrnaoon, but rather lack of fuooing. With
a concerted effort to mobilize signifîcantly more financial and in-kind support, the Chad mine action
programme could begin making significant gains in the short to medium terrn. Ths WIll require more
active engagement of the UNDP country office, particularty in esta~ishing and chairing a Donor
Coordination Mechanism, and of the HCND, the UNDP mine action programme in Chad, aoo BCPR's
Mine Action Unit in raising the profile of the national programme at the re{Jional and globallevels.

1 Or«l Schlein vitited Chad 2-7 June 2005; Ta"a Rzehak visited Chad 1-9 June 2005.

Page 1 of 15



III. Chad Mine Action Programme -Management and Operationallssues

A.

.

a) t!CND/UNDP-UNOPS
UNDP's minle action programme, which is implerrlented by UNOPS, hel~ HCND with the following

activities:
.Organizing, planning, accrediting, supervising, managing, quality assuring and certifying mine

action operations
.Technjc;~1 surveys, clearance operations, stockpile destruction

.IMSMA l:iatabase management

.Coordiniation of mine risk education and survivor assistance initiativ6s

b) HCND/US B~
The united States Govemment has a bHateral programme with Mines Ad,fÎSOry Group in support of

HCND, whic:h includes:

.Technical survey and clearance

.Survivor assistanœ

c) H.ÇND/UNJ(;.gf
UNICEF's ~,rogramme includes:

.FundraiSing for MRE in coordination with UNDP/uNOPS (UNDP Portfolio)

.Provision of a consultant to work with HCND's mine risk eduœtion l:eams

.The priorities of this initiative include providing, through the HCNC) MRE teams, mine risk
education for refugees in camps along the Sudanese border and in a'ffected communities in the

north o'f Chad

HCND Challen~

HCND faces SE~veral challenges, including:
.Too frequElnt rotations and changes of key personnel. There is a neOO to retain personnel in their

positions fi)r k>nger periods of time. to further devek>p their capaclties and ta ensure a sustainable

programmiatic and manage rial structure within HCND.

.Lack of n~ources, including the delay in receiving financial commitments from the Chadian
Government, severely affect the ability of HCND and the UN mine action programme to undertake

planned a(~tivities.
.Further relDrganization, reduction and simplification of structures are J'equired to improve efficiency

and rationJalize costs.
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The public image of HCND, particularly among international stakeholders based in Chad and
overseas, ne4Œ to be significantly strengthened. A comprehenslve public: relations and resource
mobilization s,trategy needs to be developed to draw the attention of the international mine action
and developrrtent communities ID the problems facing Chad.

-1

B. UNDP Programme Manaaement

The main Objecti'fes of Phase III of UNDP's mine action assistanœ programme that commenced in
August 2004 include:

.Strengtheningl the capacity of HCND to coordinate, plan, mobilize and manage resources, in
accordanœ w;th the implementation of Chad's National Mine Action Strat~ic Plan.

.Strengtheningl the capacity of HCND to coordinate and supervise operational depJoyment in areas
kientified as national priorities by the Govemment.

.Strengtheningl the capacity of HCND to ensure Chad's adherenœ to the G,overnmenfs obligations
under the Ottawa Convention.

The UNDP mine clction programme has achieved several notable successes, in(:luding:

.Formulating the National Mine Action Strategy and incorporating minE! action into the National
Poverty Reduction Stra1egy. A proposai for an ongoing mine action/une).pli:>ded ordnanœ initiative
has been included as the first project under the Govemment's good govemanœ programme. (It
shouki be no1ed 1hat allhough the Govemment has pledged approximately US$110 miKion over a

1 14-year periocj, the likely amount to be provided will be significantty less and will be funded largely
through oit revenues.)

.Facilitating th4~ preparation of HCND's 2005 annual work plan, which refll~c1:s the priorities included
in the National Mine Action Strategy.

.Financial SUPlport from DFID through the UN for mine clearance operations undertaken by Mines

Advisory GrOLlp.

.The UN has (~onducted refresher training of national demining and ECO! teams. The ECO teams
have cornpleted their work in Wadi Doum and are now in the process of beïng retrained to conduct
a technical survey of Fada and other priority areas.

.The UN proje<~t has procured equipment and vehicles ta support HCND of>erations.

.There have bE~en increased efforts to train and coordinate the activities of naltional staff.

.The HCND Coordinator and UNOP's Chief Technk:al Advisor have made sgnificant progress in
proactively mobilizing resourœs. Further support is required to develop a structured resource
mobilization strategy.

.The UN programme, with support trom UNIC;EF and US financing, is currently helping to further
devek>p mine risk education and sulVivor ass~1anœ activities within HCND.

The UN programme faces several challenges, including:

.Ongoing funding unœrtainties and in particutar dlfflculty in mobilizing lonlJ-tenn resources. It is
critical that the international mine action and development communities reloognize that one of the
prlmary bottlenecks to a more aggressive and effective response ta the ITline problem in Chad -
now that many of the managerial and structural problerns within HCND have been addressed -is
U1e chronic Jack of resourœs. The inpact of l1is financial sluation is U1a1 ope rations are f'requently
interrupted, procurement activities are detayed, and personnel are ernployed on s.hort-tenn
contracts, which does not lead to job security.

.When Phase III of the programme started, the Chadian Govemment commïtted to provide a dollar-
for-doltar ma1ch on ail UNDP funds. UNDP advanœd several hundred thousands of doUars in
funding in relianœ on fuis ptedge. The main issue currently impedirlg the continuation and
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expansion of project activities is the Chadian Govemment's delay in hononng its commitrrlent to co-
fund the project.

Frequent replacement of key HCND personnel. This has created instabili~, within the aflency and
has undermined the effectiveness of the technical training programmes, inl~luding IMSMJ~ training,
provided by international advisors.

.

The missk)n, HCND Coordinator and UN mine action staff in Chad ail recogniz1e that significantly more
can be achieved in developing national mine action capacities. Ali parties iagreed that ttlis should
remain the focus of international assistance to the national programme.

To address the above-mentioned challenges, it has been agreed that as a matter of prio~r -and in
accordanœ with HCND's annual work plan -the CTA and the HCND Coorolinator should undertake a
review of human resourœs. This review should ensure that HCND staff is properly qualified for Ule
positions for which they are considered and meet the requirernents of their terms of referenœ.
Following the review, the CTA, Administration/FinanœA..ogistics Advisor, and Ule HCND Cc>ordinator
will prepare a comprehensive training plan for national staff.

Since the number of international advisors is limited to Iwo persans at present. .-a significant reduction
from earlier years -training opportunities need ta be kjentified through UNQP's Senior alld Mkidle
Management Training programme, the Mine Action Exchange programn1e, and externat training
opportunities.

An equally important priority area for the UN mine action programme is ensliling the sustainability of
mine action operations, including specifically:

.Continuing support to ongoing clearance operations.

.Expanding the capacity of the HCND demining/EOD teams.

.Developing a technical survey capacity, which is currently in progress.

.DepIoYk1Q technical surveyors to Fada and other high priority locations identified by the landmine
Impact Survey and the Chadian Govemment.

c. B2!!§.,~Re$Donsibilitie$ of Technical Advis2t!

The UNDP assistanœ project currently has Iwo international advisors. Tht~ C:;hief Technical Advisor
and Operations Advisor positk>ns were merged into one position follo~ the Tripal1ite Review in May
2003. This latter role includes advising and coordinating support to HCND C:Jlperations. TtJe project
document identifies the need for a petiodic Operations/Qualfty Assurance CorISllltant; however. this has
not yet happened because of lack of funds. ln view of the recent restructuring and appointment of
several new managers within HCND. it is difficult for one persan 10 effectNeiy fiulfil the requirements of
both positions.

Cooldination and information-sharing between the CTA and the HCND Cooroinator is very good. The
CTA and HCND's Operations Department coordinate planning of ope rations, plioritisation a~d tasking.
A more structured approach ta provkii1g advice and knowledge-6haring with this department, including
the establishment of regular meetings, is required but subject to the availability of the HCND Qlperations
Manager .

The administration, finanœ and Iogistics functions are urldertaken t>y one
Adminisb'ation/FinanceA..ogistics Advisor (Swiss in-kind) who joined the Projelct in March 2oœ~. As this
is the advisor'S first experienœ working within a UN mine action project, it has tleen agreed ttlat he will
attend an orientation briefing in New York in order to strengthen his koowledge 1)f the mine action issue
and the UN's operations. Such orientation is normally done prior to deplclyment, but there was an
urgent need for hm to anive in-counby for the handover tram the previous advisor. The training will be
funded by the Swiss Govemment.
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Following the restructuring of HCND and the establishment of three new depa,rtrnents for Administration
and Finanœ, Human Resources, and Logistics (previously one department), it is expectecl that the
Administration/Finance/Logistics Advisor will work more closely with his cclunterparts in HICND and
assist them in developing and implementing a training plan and operational ruileS and procedures. This
will include managing a joint budget, which is dependent on reœipt of thE! (~ovemment's promised
contribution to the mine action rx-ogramme.

The Infonnation Advisor position (fonnerly Swiss in-kind) has been vacslnt since February 2005.
Discussions are ongoing with the Swiss Govemment, which is currently trying to, identify a replaœmenl
The deployment of this advisor is critical to the sucœss of the programme, particularly becalJlse a new
head of 1he Infomation Department has recenUy been appointed and there have been several staff
changes in this department over the yealS. ln addition, training opportunities need to be identified for
the national database staff. Should the Swiss contribution fai! to materialize, EKjditional resources will
be required to recruit an advisor.

D.

~ina and Monitorina

HCND's 2005 work plan kjentifies key priority activities for 1he year, which are planned and monitored
by the HCND Coordinator, the heads of departments and the international advisors. The UNDP CT A
and technical advisor prepare rnon1hly reports on the progress of the project "rhe CTA shollki ensure
that these reports are shared with the HCND Coordinator and aH key UN stakehokiers, including the
UNDP country office, UNOPS New York, and UNDP/BCPR's Mine Action Uni1:.

There Is regular interaction and reporting between the UN mine action prograrnrne and the UNDP
country office, and this should continue. While recognizing the country offiQ~'S other commitments,
there are nevertheless œrtain operational areas, partlcularly wIth regard t:> resource mobilization,
resourœ management, and donor reporting, where the country ofli(;e could becorne more
systematicallyengaged. This would be a great support to the UN mine action programme. ln addition,
UNOPS as executing agency should visit the project annually. The last UNOI~S mission WdS in May
2003, and there was no mission in 2004 because of scheduling conftic1s witlh UNDP/BCPR. Every
effort should be made to avoid such long periods between missions in the fil1ure. The programme is
evaluated periodically through TPR reviews with the Government, UNDP and the executinSJ agency.
The last TPR was held in 2003 and another one should be planned for late 2005, or early 2000.

E.

.M1!!!-Actio!] !!]d UNDP Country Q.mC! Prio[jiies

Mine action is recognized as a critical issue to be addressed within the context of Chad's reC4JVery and
long-tem\ development activities. It has been included in the UN's Comman Country Assessment
(CCA) and UN Development Assistance Framework (UNDAF) , the latter which has been approved by
the Chadian Govemment. UNOP's Country Programme Document for Chad has been prepared as the
framework for UNDP's interventions from 2006 to 2010. It has been based on Chad'~. national
development priorities and goals and was prepared with input from and consultations with ail key
stakeholders, including line ministries, civil society, UN agencies and don(Jlrs. The count'1' offiœ is
currentiy awaiting approval of the Country Progranvne Document trom the Rlegk>nal Bureau for Africa.
The plan will be fom\ally presented to UNDP's Executive Committee for appro'val in September 2005.

The mission met with the UNDP Resident Represen1ative and staff responsiblle for mine action. Among
the key issues raised was the need to increase the visibility of mine action, as ~'ell as the overall needs
of the country. It was noted that the international community has reœndy exprEtssed increased interest
in Chad because of the development of the oil industry and because of the crisis in Darfur and the
associated refugee problem along Chad's eastem border. The Chadian Govflmment and people do not
neœssarily recognize the full potential of the increased opportunities for vi5;ibiility on the world stage.
One of the essentiel areas of UNDP involvement in Chad must be to train ~1e()pIe who can 19ffectively
support the development of the country, including persans involved in the mine action sector.

The overs" sentiment was that UNDP can work with the Govemment and that bath UNOf) and the
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Government recO!~nize the pivotai role that mine action can play in the firture development of the
country. For this reason, mine action is among the top progfBmmatic priorities for the country office.

The Resident Representative agreed with the mission's recommendation to establish a Donor
Coordination Medhanism chaired by UNDP. ln addition to accessing new nlOlney, especially through
the EU and the country's oïl revenues, this group will be a primary mechanislTl For raising the profile of
Chad's mine prololem among the international mine action and developrnent communities. The
Resident Representative also indicated that in his meetings with senior Ministr)" officiais he has made,
and will continue to emphasize, the point that UNDP will not continue to pay for mine action unless the
Government fulfill~) its financial commitment to the programme. Finally, it was aiso agreed that monthly
UNDP project m~~tings would continue to be scheduled between the country 'office and the mine action
programme, including the CTA and technical advisor.

IV. Development oirTechnical Capacity

The terms of referenœ of the mission did not include an in-depth examinatioll of technical issues, as a
technical expert ~ras not a part of the mission team. The mission dkj. hoMver, visit fieki operations
and held discussiions with the UN CTA, HCND Coordinator and the MAC; I~roject Manager. The
following general observations Gan be made:

.There were CI)ncems raised by the mine action and UN communities atlOut the state of the mine
action progralnme in Chad after several accktenfs in Iste 2003 and the 1~rst half of 2004. The
overall feeling is that the technical deficielncies that led to these accidents, have been addressed by
the UN and tlilines Advisory Group. which has strengthened international! supervision of clearance
operations sinGe the departure of the former international operator, it has provided refresher training
to deminers, Sind it has revised the standard operating procedures (SOPS)I in Chad.

.Clearance ope rations are currently conducted under the supervision of MAG. which has two
separate contlrac1s in Chad, one funded by UNDP and the other provkied !bilaterally through the US.
Their operations conform to the international mine action standards (IMAS) and the SOPs
developed by MAG have been reviewed and accepted by HCND. How'ever, upjated national
standards do not exist at this time and these shouki be developed as a priority.

.HCNO uses tt18 results of the Landmine Impact Survey as a planning aoo prloritisation tool. These
resul1s were also used in the drafting of the National Mine Action Strategy

.MAG provki~. rnonthly and completion reports that are entered into the ,~r1SMA database. MAG
also conduc1s internai quality assurance in accordance with the SOPs. E~xtemal quality assurance
is conducted t>y HCND and the UN CTA. HCND and the UN CTA conduc't perk>dlc monitoring visits
to field operatiions -onœ ortwice a month.

.The linkage b8tween the IMSMA database and fieki operations is weak and needs to be improved,
and the national staff requires further training in order to optimise the use of the database for
prioritisation Sind tasking. As mentioned learlier, it is recommended that national staff participate in
UNDP's Management Training and Milne Action Exchange programmes. Plaœment in the
exchange prq~lamme shouki be with a national programme that has a well--est8b1lshed information
department. Deployment of an Information Advisor is critical.

.White coordination exists among the UN CTA, HCNO and the operator (J'.tAG). there is scope to
further improve and formalize this tripartite relationship. A Technical V~clrking Group shouki be
fonned, comprised of the CTA, the Deputy Coordinator and Head of Opelrations of HCND. and the
MAG Project Manager. The technical working group shouki meet r~1ul!arly to review ongoing
operations. work plans, tasking and prioritisation of sites.
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V. Resource Mobilization & Partnerships

As described abclve, one of the key impediments to Ite abRity of the Chad mine action programme to
achieve greater progress is a perpetuallack of resourœs. This has been dut3 ta an image problem that
the prograrrvne has faced because of the former problems within the HCND management structure and
the accidents anl[j questions related to the appropriate use of international mine action standards in
Chad's prograrmle. These questions have now largely been addressed.

A. Current FUl1ding Situation

The Chad mine action programme currently only has funding through the end! of August 2005. A recent
bilateral pledge from the Swiss Development Cooperation of US$320,OOO, which will not be channelled
through UNOP, dloes not aid the UN programme's financial situation. Acrortlingly, should additional
funds not become available by end Jury 2005, the contracts of UNDP projec::t ~;taff and contractors will
have to be termilr\8ted. The continuing challenge of kfentifying ongoing inlternational support for the
mine action programme to ensure the sustainability of the effort must be ~addressed as a matter of
urgency. This inc:ludes increased financial ccmtributions and p/aœment of additional technical advisors
through in-kind cclntributions.

B. Impact of Flundina Sho~!1!

The funding shor1fall has limited the ability of the national programme to maxilmize its potential. Dozens
of trained nationall deminers have not been paid sinGe November 2004 and are currently not woridng.
This is an unfor1unate by-product of the challenges that have faced the progrannrne in recent yeans. At
the community level, dozens of affected cornmunities continue to suffer the t~ffects of landmine and
unexploded ordnanœ contamination, including significant impedimenm to the recovery and
development of thelr lands, villages, and liveli!hoods.

c. Donc, Pricrities and Objectives

Eight donors hav~~ provided financial and/or in-kind support to the mine acti,on programme in Chad in
the past year. These include Canada, Germany, Italy, Japan, Switzerltlncj, Sweden, the United
Kingdom and the United States. Some of thls support has been channelled Ithrough the UN and some
has been provid~~ bilaterally to HELP and most recently to MAG, the olnl~, international operator
currently working in Chad. Several other pot~~ntial donors have been ktentified, including the European
Union, Kuwait, Litlya, Russia, Saudi Arabia, Taiwan, and the United Arab Emi!rates.

The mission met with representatives trom 1hree danoIS -the European Union, Swiss Development
Cooperation and United States -as weil as the Wortd Bank. Following are summaries of these
meetings and key conclusions, as weR as a brief comment on the United Kingjom.

a) Eurooean UniQ!l

The European Urlion does not currently provide funding to Chad's mine acltioln programme, although
opportunities exis1t through active engagement of the EU in Chad and Brussels, There are Iwo primary
sources of fundir1lg: the EU budget along thematic lines, including mine action; and the European
Development Fund (FED), which is the largest source of funding for Chad, Tlhe proœss of obtaining
funds for mine ac1~on through the FED is complex and lengthy and woukf requil'e making the argument
for mine action SIS a development issues, A fonnal proposai would nee<j to be submitted by the
Government of Chad through the Ministry of Planning. Development and Cooperation. It was noted
that the EU supports Chad's good govemance initiatives and making the linkage between mine action
and good govemance may be one way to generate interest in the mine action programme. The EU
typically places a persan in the relevant govemment body that benefits trom its funding, to address
capacity building issues.
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Wlthin the EU bludget, mine action funding is provided according to a triennial plan. Ali funds are
currently committed for the 2005-2007 plan and Chad Is part of the list of recq>ient countries. The EU
representative in Chad has recommended that UNDP formally approach the EIJ to include Chad in the
next 2008-2010 mine action plan. As of March 2005, ail EU funding deOisions are made at the
geographic level and no longer through the departrnents responsible for ttlernatic areas. That said,
sucœssful inclusion of mine action in the next plan will require active engagement of bath the EU's
thematic and geographic departments in Brussels as weil as the country offiiœ in Chad. The most
urgent issue is to find out when the new mine action programming cycle will bel conducted. It was also
noted that 11 Afiican countries reœive mirn~ action funding and there is ru> (;ompelling argument for
excluding Chad from this list.

b) Swiss Develo'Dment Cooœration

Swiss suPJX>rt tc~ the mine action programme in Chad is both financiaf and in-kind. Switzerfand
currently pays for the Administration/Finanœ/Logistics Advisor that is attactlecl to the UN mine action
programme. ln addition, the Swiss DevelOJXT1ent Cooperation (SOC) has rec:ently announced a pfedge
of US$320,OOO to support mine and BAC operations in the Fada Region. SOC funds demining
activities through the Swiss Govemmenfs development budget. It views the mite problem and
HIV/AIDS as two of the most serious impediments to development in Chad. ln addition, it is important
ta resolve the on"oing civil strife in the Tibesti region of Chad ta ensure stabillity throughout the countJy,
which wouk1 enable mine action operations to be undertaken in this remote area slang the Libyan
border.

One of the important points that the SDC country representative made was that Chad has no
institutional tradition. ln the \Wrk environment, the fucus is on the individual and not the organization,
which underscorE~s the importance of maintaining strong relationships. It al5() explains the problems
that the international community in Chad has in developing sustainable programmes, incllKiing mine
action.

The Swiss repreisentative supported the ides of establishing a Donor ICclordination Mecha nism ,
especially to generate greater international interest in the mine action proglramme and to improve
transparency reg~arding the use of funds. ln particular. he felt that UNDP' could be more active in
bringing donors 81nd UN agencies together.

c) United Kingd'!!D

The United Kingdom provided bilateral funding through UNDP in 2004 to support the UNDP mine action
programme and c~earance ope rations by Mines Advisory Group. No DFID ruf1lding has been pledged
for 2005 and it is likely that any future funding wou Id be provided directly to the operator.

d) ~nited Stgte§

The United States currently provides bilateral funding for MAG's operations in Chad. UNDP would
prefer that the funds are channeled through the UN, although this is unlikely, a~1 the US prefers to fund
operators directly. It is important to ensure that ail operations are weil coordinated, irrespective of how
funds reach the fi~~Id.

e) World Bank

The Workf Bank has a good working relationship with the Govemment of Ch~j. It supports the UN's
mine action initiative and is willing to participate in the proposed Donor Coordination Mechanism.

We discussed at ~ngth the issue of Chad's oil revenues and how these m~h1 bt9 applied to mine action
operations. The Govemment has an agreement with the oil industry whereby it receives 12.5% of
gross revenues a~~ royalties -US$222 mBliorl over the past 18 months. It is conservatively estimated
that Chad will recl~ive at least US$2.5 billion over the next 25 years. 10% of th4~ royalties are set aside
in an ofshore Fu1:ure Generation Fund. SODA. of the remaining 90% is shaœd among various sectoral
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areas, 5% is earmarked for the oil-producing regions, and 15% is set asKie fclr the Govemment budget.
The sectoral areas currently include micro-economic activities, health, education, and infrastructure
such as transpolrtation, energy, and communications. The Govemment 811d development actors
wor1(ing in-countl1( may expand thislist in the future.

The key to accesi$ing ail funds for mine action is to make the link between min~~ action and as many of
the sectoral focu~; areas as possible. The World Bank agrees with the link between mine action and
development and is willing to assist UNDP make the case with the Govemment. A Collège approves aU
projects, which are subrnitted through line ministries. It was noted that thl9 IHCNO Coordinator is a
member of the Collège.

The Workt Bank Imentioned that it is supporting a demobilization and reinse!rti4)n programme, but that
demining activitie!~ are not included. Further discussions should be had between the UN and the World
Bank on inCOrpo~lting mine action into this projecl

D. Chad Govel"nment Fundina

The Govemment of Chad has pledged approximately US$11 0 million for mirte action over the next 14
years. This commitment has been included in the National Poverty Reduction Sitrategy and is expected
to be funded through the royalties from oil revenues. It was noted that the ac~al amount of funding
required to comp1ete the mine programme ln Chad is conskjerably less ttlan US$110, but that the
Government regularfy overstates funding needs, assuming that funds receivecj will ultimately be Jess
than what has beE~n requested.

The mmediate clhallenge is to persuade the Govemment to fulfill its commitment to provkje US$1
million each for thle 2004 and 2005 mine action budgets. Onœ fuis issue has l:>een addressed, UNDP
shoukS more activlely engage the Govemment on how it plans to realize its long-1term piedge.

E. Donor Coordination Mechanism

As previously me!ntioned, ail donors, the UNDP country offiœ and the Wor1d Bank have agreed to
establish a Donor Coordination Mechanism, which will help coordinate the mliru~ action activities of the
development and donor communities in Chad and seek ta improve transparen;cy on the use of donor
funds. The UND!' Resident Representative has agreed to chair this body, v.lhich should meet at least
onœ a quarter.

F. Visibilitv and Public Relations

Related ta the v81rious challenges that the Chad mine action programme has faced in reœnt years,
there has been a noticeable lack of visibility of the programme within the mine action and development
communities. O"le of the key initiatives that UNDP can assist HCND with is to embark on a global
public relations campaign that will showcase the changed environment i'n which the mine action
programme now loperates. Related ta this effort will be ensuring that ail donors reœlve increased
visibility within thle international community and media. This, coupled with ~;uccessful utilization of
funds, will encounige donors ta continue supporting the programme ln the Iong-term.
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VI. Recommendations

The foflowing is a summary of the key recommendations of the mission:

A. Huma" Resources j

.The CTA and the HCND Coordinator should undertake a review of human resources within HCND.
This review slhould ensure that HCND staff is properly qualified for the p:>siitions for which they are
consoered a,ld meet the requirements of their terms of reference.

.The UNDP assistance project currently has two international advi~.ors, a CTA and an
Admilistratiolt/FinanceA.ogistics Advist'r. Funding is urgently required ta hire an

1 Operations/Qluality Assurance Consultan1.

.1 The InformaDl>n Advisor position (Swiss in-kind) has been vacant sinœ February 2005 and needs
to be filled as soon as possible. The Swiss Govemment is currently iderltifying a replaœment, but
shoukj this contJibution fail ta materiaflZe, addftional resourœs will be reqlJir~ to recruit an advisor.

B. Developmelr1t of Technical Capacitv

.Following the human resources review, the CTA, Administration/FinanœjL~'9istics Advisor, and the
HCND Coordinator should prepare a comprehensive training plan for n,ational staff. This should
include participation in UNDP's Senior and Mkidle Management Training programme and the Mine
Action Exchange programme.

.Chad's natiofllsl mine action standards need ta be updated to reftect the! international mine action
standards (IMAS).

.The linkage between the IMSMA database and fiek1 operations is weak 8100 needs ta be improved,
and the natiolnal staff requires further tr'aining in order to optimise the use of the database for
prioritisation Sind tasking.

.While coordination exists among the UN CTA, HCND and the operator (r..1AG), there is scope to
furlher impro\,e and formalize th~ tripartite relationship. A Technical ~~(J,l1<ing Group shouki be
formed, comp'rised of the CTA, the Deputy Coordinator and Head of Ope!rations of HCND, and the
MAG Project l\4anager. This group shoukj meet regularly ta review ongoing operations, wol1< plans.
tasking and prioritisation of sites.

c. Mine ActionOe!r!~ioDS
The UN should enlsure the sustainability of mine action operations through:

.Continuing support to ongoing clearanœ operations.

.Expanding the capacity of the HCND demining/EOD teams.

.Oeveloping a 'technical survey œpacity. which is currentiy in progress.

.Deploying technical surveyors to Fada and other high priority locations iljelrttified by the Landmine
Impact Surve1' and the Chadian Govemment.

D. Planning and Monitoring

-The UN mine action programme shoukf ensure Ulat ail monthly progress Ire~rts are shared with
the HCND Coordinator and ail key UN stakeholders, including the UNDIP country offiœ, UNOPS
New York, arl4j UNDP/BCPR's Mine Action Unit.

-1 Although them is regular interaction and reporting between the UN mine Ilc1jon programme and the
UNDP country office, including monthl~r project meetings, the progralmrne would benefit from
greater counby office involvement in certain operational areas, particularly with regard to resource
rnobilization, resourœ management, and donor reporting.
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-1 As executing ,agency, UNOPS should vis~t the project annually.

A tripartite r8'~iew (TPR), including the (~ovemment, UNDP and the exGCtJting agency (UNOPS),
should be plalnned for rate 2005 or early 2:006.

-1

E. ResouŒI ~lobiliHli,qn
.A Donor Coordination Mechanism shoulcj be established with UNDP as chair. The group, which

shouki includ~~ ail donors and the World Bank, should meet at least quarteny.

.UNDP shouldl explore funding opportunities with the European Union. Particular attention should
be made to inlCkJding mine action in the rlext 2008-2010 mine action plan, INhich is funded through
the EU budget. Equally important is k:terltifying funding through the EumpE~an Development Fund,
which will reql~ire making a compelling arlJument for mine action as a devlSlopment issue.

.UNDP shouldl try to access oil revenues for mine action by working witt1 HCND and relevant line
ministries to prepare proposaIs that ma~~e the link between mine action and the several sectoral
areas that these funds support.

.UNDP shouldl intensify its efforts to persuade the Government to fulfill Its commitment to provkje
US$1 million each for the 2004 and 2005 mine action budgets. Once fuis issue has been
addressed, UNDP should more actively engage the Govemment on how it IPlans to realize its long-
term pledge of provk:ting tens of millions of dollars to the mine action proglrarnme.

.Chad wouki be a good candkjate for inclusion in 1he Completion Initiative that UNDP/BCPR
launched at the Intersessionals in Geneva in June 2005. This newest i;nïtiative seeks to mobilize
donor support for those mine-affected countries that have a reasonabte chance of soIving their
landmine problem in the next 3-5 yean;. ln Chad, the Completion Initiiative could be used to
mobiUze sufli.~ funds to resolve the problem in an regions except for U1e Tibesti. Mine action
operations in 1this latter area will need to await a resolution of the ongoing ci\lil strife.

F. Visibilitv and Pyblic Rel!.t!gn!

.The country office should update its website to include a prominent link to itEi mine action activities.

.A comprehensive public relations campaign needs ta be launched to dnaw the attention of the
international rnine action and developmerlt communities to the problerns facling Chad.
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Annex 1 -Mis!;ion Meetinas

~umman CQm!mOO
.Massimo Scalarbi

fj@ut Commiss~ri~itNational du Demingge (t!Ç;~D)
.Saleh Hissein Hassan Haliki, Coordinator

1 .Brahim Djibril, Deputy Coordinator

1 .Assane N'Gueadoum, Programme Aclministrator

Mines Adviso[X~(oyg; (MAG)
.Bruno BollJchardy, Project Manager

~§ Coop§mtiQI1
.Jean Francois Golay, Resident Director

YM Mine 8.Ç;tign Prggramme Staff
.Michel De!stemberg, ChiefTechnical )~dvisor

i .Christof~leissenrieder, Administratio/11/Finance/Logistics Advisor (SwIss in-kind)

UNDP CountrY Of~
.Kingsley J~aning, Resident Representative

i .Adama Toe, Deputy Resident Representative
.Allassoum Bedoum, Assistant Resident Representative (programmes)
.Marzia Montemurro, Programme Offic:er
.Maaike De langen, Programme Officer

UNICEF
.Stephen Adkisson, Country Representative
.Valentina Krini, Mine Risk Education (:onsultant

US Embassv
.Marc M. VVall, Ambassador

Wo[ki Baok
.Noel K. T!;hiani, Country Manager
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§!ckaround
Mine and unexploded ordnance (UXO) contamination in Chad is the result of 30 ~fears of conflict. At the
end of the survey in June 2001, the total number of victims reported was 1,M8, of which 339 occurred
from 1999 to 2001. This contamination directly interferes with the livelihood and safety of over 280,000
people and blocks access to critical resour~1 such as water and grazing alreas. Most of the known
mined areas in Cha,j are located in the Borkou-Ennedi- Tibesti region in the nort'h of the country and in the
Biltine and Ouaddai! regions in the east, wIth lesser-nined areas in the west Sind south. There is also a
serious UXO problem throughout the country, especially in the north and the ea$t..

ln 1995 the Chadian Govemment approached UNDP to assist in building a national capac/ty to
coordinate a national mine action programme. The national programme was :to incorporate operational
mine action activities and the develoJ:ment ancj coomination of a national miJe action capacity. ln May
1998 the presidenl: of Chad issued a Decree creating the National Huma!r1it:arian Demining Center
(HCND). As a further indication of its commitment, on 6 July 1998 the Govemment s~ned the Ottaw Mine
Ban Convention and ratified it in early 1999.

The UNDP mine action assistanœ prograrnmE~ commenced in April 1998 with l:he Mine Action Unit of
UNOPS as Executing Agency. The programme in Chad has been developed in three progressive phases.
Phase 1 marked thc~ establishment of the HCND and stIengthening of its calpacity ID provide national
coordination of mine action activities. A mine-clearanœ/explosive ordnance disposaI (EOD) capacity was
established, and the landmine impact survey was completed. The progr;~mme was evaluated in
November 2001. The evaluation noted the succ:;essful development of the national entity and its growing
capacity to coominslte mine action in Chad and recommended that a new Proje-ct Docwnent be drafted to
define a second phase of assistance for 2002-2003.

ln June 2002, the IlJNDP country office, UNOPS and the Chadian GovernmlSnt finalized the Phase "
Project Document, ta continue targeted capacjt:,r building assistanœ. The projec:t s;upported reinforœment
of the Government capacity, at the coordination and stràtegic level, for poflC::Y, institutional, and fund-
raising issues as weil as for the Ottawa Mim~ Ban Convention obligations; anid the reinforcement of
HCND's capacity to manage the impiernentation of growing dernining operatllons. ln 2004 a Phase '"
project was formulated as an extension of the Phase Il project, with cost-sharing from UNDP and the
Chadian Govemment. The project aims ID support HCND to strengthen its CSlpacity to plan, implement
and manage mine action with particular focus on realizing the objectives of ttle Chadian Government's
Strategic Plan for Mine Action; to support ttle, operational deployment of the mine..cfearanœ/EOD
capacity in those arE~as identified as national priorities by the govemment; and to S;UPPOrt the efforts of the
Chadian Govemment in meeting its obligations towards the Ottawa Mine Ban Convention.

Objectives of the Mission

.To review Ihe oversll effectiveness of Ihe UN's efforts to assist in the development of mine action
managerial and technical capacity in Chad.

.To determine how more donor support can Ibe initiated and to assess Mure resourœ requirements.

.To determine ~;ome key lessons learned and to make recommendatiOJ,ls that will enhance Ihe

programme.
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Issues to be Addressed

ln orderto achieve the objectives of the mission the team members will address the mftowing issues:

Development of Mal1aaement Capacitv

.Determine what further steps need to be taken to meet ensure the objectives and outputs of the
UNDP assistanc;e programme as per the current project document;

.Review the UNDP programme's management, resourœ mobilization, plaMlng, monitoring and
evaluation roles, and review the foies and responsibilities of the CTA ia~j international (in-kind)

personnel;

.Monitor project implementation in discussion with the project team, UNDP country offiœ and the
HCND;

.Review the assistanœ provided by UNCIP to the HCND to en able it to meet ils international
oblgations as a States Party to the Ottawa Mine Ban Convention and other international instruments.

.Review the relationship of the UNDP mine action assistanœ programme 1Nith the UNDP country
office to detem1ine the effectiveness of ttle mine action programme ln Ihe avers" context of the
UNDP's broader programme objectives in C~had;

.Review the cuITent developnent planning framework for Chad and aSSEIS~~ how best to enhance
mainstreaming of mine action in the PRSP and the UNDAF .

~velgRmen! ofTe~:hnical Ca~citY

.Assess the use of international and national standards including accident i!1Vlestigation, accreditation
and quality assurance standards.

.Review the mine action efforts of operators (funded through the UN) in close c:ooperation with the UN
Mine Action team in Chad.

.Review the use of the results from the Landmine Impact Survey in ail prioritisation and tasking.

.Review the use of the Information Mana!gement System for Mine Acooln (lMSMA) database for
prioritisation and tasking.

Resourœ Mobjlisamn

.Assess donor priorities and objectives for mine action.

.Cetermine whether the need for resources ~s being met by current contributions.

.Review the impact of Jack of funding on project planning and on the reallization of the project's
objectives.

.Discuss resour<:e mobilization strategies with the country office and deteJmine the extent to which
they may require assistanœ (If any) in meeting the financial needs of the p")gl~amme.
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Methodoloav of the Mission

.Hot! meetings with HCND, the UNDP Chief Technical Advisor and project team, the UNDP country
office, UNICEF, representatives of major dclnor governments, mine action NIGOs;

.Conduct targeted field visits to monitor the implementation of priorlrties in accordance with
international and national standards and to identify further needs for Imanagerial and technical
assistanœ;

.The UNDP Mine Action Chief Technical Advisor in Chad will ensure that a !;chedule of meetings is
arranged for the mission team and provide logistics support, in close conSllltation with the country
office.

.The UNDP BCPR Mine Action Team willl'ead the mission and be responsitlle for ensuring that the
team meets the objectives of this TOR including the timely delivery of the firlal report.

Te!m Memë!Œ
Oren Schlein, Resource Mobilization and Partnerships Advisor, Mine Action Team, UNDP BCPR

Tanja Rzehak, Portfolio Manager, Mine Action Unit, UNOPS

Mission Timefrarn!

The mission will be scheduled 1-9 June 2005. A draft report wiU be completed Bnd shared for review with
the UNDP country office, the UN project team in Chad and the UN Mine Action Team in New York by 14
June 2005 and a final report will be completed by 30 June 2005.

.
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