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AID HARMONIZATION IN MOZAMBIQUE

GOOD PRACTICES FOR SECTOR WORKING GROUPS
(JOINT AND DONORS-ONLY)
The usual practice for the organization of the dialogue between the Government (GoM, Government of Mozambique) and donors in a sector is the existence of a sector Working Group (WG), based on the following framework:
· the sector WG includes members from both GoM and donors,

· the sector WG is chaired by GoM,

· the donors appoint a donor focal point (sometimes called donors' chair),

· different levels of sector WG meetings are possible : minister, directorates, departments,
· to prepare donors' position, donors organize donors-only WG meetings, chaired by the donor focal point,

· in some cases (main WGs), sub WGs exist and work upon the same above principles.

This note is written to set out good practices for both joint and donors-only WGs, and specifically for how the donors should engage in both joint and donors-only WGs in Mozambique. 

When not specified, "WGs" means the joint WGs/sub WGs. The acronym "HOC" in this note means a "Head of Cooperation" of any donors' institution (G19 and outside G19).
1) Objective: To improve the functionality of the working groups

· increase the efficiency of the groups, with a more result-oriented approach,

· improve the quality of GoM and donors' contributions to the sector policy dialogue,

· increase the consistency across the sectors.

2) Guiding principles of working groups:
a) In general

· avoid the multiplication of WGs and sub WGs, think carefully about the additional value of any (new) WG or sub WG, be clear on results expected, consider the possibility of merging some WGs or sub-WGs and of creating task-forces with time-limited tasks and clear mandate,

· strive for consistency and stability within groups (as long as this does not threaten quality),

· consider more systematically the case for involving civil society in WGs, to increase the quality and comprehensiveness of policy debate.

b) For donors

· for every donor : be more active in less working groups,
· to the degree possible, promote consensus and joint positions in order to avoid sending mixed messages to the GoM.
3) Good practice for working groups and sub-groups

3.1) To improve the functioning of the WG
3.1.1) In terms of organization

a) In general
· for specific tasks, create temporary taskforces, instead of permanent sub-groups, with a small number of volunteers reporting to the appointed responsible of the task-force for overall coordination. The task-force can be joint (decision taken by the joint WG) or donors-only (decision taken by the donors-only WG), 
· do not rule out donors who are not financing the sector directly (WGs fulfil a range of roles including policy and technical partnerships as well as stewarding finance. There is no requirement to be financing a sector directly to be in a WG). Rather the key test is whether group members are adding clear professional impact,

· technical assistants are part of GoM and are not donor representatives. They can play a useful role as resource persons.

b) For donors

· promote the use of "Troika-type" structure (composition and mandate to be proposed and agreed by the other members of the WG) for meetings with Government and for an improved and regular dialogue with the Government,

· for each WG jointly define and agree on a set of competencies and skills (minimum level of capacity) needed in order to engage effectively with and support the ministry, then collectively agree on how to staff these skills,

· identify, on the basis of the comparative advantages of the members and of these agreed competencies and skills, a core group of active members to work on specific topics and be proactive, without necessarily excluding the participation of other donors in the group meetings. The members could be distributed according to three levels: i) active member (on the basis of the comparative advantages of the members), ii) attending member (participate in regular meetings, but not available for any specific task or work for the WG), iii) informed member (doesn’t participate to meetings, but is in the mailing list to be kept informed),

· assure that the donor focal point is the privileged mean and way to dialogue with the ministry (avoid that any member of the WG send messages on any topic to GoM),

· send the information and documents on time and in advance to the members of the WG, mainly when meetings with senior representatives of GoM are scheduled and joint positions are needed.
3.1.2) In terms of methods

a) In general

· for all WGs and sub WGs, have clear terms of reference with objectives, organization, inputs (GoM and donors activities, etc.), outputs, duration of the chair and frequency of meetings. The purpose of the WG should be defined: information and debate platform, and/or technical cooperation, and/or decision making process, and/or stewarding finance, etc.,

· make annual working plan with responsibilities, calendar and outputs (studies, topics for discussion, information sharing, organization of conferences and seminars, etc.). The annual plan must be clearly result oriented,

· jointly prepare a short annual report against the work-plan (this annual report must relate to the WG activities and not to the sector activities),

· develop joint analytical work to support the definition and implementation of strategies, reforms, programmes, etc.,
· organize joint field visits to better understand the sector issues at the local and regional levels and to strengthen the relationship between the sector ministry and its donors,

· before the meetings, prepare the agenda, with a timeframe for all topics to be discussed,

· jointly develop a mapping of GoM/donors activities (projects, programmes, technical cooperation, etc.) in the sector and update it regularly,
· jointly prepare a tentative planning of the agenda of the WG meetings in the coming months (main topics to present and discuss), to better structure the dialogue in advance,
· take the opportunity of the GBS joint reviews to strengthen the dialogue between GoM, donors and other stakeholders (civil society, private sector, others), for example through the organization of a seminar or technical meeting to discuss the performance of the sector the year before and the challenges ahead.
b) For donors
· for the WGs that are active only during the joint reviews, discuss with the GoM counterpart to have the WG also active between the joint reviews,
· if necessary and possible, contract out consultants or young professionals to support the administration and management of the WG and carry out technical work, in order to reduce the work load of the chair (the chairing institution should have the administrative and financial capacity to successfully manage the WG),
· promote joint supervision HQs missions among donors to reduce the number of missions,

· for the time being, use the PAPs website : www.pap.org.mz to share documentation and reports related to the sector and in the future, use a GoM website (to be discussed with GoM),
· members of WG should be more careful in the use of e-mail in order to reduce the burden of e-mail management and to improve global efficiency (for example no need to copy all the WG members when a member wants to confirm to the chair his/her participation).

3.1.3) In terms of planning of donor focal points (for donors-only WGs)
· Balanced number of donors focal points. The objective should be of a mix of focal points, ensuring a balanced burden of the donors WGs focal points among all donors. For example, the G19 chair would not chair many donors WGs,

· general principle for chairing the donors WGs: troika for the main sectors, focal points and vice-focal points for others, but flexibility to concur with the wish of the donors WGs,
· focal points are selected and decided by the members of the donors WGs after interest expressed by a donor institution (need of full support of the HOC) . If necessary, issues can be escalated to HoC-level,

· agreed principle: have a 2 year planning of the donors focal points at least (3 years if possible), with a 4 year tentative planning for the main sectors. For that purpose, donors would express their interests for chairing. All donors WGs would discuss a 2-3 year planning of their own chairs. Pillar leaders would be included in the discussion,

· flexibility is accepted in the implementation of the 2-3 year planning of donors focal points,

· duration of being a focal point is flexible, can be 1 year or 2 years (or more),

· in case of a 2 years focal point, a discussion should take place in the donor WG after the 1st year, based on the activity report prepared by the donor focal point (idea of a collective assessment of the performance of the focal point to agree on the appropriateness of the continuation of the current donor focal point),
· preferably rotation of all donors focal points would be directly after  the Joint Review.
3.2) To strengthen harmonization with the PARPA implementation

a) In general

· improve the coordination between the WGs: particularly in how they deal with cross-cutting issues such as public financial management, fiduciary risk, salary reform, institutional reform, decentralisation, environment, gender, etc. For the main sectors, the participation of a member of the donors economist WG could be recommended in some specific meetings to have better coherence on such issues. In general, improve the coherence among sectors at the pillar level, in close coordination with GoM,

· have a specific focus on capacity development and improve the harmonization to support it.

b) For donors
· for donors, normal coordination takes place at the pillar level, especially during the joint review and the planning review,

· for the cross-cutting WGs, donors should nominate members of the donors-only WG to participate in the other sector donors-only WGs that have links with the sector (for example, the environment WG nominated members to brief the WG about the main issues linked with environmental issues addressed in the other sectors such as agriculture, energy, fisheries),
· for sectors with common funds, improve harmonization between sector budget support MoUs and PAPs MoU (and make sure that sector MoUs are subject to the new peer review mechanism).
4) What the HOCs should do in general
· identify gaps (too few active donors) and duplication (too many active donors) across sector WGs,
· ensure a better distribution of their staff among the WGs, according to needs identified above and to their skills and capacities (map out the specific areas / WGs where their staff would have additional value to work in). Then ensure better discipline on commitments and participation (for example : participate in fewer groups, but be more proactive in the groups the donor participate in), and reinforce the technical assistance to some WG,

· ensure a better division of labour inside their organization for a more efficient participation,
· increase use of delegations of money/voice, through delegated cooperation and silent partnership (mainly if there are too many members in the WG).
5) What the HOCs should do whose institution is donor focal point in a WG

· have close contacts with the GoM chair of the WG (counterpart in the ministry) to improve GoM participation, involvement and ownership of the WG (joint preparation of the agendas of the meetings, of the analytic works, of seminars, etc.),
· organize meetings with the minister of the sector to carry the technical and political messages of the donors-only WG to the minister,

· invest time in building relationship, networking and strengthening links with the WG members and with the line ministry,

· assure that the donor focal point focusses on system strengthening, coordination of analysis and monitoring, and results to achieve in the sector by the WG,

· increase the link between HOCs and sector coordinators/ specialists. Information should be passed to HoCs level to contribute to the decision-making process or to communicate about concerns more rapidly. The HOC with his donor focal point should raise specific issues (or issues that are beyond sector level) at HOC-level when appropriate, with Troika/HOCs discussions on issues that have broader interest or require strategic decisions,

· participate to working groups meetings (joint or donors-only) when the agenda is about important issues,

· under donor focal point initiative, organize periodic meetings between sector donors coordinators and HOCs involved in the sector and exert peer pressure on unharmonized donors for better coordination and more harmonization (for example avoid bilateral meetings in the sector),

· develop discussions on issues of cross-sectoral importance, such as:

· harmonization of incentives/salaries/use of temporary contracted staff in the ministries,

· management and use of non disbursed financings of sectoral aid due to weak performance of a sector (case of the health sector in 2005),

· harmonized or common views when reacting to mismanagement (corruption, etc.).

6) What the Task Force on Working Groups and Division of Labour should do

· link and work with the government authorities (MPD, Ministry of Finance, Ministry of Foreign Affairs) on how to improve the WGs efficiency, to streamline the WGs organization,

· stimulate the use, by HoCs of all donors and by the donor chairs of the WGs, of this good practices paper, and update it when required,

· disseminate the good practices (this note, models of ToRs of WGs, models of action plans, etc.) among donors,
· establish and regularly update a data base on the composition of the WGs, the active participation and the planning of the chairs,

· prepare annual action plans of the task force and report regularly to DPG and G19,

· organize short information sessions on the good practices paper for sector WGs:

· in May/June: for the new donor chair persons,

· in September: for the new HoCs.


