UNCT capacity mapping exercise 
1. Background and purpose:
In preparing to engage in a PCNA, it is important that the UNCT takes stock of its current capacity in country to fully engage on this exercise. This is even more important considering that the UN often has a strong role to play in ensuring the link between this joint needs assessment and the humanitarian process.
Thus, the capacity mapping would aim at identifying the existing capacities in the UNCT to engage in the needs assessment and concomitantly conduct and follow up on the humanitarian assessment and response, assisting agencies in identifying existing gaps and establish a dialogue with their headquarters on how to cover such gaps.

In addition, this exercise will also be a first step in assisting the UNCT in having an internal dialogue on the overall capacity of the agencies to respond to the transition plan which will result from the PCNA. This might require strengthening of current capacity in certain areas, establishment of capacity in others and redirecting capacities from one area to another.

Conducting the mapping ahead of the needs assessment enhances the likelihood that the required capacity is in place for this exercise. It also provides an opportunity for a dialogue within UNCT on roles and responsibilities of each agency for the needs assessment.
2. Scope of the exercise: 
Taking into account that the purpose of the exercise would be primarily the organization of the UNCT to engage in the PCNA. It is suggested that the capacity mapping is guided towards the sectors likely to be covered by the needs assessment. 

Two level of information and analysis should suffice for the purpose of this exercise: (1) Macro-level: identification of existing human resources capacities of UN agencies both in quantitative and qualitative terms and (2) Breakdown of existing capacities in the following categories: (a) jobs (full-time equivalents) in general, (b) jobs per sub-category, (c) jobs per subject area (that is sectors within the clusters to be considered during the assessment).    
3. Methodology:
The methodology suggested is based on the UNDG tool kit for capacity assessment of UNCTs, particularly the steps suggested through the capacity assessment template. It has however been adapted to be lighter and tailored to the specific context of a PCNA preparation, where this will be conducted in view of a joint assessment, rather than a “Delivery as One” exercise. It is also based on the recent experience in Guinea Bissau, where a UNCT capacity mapping was undertaken, in view of the joint planning with the UNOGBIS mission.
Step 1: Agreement on the scope of the mapping 
Estimated time frame: 1 meeting (preceded by distribution of this note allowing for reflection time)

It is important to ensure clarity on the scope and objective of the assessment from the onset. The discussion should be based on the aspects to be identified through the assessment (example of questions  to guide that discussion attached – annex 1) and agreement should be reached on the tables to be used to compile the information and the process of information gathering, review and analysis.

Step 2: Identification of focal persons to conduct the survey (2) and focal points in agencies to assist in compilation of information and analysis
Estimated time frame: 1 week at most. 

It is important to have two persons identified as the focal points to conduct the exercise (contact agencies, gather and compile information, do preliminary analysis and present conclusions to UNCT). It is also important to clearly identify the focal points for each agency for the exercise, responsible to providing the necessary information, making the necessary corrections when of the review (once information is compiled) and participate in drawing the preliminary analysis. It is suggested that the focal persons are within the RC office and that the focal points in each agency are the operations managers (or equivalent).
Step 3: First round of data collection within each UN agency 
Estimate time frame: 3 weeks from request to receiving and compiling information

A common message should be sent by the RC to the identified focal points in each agency explaining the exercise and requesting the information. It is important that this message clearly identifies time frame, objective and details of the information required, to avoid misunderstandings.

Step 4: Analysis of compiled data and clarification from each agency as required.

Estimated time frame: 2 weeks (3 days for initial compilation, one week for revision of information by all agencies and 3 days for preliminary analysis)

The focal persons should then compile the information from agencies, and send the compiled information back to the focal points in each agency to ensure accuracy.

Once the compilation reviewed and completed, the analysis should be made by the two focal persons, in cooperation with the focal points from each agency. This analysis should be then presented to the HoA.

Step 5: UNCT discussion of capacity strengths and weaknesses. 
Estimated time frame: 3 days (reception of information and reflection, one UNCT meeting for discussion, an additional day for final comments)

On the basis of the analysis mentioned above, HoA should draw conclusions (guided by questions to be drawn through the analysis – see annex 2 for examples) and agree on action points.
Step 6: action of each agency regarding reinforcement of capacities.

Estimated time frame: depending on the process within each agency.

Each agency should undertake the necessary steps to reinforce/redirect its capacities, as required. It is important to maintain the UNCT dialogue during this step to ensure consistency of the overall exercise. It is also important to draw a common time line for the overall process taking into account the specific internal processes of each agency.
4. Coordination with other partners

Once the exercise concluded within the UNCT, is it recommended that a dialogue be held with the other partners in the PCNA. This dialogue would aim at ensuring consistency between the different agencies and clarity in terms of roles and responsibilities of each partner for the joint assessment.

Annex:

1. Examples of questions to guide discussion at the end of the process
Annex 1
Examples of questions which should be drawn during the analysis (to guide discussions and action points from UNCT)

1. Comparing the capacities required from UNCT for the assessment and current capacities on the ground, gaps emerge in <areas/levels/expertise> were gaps are identified through mapping. How can division of labour between agencies assists in addressing such gaps and how would this be organized in practice (i.e. which agency would assume responsibility for which <sector/type of work/expertise>?

2. Which resources can be used from the HQ of the different agencies to address the remaining gaps?

3. Which gaps should be covered by other partners (beyond UN)?

4. Which gaps require skills/knowledge/expertise/mandate of UN actors not present in country and how can they be called for assistance?
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