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Comparison Case Study

Reader’s Guide
This case study was prepared in July 2006 by a joint team from the UN Development Group Office and the World Bank as part of Phase One of the PCNA Review conducted in 2006.  The Post Conflict Needs Assessment is increasingly used as the platform for post-conflict recovery and reconstruction planning, and the 2006 PCNA Review is a joint effort by the UN and the Bank to capture lessons from past experience and introduce innovations and guidance that support improved and more effective PCNAs.  Case studies are available for PCNAs done in Iraq, Haiti, Sudan, Liberia, and Somalia; in addition, two case studies for countries whose assessments pre-dated the current PCNA “methodology” are also available (East Timor and Afghanistan).

The objective of the case study is to present a “snapshot” of the post-conflict needs assessment (called the Joint Assessment Mission or JAM) done in East Timor in 1999, documenting what happened and, to the extent available, the lessons learned during the assessment.  This descriptive case study is based primarily on written materials that documented the preparations for, process of, and products from the JAM; additional information was solicited from participants in e-mail and phone interviews.

This case study is written to serve the needs of many audiences, ranging from those who have no background in or knowledge of PCNAs to country experts who may even have participated in the assessment itself:

	If you are interested in . . . 
	refer to –

	the national context in which the assessment was situated
	Section I 

	the process of the needs assessment – who participated, how it was organized and conducted, who paid for it, what documents were produced, and what resources it mobilized
	Section II

	inclusion of cross-cutting issues such as gender, HIV/AIDS, environment, or security
	Section III

	attention to issues of peacebuilding and conflict sensitivity in the process and products of the PCNA
	Section III

	the legacy of the PCNA – financing, implementation, coordination, and monitoring of subsequent programming
	Section IV

	unique circumstances and lessons that PCNA participants identified 
	Section V


Phase Two of the PCNA Review investigates key questions under five themes to provide refined guidance and revised PCNA tools:  strategic and programmatic aspects; operational mechanisms; state-building; peacebuilding and conflict sensitivity; security-development nexus.  Phase Two ends in November 2006.
I. National context
After 24 years under Indonesian rule, the agreement between Portugal and Indonesia on May 5th 1999 opened the door for the Timorese population to have a referendum with the option of “special autonomy within the Republic of Indonesia” or the rejection of the autonomy, which would mean a transition to independence. Politically, the Timorese pro-independence movement had a relatively unified platform at the time of the 1999 ballot. All the major pro-independence parties, together with several NGOs and church organizations, were grouped within the National Council for the Timorese Resistance (CNRT), under the presidency of Xanana Gusmão. CNRT’s flag was used as the symbol of the rejection of autonomy in the 1999 ballot paper. The movement commanded the loyalty of a large majority of the population, easily comparable, for example, to the South African United Democratic Front in the late eighties and early nineties.
 The United Nations Assistance Mission in East Timor (UNAMET) arrived in Timor-Leste in May 1999 to organize and carry out the referendum. Indonesia and Portugal agreed that Indonesia would assure secure conditions for the referendum. The ballot was held on the August 30th 1999. 78.5% of the Timorese population voted for the transition to independence. The announcement of the results on September 4th 1999 triggered an orchestrated campaign of violence. After two weeks of violence and vast destruction by the Indonesian military and anti-independence militias, the Indonesian forces retreated unexpectedly and rapidly. The violence resulted in the destruction of an estimated 70% of public buildings and many private assets, together with displacement of over two thirds of the population. State structures in the country suffered a complete collapse.

On September 10th 1999 UNAMET local staff and most international staff evacuated to Darwin; 80 volunteers remained with internally displaced persons in the UNAMET compound. The overall security situation had significantly calmed down after the pullout of Indonesian forces. However, pro-Indonesia militia groups from West Timor, that were largely responsible for the post-ballot violence, still penetrated the border area and snipers were a problem in Dili. The UN Security Council mandated a multinational force (INTERFET) under a unified command structure headed by Australia, on September 15th; INTERFET entered Timor-Leste on September 20th accompanied by several humanitarian agencies.  INTERFET was able to restore order across the territory. The last of the Indonesian forces had left on October 31. This gave the UN a long time to prepare and deploy a peace-keeping force. On October 25th 1999, the Security Council authorized the formation of the United Nations Transitional Administration in East Timor (UNTAET) and thereby replaced UNAMET. In short, its mandate was to: 1. Guarantee Timor-Leste’s security and handle the humanitarian emergency resulting form the Indonesian occupation and the devastation of 1999. 2. Prepare Timor-Leste for self-government after the transitional period ends. 3. Govern Timor-Leste during the transitional period. As a transitional government, UNTAET had total sovereignty and absolute power to govern Timor-Leste in every aspect – making it also the legal counterpart throughout the transition for reconstruction assistance. UNTAET did not recognize CNRT as the primary legitimate Timorese representative body when the Transitional Administration was established. 
The World Bank started to plan for Timor-Leste’s reconstruction early in 1999 through social and economic analysis and dialogue with East Timorese stakeholders and the United Nations, with a view towards providing a development framework for the period after the ballot. This early, low profile dialogue was designed to support the political processes facilitated by the UN by engaging the different Timorese parties in discussions on concrete developmental issues. Strong relationships between the UN Secretariat, the East Timorese and the World Bank had been forged during this process. These permitted the rapid launch of the September 1999 Friends of East Timor donor meeting and the October/November 1999 Joint Assessment Mission (JAM), despite the violence of early September. Regional bodies, such as ASEAN, were not involved in the JAM.
Summary Timeline: 

Agreement on referendum: 

May 5th 

Referendum:



August 30th 

Referendum results (violence):

September 4th 

INTERFET mandated:


September 15th 

INTERFET arrive:


September 20th 

WB Annual Meetings:


September 29th 

JAM team arrived:


October 20th 

UNTAET mandated:


October 25th 

CAP launched:



October 27th 

JAM mission ends:


November 15th
Tokyo donor conference:

December 17th
II.   Process

Origins and Substantive Purpose 
The World Bank had first formally engaged with the Timorese transition in early 1999. As noted by Cliffe and Rohland, early planning and engagement gave the World Bank a head start over other international actors who preferred to adopt a wait and see attitude to the ballot. During 1999 the World Bank collaborated with Columbia University on a study of social and economic conditions in East Timor, and worked closely with the UN Department of Political Affairs to analyze the economic impact of acceptance or rejection of the autonomy offer. Early on, the Bank also met with Timorese leadership and discussed priorities for reconstruction and development after the ballot, together with modalities to use development planning as a tool for reconciliation. The violence of early September required a complete reorientation of the planning assumptions in place before the ballot, but the structures and contacts built in the early period enabled a rapid revision to the approach.
The JAM was formally discussed, requested and mandated at a meeting called by leading Timorese actors. The World Bank convened this meeting of the ‘Friends of East Timor’ on the sidelines of its Annual Meetings in Washington in September 1999. Xanana Gusmão and Jose Ramos Horta addressed the meeting, which was attended by most donor and partner countries as well as the United Nations. The meeting mandated the World Bank to organize a joint assessment mission to identify costed reconstruction priorities for a donor pledging conference that was to be held in December.
Purpose:  (a) To identify short-term reconstruction priorities and estimates of external financing needs in order to allow co-ordinated donor support to proceed rapidly; (b) To support and inform ongoing planning for the UN Transitional Administration for East Timor; (c) To provide information and options to support Timorese-led reconstruction and development planning for the medium term.

Vision: The JAM was designed and implemented according to a set of guiding principles that included:

· Collaboration & communication lines with UNTAET

· Collaboration with other UN agencies

· Active support for East Timorese members of the mission including agreement on languages, joint work methods, capacity transfer and respect

· Public participation

· Collaboration between sector teams. 
Priorities: The JAM process allowed for priorities to emerge from the mission work (which included consultations, discussions with local Timorese and elements of the emerging leadership). The JAM principles and sector terms of reference established that, among other things, each of the eight sector reports had to make a list of one-year targets, in priority order, each focused around a clearly defined developmental goal. The sectors chosen in discussions between international and national leadership in the core JAM team were: macroeconomic management, civil service, infrastructure, health, education, agriculture, community development & local institutions. 

The core design team consisted of the World Bank and Timorese leadership, with support from UNDP. Other actors with whom there was a high degree of coordination included DPKO, UNAMET and other UN agencies. UNAMET and the World Bank formed a coordination secretariat to facilitate practical arrangements for the deployment of the JAM.  
The table below summarizes the short term and medium term options by each sector.

	Short-term options
	Medium term strategic options

	Planning and finance

	· Restarting the flow of goods and services

· Establishing a payment system

· Currency arrangements and exchange houses

· Assets and liabilities: (re-) establishing bank system

· Sustainable government finances: incl. fiscal measures such as tax urban services and redistribute revenue to rural areas


	· Establishing and reinforcing key economic institutions

· Economic policy making

· Completion of international agreements on the exploitation of oil, gas, fisheries and other natural resources

· Legal and regulatory framework: develop transparent ground rules for the functioning of the private sector incl. investment code, property and commercial law, procedures for leasing vacant state land and facilities

· Gathering baseline economic and social data (Census, price survey, household income and expenditure survey)

· Credit for small and medium enterprises

	Agriculture

	· Restoration of local seed and development of seed stations

· Livestock restoration (incl. poultry, smallholder cattle credit scheme)

· Revolving lease capital for trucks

· Develop and maintain mapping systems to provide baseline information
	· Smallholder coffee development initiative (incl. coffee farmer extension service, shade tree nursery)

· Livestock management incl. weed eradication and pasture improvement

· Rehabilitation of targeted irrigation systems

· Small scale fisheries

· Agro-forestry and tree crops initiative

· Restoration of meteorological stations

· Agricultural survey and database development

· Small holder mechanization program

	Civil Administration

	· Agreement on recruitment policy and processing of civil service

· Rehabilitation and re-equipment of public buildings

· Technical assistance for the development of personnel policies

· Technical assistance for the development of administrative legislation

· Inventory of East Timorese human resources

· Design and delivery of management and financial training

· Design and development of automated records system
	· Analysis and public debate on the role and functions of the civil state

· Analysis and public debate on the geographical and hierarchical divisions of the public service



	Judiciary

	· Rehabilitation and re-equipment of judicial infrastructure of judicial infrastructure

· Rehabilitation and re-equipment of penitentiary and police facilities

· Selection and appointment of magistrates and judicial agents through a judicial service commission (East Timorese and foreigners)

· Establishment of a legal training centre

· Establishment of law commission to identify legislation for amendment and new laws

· Establishment of a land and property commission

· Support to local community conflict resolution mechanisms

· Training for the police force

· Strengthening NGOs providing human rights education and legal advice


	· Establishment of a Bar Association

· Implementing a consistent system of land registrations

· Strengthening the independence of judiciary through the establishment of judicial councils

· Establishment of a legal aid system

	Infrastructure

	· Emergency road maintenance and rehabilitation

· Emergency rehabilitation of urban water systems

· Implementation of a solid waste management in urban centres

· Rehabilitation of electricity distribution systems and drainage system

· Design a programme for supporting private housing


	· Conduct a competitive tender for facilities and services on which outsourcing has been agreed

· Rehabilitation and provision of equipment for public buildings

	Education

	· Recruitment of primary school teachers and the supply of basic teaching and learning resources

· Rehabilitation of primary schools

· Mobilisation of secondary school teachers and accelerated teacher training

· Rehabilitation and re-equipment of secondary schools

· Vocational training for unemployed youth

· Provision of bursaries for completion of studies

· Training for management and administration staff

· Provision of language courses
	· Curriculum Development

· Strengthening the teacher training institute

· Assessment of education financing option

· Early childhood care services

· Conduct education surveys

· Support cultural conserving initiatives

	Community Empowerment

	Short term priorities were mainly taken care by UNHCR, only medium term priorities are listed:

· Establishment and building capacity in interim village, sub-districts and district councils

· Provision of grants and micro credits for the rehabilitation of infrastructure and recovery of economic activities through the councils

· Support to the vulnerable groups (victims of violence, poor female headed households and ex-combatants)


	Health

	It was noted that humanitarian assistance for health was currently being provided by ICRC and various international NGOs supported by UN agencies. 

· Restoration of primary care services at sub district levels

· Re-establishment of in-patient care including the rehabilitation of eight district hospitals
· Re-establishment of public health management capacity
· Establishment of a central supply system for essential drugs
· Laying the basis for a new health system
· Training and capacity building for health workers
	Policy suggestions: 

· During the emergency phase all health service should be free of charge.
· Analyze options for sustainable financing options during the course of transition

· While NGOs will have to bridge service delivery in the short term they should do this within a national coordinated framework. 


Timing and Logistics: The JAM process was designed and coordinated by the World Bank. The mission itself had joint leadership between the World Bank, UNDP, UNAMET and Timorese representation, both at mission leader and deputy mission leader levels. Within the sector teams nationals and internationals were exactly matched. Bank HQ provided some financial resources (from its Post Conflict Fund) as well as technical experts. However, the lack of a dedicated Timor team at HQ or regional level meant the World Bank was under-prepared and had to survive on work it had already done, its relationships with other parts of the international community and national actors.
The agreement to undertake the JAM was reached on September 29th. The JAM team arrived in Dili on October 20th for a three week period, and completed and circulated the report along with the costings before the December 17th Tokyo donor pledging conference. 
The total budget for the JAM was estimated at $568,900. The Post Conflict Fund in the World Bank contributed funds that were partly utilized to ensure Timorese participation to the extent possible. An Australian NGO was also used to channel funds for the Timorese participation. Much of the mission was financed through in-kind contributions of logistics: helicopters, phones and cars – mostly provided by the UN and Australian army, mission and development agency. Offices were shared with the UN, which also helped build relations on the ground. Technical experts from UN agencies or the World Bank paid by their Agencies or were financed by donors (Portugal, Australia, EC, Mozambique, and Japan.) This also helped create bilateral donor buy-in on the financing and the strategy of the JAM. 
JAM participants: Technical experts were seconded by bilateral donors (or agencies) to the JAM teams and were partnered with Timorese participants. The role of the sector teams was explained in the JAM guidelines which also included clear terms of reference for each sector team. For example, the terms of reference for the Agriculture sector included:

· Detailed listing of specifically what to assess (eg. Prospects for the 1999/2000 planting season for specific crops, availability of seed etc)

· Necessary cross-team coordination (eg with the judicial team to understand land dispute systems)

· Details on programming needs, including links with the national budget. (Programming served as the main costing methodology allowing both immediate activities to take place as well as longer-term linkages with national systems to be thought through. The overall costing was presented in the JAM report as a 2000-2002 external financing requirement for a series of programs emerging from the JAM).
· Links with humanitarian needs and proposals to increase coordination and to avoid overlap. 

Other UN agencies that were involved in the sector work included UNDP (public administration), UNICEF (Education) and WHO (Health). Bilateral donor involvement included AusAID (Agriculture & resettlement, Infrastructure), USAID (Agriculture & resettlement), Japan (Infrastructure), Portugal (Judiciary) and Rwanda (Judiciary). UNAMET also sent at least two staff to participate in the JAM (in the areas of public administration and the judiciary) to ensure that reconstruction plans would be fully coordinated with plans for the establishment of the transitional administration. A representative of UNHCR joined the mission to facilitate linkage between relief and reconstruction planning and the mission was assisted by experts from WFP on food security issues. The IMF sent a concurrent mission to East Timor. 
In total there were 60 participants of which 23 were East Timorese, comprising 13 from the Diaspora (including students living in Diaspora) and ten from the Timor-Leste interior. The political composition among the Timorese members was also mixed: eight East Timorese were CNRT (National Council of Timorese Resistance) members. There was some pressure from international partners on CNRT to be inclusive, i.e. to reach out beyond their own. There was an expectation both among Timorese and among JAM participants more generally that the Timorese component would become members of the transitional government. This was in fact not the case, as hiring of Timorese into administration began at the lower civil servant level; it was about 10 months before Timorese assumed leadership positions (and even then only of some of the ministries). 
Capacity was uneven within the Timorese component. Therefore a critical role for the international staff was building capacity of the Timorese component in anticipation of their role in government. 

Consultations: Consultations with national stakeholders began before the JAM started. The World Bank had met with Timorese leadership
 to discuss transition scenarios earlier in 1999. The World Bank had also met with Xanana Gusmao in prison to discuss options for transition. The guidelines for the JAM made national participation and consultation an overarching principle. Partnering every international with a national expert for each sector team operationalized participation within the JAM process. The third week of the JAM mission was devoted to consultations with Timorese civil society. The Timorese participants in the JAM ensured that the relevant sector teams consulted with the influential Timorese representatives of the Catholic Church. Nevertheless, there were limits to the extent to which the JAM could consult given its schedule and security constraints in country and – to some extent – the capacity of interlocutors. 
Choices over whom to consult were made largely by Timorese participants. The integration of Timorese CNRT leadership into the JAM meant that getting the ‘right’ national consultations was largely left to Timorese – also on the basis that the relationship between JAM leaders and Timorese was open and trusting. Previous conflict parties were not considered to be a critical stakeholder group in the JAM process because the Indonesians had left the scene. There was a perception shared by both national and international participants that the resistance movement was strong and cohesive. 

Links with other planning processes: The Timor JAM did not include a transitional results-matrix. The TRM was developed 6 months after the JAM as part of the bi-annual donor meetings, at which point it was understood that there was a need to monitor the transition arrangements using some key milestones and indicators. 

The JAM took place in parallel to other planning and budgeting exercises, notably DPKO mission planning and development of the assessed contribution budget for UNTAET, and the consolidated appeal for humanitarian assistance. There was initial concern that the activities of the joint assessment mission would detract attention from the humanitarian appeal, though these concerns were largely allayed through cooperation between the JAM team and OCHA. The mission held detailed discussions with OCHA on the linkages between the humanitarian and development programs. This led to the practical step of staff from the two institutions comparing both needs assessments and marking out programs that had been identified and financed under both the humanitarian and the reconstruction programs to avoid duplicating costs and to assist in presenting a coherent financial picture. The JAM was also able to reach a preliminary understanding with OCHA on timing - the reconstruction programs would aim to be operational by mid-2000 when the humanitarian program would start to wind down.
Initially, there was relatively little communication between the JAM and the DPKO planning exercise, although the World Bank was asked to contribute to staffing plans for the financial institutions. This was, in part, an unforeseen consequence of the handover of responsibility from the UN Department of Political Affairs (DPA) to the UN Department of Peace-Keeping Operations (DPKO) as UNTAET was established. The World Bank and the Timorese leadership had worked primarily with DPA and UNAMET on early planning initiatives. The joint coordinator of the mission from the UN side had been nominated by UNAMET, while UNTAET did not formally come into being until after the mission began, leading to uneven continuity. However, the findings of the JAM were discussed with SRSG Sergio de Mello in Dili on the day of his arrival and budget estimates discussed in detail with DPKO in New York later on. 
Donor Conference: Following the JAM, the World Bank and UNTAET co-organized and co-chaired the Tokyo donor conference to mobilize reconstruction funds. The donor coordination unit within UNTAET also helped to coordinate the preparations. The conference presented to the international community a consolidated funding request that incorporated humanitarian assistance, and development and recurrent expenditure requirements. (Australia, Portugal and Japan were all interested in hosting the conference. Their support was critical to its organization and success.) The meeting resulted in US$366 million in reconstruction pledges and US$157 million in pledges for humanitarian aid to cover the three-year period 2000-02. This amount was surpassed during implementation, with at least US$518 million already disbursed by June 2002.

III.  Substance and Key Issues
Cross-cutting issues: The JAM had no cross-cutting issues – only eight sectors. However the TORs for each sector established the frame of reference for each sector. For example, the community development sector was to coordinate closely with the public administration sector. In addition, the JAM guidelines explicitly mandated the sector teams to interact and coordinate. (The third week of the JAM mission was scheduled for discussions between the teams.) Perhaps most importantly, the teams co-located in tents in the abandoned parliament building enabling informal but intense cross-group discussions in the evenings. 
Conflict Sensitivity and Peacebuilding: Conflict analysis was not an explicit part of the JAM, and no conflict analysis was done explicitly for the JAM. However, it was felt by the JAM design team both that the main source of conflict had left the country and that conflict sensitivity was brought to the process through the high degree of Timorese integration in the JAM. From a geographic perspective, the JAM sector teams attempted to see a representative sample of the country including at the community level. In addition, the World Bank team leader hired a consultant to join the JAM mission who had close links with the Timorese and the Timorese leadership. According to interviews with JAM participants, this consultant was effective in providing all JAM teams with the requisite contextual understanding as well as increasing the political awareness of international participants. 
The JAM included community development and institutions as one of the sectors with the specific aim to develop social capital; assess the options for community mechanisms for reconciliation, resettlement and reintegration in the post-conflict environment as well as the longer-term transition, and consideration of community/social fund mechanisms for quick-disbursing aid for community recovery; local institutional structures; and youth employment and training. The JAM reported that effective public goods delivery mechanisms did not exist at and below district level and that institutions should involve communities in decision-making during the emergency phase. Through the transitional period, a Community Empowerment and Governance Program was proposed, with three main components: (i) establishing and building capacity in interim village, sub-district and district councils, including physical resources, training and facilitation for formation and planning; (ii) provision of grants and micro-credits for the rehabilitation of infrastructure and recovery of economic activities, through the councils; (iii) support to vulnerable groups, including victims of violence, poor female-headed households, and ex-combatants seeking voluntary demobilization. As the end of the transition approached, further participatory analysis was to be conducted on the continued functioning of the councils, their composition and role. 
State-building: The JAM report covered the eight sectors investigated during the JAM process but concluded that there were two ‘urgent priorities’: agriculture and state capacity: 

“The second urgent priority is to reconstitute capacity in the state. This is critical to prevent a situation of complete laisser-faire caused by the absence of civil regulation, taxation, dispute-resolution mechanisms and non-military law and order 
functions. It is also a key pre-requisite to the sustainability of developmental initiatives in the longer term. Short-term programs have longer-term impacts: national ownership is therefore necessary to ensure the durability of transitional policy, and national capacity-building critical to the sustainability of 
short-term reconstruction programs. Rapid progress in constituting the East Timorese side of public administration is therefore urgent, to concentrate the management of reconstruction 
activities within the permanent public service, and to build capacity in East Timorese counterparts for the longer term.” JAM Report Conclusion (para 52). 
The JAM document explicitly notes that the issue of defining state roles and functions required a longer-term national debate, and that the short-run priority was to get the civil service back up and running (para 17) in order to deliver basic services. 

Judicial reform is seen as a priority for re-establishing the rule of law (para 26). In the short-term, judicial reform priorities include basic rehabilitation of the judicial infrastructure, establishment of a commission, initiation of training for Timorese lawyers, local community conflict resolution mechanisms and training of the police force. 

Prioritization and sequencing: The JAM sets out short term reconstruction priorities in each of the eight sectors. However, it does not present a clear picture of core state functions that drives the recommended prioritisation of activities – such activities are important in their own right as key inputs to stability, reconstruction and economic development. These short term priorities are then followed up with ‘medium term strategic options’ – many of which are more targeted to institutional development. 
Nevertheless, even within the short-term priorities, the JAM highlights the need for some core state functions. These include the need for sustainable government finances, notably agreement on the 2000 recurrent budget and putting fiscal measures in place at an early stage to ensure rural re-distribution; establishing economic and finance institutions, including procurement and audit functions, revenue agencies, statistics and customs; civil service reform in general, including a human resources policy and sub-district level governance institutions; setting up of a judicial commission; and health and education sector rehabilitation. 
The prioritisation of staffing the civil service highlights that the JAM team saw social development as a critical state function (consisting in health, education, culture, sports, humanitarian and community development); particularly given that nearly 90% of the proposed civil service would be employed in the social service sector by the end of year three.
In general terms, the JAM was based on the assumption that governing and administrative institutions would be established with Timorese co-leadership from the start. UNTAET received its mandate only after the JAM had begun and the JAM team did not have the opportunity to meet with UNTAET or the incoming SRSG to clarify this. In addition, the planning and implementation handover from DPA to DPKO led to a personnel discontinuity, which meant the JAM team was out of touch with up to date ideas and plans. Once UNTAET was established, it was the de jure government; Timorese participation was channelled through National Consultative Council which UNTAET established in January 2000. The Council played an advisory role on governmental matters, including representatives of CNRT, other political parties and the church. Following high levels of dissatisfaction amongst the Timorese leadership, this was replaced in June 2000 by a joint cabinet structure of Timorese and international representatives and an advisory council. The Timorese cabinet members were nominated by CNRT, but the organization was disbanded in June 2001 following considerable tension between its constituent elements. Cabinet members thus acted in this period either in an individual capacity or through accountability links to their different political parties. There was no over-arching Timorese body for policy decisions, including reconstruction and development policy. Building capacity for sustainable self-government thus became a UN mandate. Nevertheless, the post-JAM process of 6 monthly meetings to monitor the transitional results matrix helped structure the transition through the administrative handover benchmarks. 
Security sector considerations: Security sector reform was not included in the JAM. It is now recognized by those who led and participated in the JAM that the JAM should have included an expert on security and police restructuring issues. The decision was in part because the World Bank was not prepared to undertake a security sector analysis; since then, the World Bank has become more willing to take security issues into account when planning country strategies and programs, and has supported DDR in some countries. In addition, security was not considered, by the Timorese as well as by the internationals, to be a major risk given that the source of the conflict had retreated from the territory. Nevertheless, the issue was given attention in the transition benchmarks developed following the JAM.
IV.  Post-PCNA  Implementation and Financing of the TRM
What was the financing and implementation mechanism?  To complement the humanitarian activities coordinated through OCHA, the JAM proposed two trust funds for East Timor: a United Nations Trust Fund and a World Bank-administered Trust Fund. The UN Consolidated Fund for East Timor (CFET) administered the recurrent budget of the East Timorese civil service, together with selected project-based capacity-building initiatives. The World Bank-administered Trust Fund for East Timor (TFET) covered project-based reconstruction activities in economic management, health, education, enterprise development, community empowerment, agriculture and infrastructure. It was envisaged in the JAM that a committee composed of UNTAET and East Timorese representatives would be formed to prioritize projects to ensure continued East Timorese participation and ownership of the reconstruction planning process. It was also recommended in the JAM that the Tokyo meeting agree on bi-annual meetings to review policy issues and implementation progress in the reconstruction program, and establish a donor field liaison committee. These trust funds did not exclude other, separate bilateral-financed or UN-financed projects. In fact, funding for East Timor’s reconstruction rested on six pillars: the humanitarian consolidated appeal; the assessed contribution budget of UNTAET; two trust funds (CFET and TFET: administered by the United Nations and the World Bank); UN agency reconstruction programs; and bilateral development assistance through NGOs and contractors.
Once the first Timorese government was formed, mid-2002, support to the government’s budget (the transitional support program, TSP, later re-named the consolidated support program, CSP) became the main tool with which donors were able to support important national discussions of policy initiatives and institutional reform. This modality helped finance the gap in the government’s recurrent budget that opened with the winding down of CFET and the delay in oil and gas revenues coming on-stream. 
Who supplied support/guidance to post-PCNA follow-up?  The core JAM follow-up was the World Bank-administered Trust Fund for reconstruction and sector investments, the scope of which was largely defined by the findings of the JAM.  TFET programs were prioritized on a six-month cycle and implemented by the government with intensive support from the co-administrators. The sequencing of the TFET projects was proposed by the Timorese leadership to the TFET donor council. The initial batch of projects in 2000 used primarily community, NGO and private sector implementation mechanisms. This permitted the rapid launch of local reconstruction initiatives and labor-intensive works and the re-capitalization of Timorese businesses. The choice of a nationwide community-driven reconstruction program as the first TFET reconstruction project was particularly significant. It gave a signal that the leadership placed priority on reaching the populations most in need, and instilled from the beginning a sense of participatory reconstruction planning and the importance of local democratic institutions.
These programs were followed by different sector initiatives in health, education, agriculture, roads and water and sanitation. The TFET programs typically contained four types of component activities: (i) community rehabilitation works, (ii) larger civil works, (iii) policy studies, and (iv) training and technical assistance. 

To what extent was the implementation monitored and evaluated? There was no results framework included in the JAM report; although as the sectoral programs funded through TFET were articulated, they identified a select number of sector goals and outcomes. However one of the JAM report recommendations was for Tokyo to agree on bi-annual meetings to review policy issues and implementation progress in the reconstruction. By the time of the June 2000 donors meeting in Lisbon, the lack of a results focus was noticeable; both donors and Timorese leaders lacked information on progress being made, and a mechanism for identifying and communicating results to the population was needed. From the December 2000 donors’ meeting onwards, a framework of six-monthly targets was jointly monitored using a matrix with key milestones in four pillars: 
· political transition (including political institutions, law and order, defense, and foreign affairs), 
· administrative handover, 
· economic and social reconstruction (including agriculture, health, education, and infrastructure), and 
· public finance. 
These “reconstruction benchmarks” formed the core of the agenda of these donor meetings, at which a comprehensive review of sectors was undertaken, including discussion of progress against targets and modifications of targets based on experience. For each action identified in the matrix as a benchmark for that six-month period, the status was discussed: achieved by target date, partially achieved, or not achieved; when a benchmark was achieved later than planned, the month in which it was achieved was noted in the updated matrix. Actions in the matrix were not specifically assigned to a “ministry responsible”. The first draft matrix of key transition benchmarks was developed by small team of one Timorese official and two international staff, and reviewed by a small number of key Timorese leaders. Interest was superficial, at first, but the first time that the matrix was used at a meeting of the transitional cabinet – once it was actually used publicly to highlight success (or failure) – interest grew sharply. Reflections of some key participants at the time suggest that this growing commitment to the matrix was possible because it was seen as both voluntary and dynamic – there were no sanctions, no perception of conditionality, and although there was narrow ownership at the outset, the process of using it slowly built a functional capacity for collective decision-making. The proponents of the matrix as a results management tool acknowledged the possibility of failure of any of the four key pillars; certainly, in retrospect none of the pillars had sophisticated performance indicators, but the simple output and process indicators that were used allowed progress to be affirmed and adjustments to be made in areas where progress seemed elusive.

The conduct of regular multi-donor joint sector missions to identify gaps, duplication or new priorities in the key sectors also helped to overcome systemic deficiencies. Close discussions between Government and donors over the recurrent budget have improved sustainability, through an unusual shared understanding of the recurrent liabilities created by reconstruction projects. There has been only partial success, however, in programming aid commitments behind clearly defined national priorities. This points to the need for earlier acknowledgement of the importance of nationally-driven priority-setting, and requires intensified efforts by donors and Government alike to bring all reconstruction financing on-budget. 

What was the degree to which post-PCNA planning, activities and funding was driven by the agreed PCNA vision and articulated priorities in the TRM? (See above for link between JAM and TFET.) Early on, UNTAET, the transitional Government, the World Bank and bilateral development partners adopted a results-based approach to monitoring progress in the transition program. This was realized through the adoption of an action matrix of quarterly benchmarks, progress against which was monitored at the bi-annual donor meetings co-chaired by UNTAET and the World Bank. The early results-based approach to monitoring progress was continued in the context of the TSP that defined an annual action matrix with quarterly benchmarks on the basis of the National Development Plan (NDP). 
The TSP/CSP programmatic budget support programs have developed as a post-independence matrix to coordinate planning, reform and financing. The original TSP matrix was a set of priority actions identified in early 2002 and judged key to the transition out of UN-administration and into Independence, based on Timor-Leste’s broadly consultative National Development Plan. The NDP was not prioritized and thus required further consultation to prioritize and sequence the national goals, objectives, and programs, resulting in a companion document “Road Map for the Implementation of the NDP”. 
The experience of using the matrix of key transition benchmarks during the UN regime had convinced the senior Timorese leadership of the value of focusing on and monitoring a select number of actions and outcomes. The Prime Minister was aware of the need to coordinate and channel donors’ inputs and resources in the post-UN period, with national management and technical capacity very thin. The World Bank was willing to support Government in defining a Transition Support Program matrix that would be credible enough to donors to leverage the necessary $30 million in annual budget support required for the first three years after Independence. National ownership of the details of the matrix was at first thin – Ministers who were technicians and managerially active were very involved, others left the “details” to their division chiefs who had differing experiences in using technical inputs from consultants to form “their part” of the matrix. The value of the matrix to coordinate and control donors, whose collective technical and administrative capacity far outstripped the new Government’s, was demonstrated to key Ministers in the first year and thus broadened their support. 

The TSP Action Matrix had three themes/clusters – governance, service delivery for poverty reduction, and job creation. Each theme has several priority programs associated with it, with corresponding objectives (each of which is tied to a specific section of the NDP and Road Map). For each program objective, the Matrix identifies the ministry/agency responsible and the donor(s) who will provide technical assistance to support that agency; it also articulates the outcomes expected, and the targets to be achieved for each quarter during the year.
V. Unique Circumstances and Participants’ Reflections on Lessons Learned
Particular circumstances in the Timor JAM included:

· Very strong national resistance movement. This led to assumptions being made about the strength of national unity and the (relative) lack of conflict risk given the withdrawal of the Indonesian forces. As a result conflict analysis, particularly within security sector institutions was not a focus of the JAM. 

· High degree of World Bank preparedness.  Thanks both to analytical work done in ‘watching brief’ mode, and to work that had been done with Timorese leadership in the CNRT (even with a jailed Xanana Gusmao) in the run-up to the referendum, there was a good understanding by the Bank of the range of issues at play. However, the circumstances totally changed after the shocking violence and destruction, and this led to the need for a well-integrated national/international team to undertake the JAM.

· Lack of institutional clarity. The JAM was started before UNTAET was legally mandated and before the SRSG arrived in Dili. It was not clear what kind of UN mission UNTAET would be and therefore who the counterparties in the international community would be. This had two outcomes: lack of buy-in among UNTAET staff with the JAM document and strategies; misguided recommendations in the JAM in some sectors, given mistaken assumptions about the nature of the transitional arrangements. In addition, the capacity that the JAM built in Timorese participants did not end up being absorbed within the transitional arrangements as intended by the JAM design team. It was not until 8 months later that UNTAET established some ministries with Timorese in charge. 
VI. Resources used
Written: 

Report of the Joint Assessment Mission to East Timor, December 1999

JAM Draft Operating Guidelines 

JAM Terms of Reference

JAM Governance Background Report
Post-Conflict Reconstruction Needs Assessment in Timor-Leste –Lessons Learnt and Good Practices. GTZ Case Study, Christine Schenk, April 2004
The East Timor Reconstruction Program:Successes, Problems and Tradeoffs, Klaus Rohland & Sarah Cliffe, World Bank Working Paper, November 2002. 
A state in the making: the role of UNTAET in East Timor. Landry Haryo Subianto
Transitional Support Strategy of the World Bank Group to East Timor, November 2000

Question of East Timor, Progress Report of the Secretary General to the General Assembly, Fifty-fourth session, Agenda item 96: Question of East Timor, 13 December 1999
Report of the Secretary General to the Security Council on the United Nations Transitional Administration in East Timor, January 2000
Report of the Secretary General to the Security Council on the United Nations Transitional Administration in East Timor, April 2002
Interviews:
Sarah Cliffe, WB lead, Timor JAM and first country manager 
Lisa Campeau, coordinator Timor JAM

Jackie Pomeroy, sector leader for Macro-economics






� Taken from Cliffe & Rohland. 


� The Timorese leaders who were or who nominated interlocutors on the JAM were elected within the CNRT through a succession of national congresses held both during the resistance and under the UNTAET regime.
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