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A. RATIONALE AND PURPOSE

These Guidelines provide guidance to managers, desk officers and
field staff of the UN Department of Political Affairs (DPA) on the
start-up and establishment of mediation initiatives led, co-led or
supported by the United Nations. Their purpose is to consolidate
DPA’ institutional knowledge on strategy development, planning,

support and coordination aspects of mediation initiatives.

Since 2007, DPA has increased its efforts to become more pro-
active, operational and professional in the areas of conflict pre-
vention, mediation and peacebuilding (see DPA Progress Report
2009). In support of this objective, DPA has established a small
Mediation Support Unit (MSU), rapid funding mechanisms, a
standby team of experts, a mediation roster and partnerships
with specialized institutions. It has also developed a number of
guidance and best practices products on various aspects of medi-
ation. The development of the present Guidelines on the start-
up of mediation initiatives is an integral part of this agenda, and
is consistent with a wider trend towards doctrine development
across the field of peace and security within and outside the UN
(see Secretary-General’s report on enhancing mediation and its

support activities).

The landscape of international mediation has at the same
time evolved with the increasing involvement of regional
organizations and other major actors in the field of peacemak-
ing including Member States, non-governmental organizations
(NGOs) and eminent international personalities. The opportuni-
ties resulting from the growing number of mediation actors calls

for a clearer articulation of how the UN chooses its mediation



http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3663&Server=DPA
http://157.150.196.99/DPAIntranetDocs/Documents/ProgressReport_TransformingDPA_Oct2009.pdf
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3709&Server=DPA
http://daccess-dds-ny.un.org/doc/UNDOC/GEN/N09/278/78/PDF/N0927878.pdf?OpenElement
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engagements and starts its own processes in relation to other

mediation actors.

Finally, experience has shown that mediation engagements
have unique support requirements. These require a tailored
approach, particularly in terms of speed. Mediators have relied on
various support arrangements involving complex procedures and
decision-making, which highlight the need for further guidance
in this area. While much guidance has been written on the art of
mediation itself, very little attention has been paid to operational

aspects. The present Guidelines seek to fill this gap.

In conjunction with the Mediation Start-up Resource Pack-
age and the Mediation Start-up Training Module, and building on
the guidance contained in the Special Envoy Briefing Package and
the UN Mediator’s Manual, these Guidelines seek to enable DPA to
engage in mediation:

» More consistently, by providing guidance on the
appropriateness of using mediation as a conflict
management and resolution tool in relation to other
types of peacemaking initiatives

» Faster, by reducing the “transaction costs” linked
to the renegotiation of internal procedures, educat-
ing staff on operational start-up and by providing a
base of templates that can be recycled and adapted
to each operation

» More effectively, by avoiding mistakes made in the
past and leveraging lessons learned


http://dpaintranet.un.org/DPAIntranetDocs/Documents/UN_Mediator_Manual.pdf

B. SCOPE

The Mediation Start-up Guidelines are focused on the start-up of
mediation operations led, co-led or supported by the UN Depart-
ment of Political Affairs. More specifically, the Guidelines address
assessment and strategic planning, roles and functions of vari-
ous UN components and external actors, operational planning,
key coordination and communication systems and transition
out of the start-up phase. For the purpose of these Guidelines,
“mediation” is defined as a form of good offices whereby a third
party, upon request, seeks to assist parties to a dispute to reach
an agreement voluntarily through a formal dialogue process.
The Guidelines provide advice on start-up processes up to the
point where a mediation team has been established and opera-
tional issues have been sufficiently addressed to allow a team to
begin and sustain its activities. The Guidelines do not address
mediation methods, procedures and best practices as these are
covered in other guidance materials such as the UN Mediator's

Manual.

Given the diversity of mediation processes undertaken by
the UN, not all aspects of these Guidelines will apply to each
operation. Peacekeeping operations and special political mis-
sions (SPMs), for example, have good offices and mediation func-
tions, but these missions have specific requirements in terms
of funding and staffing. Certain aspects related to the develop-
ment of mediation strategies or design of coordination archi-
tecture outlined in these Guidelines may, however, apply. Some
engagements tend to be managed through the deployment of

small teams for which some support aspects will obviously not



http://dpaintranet.un.org/DPAIntranetDocs/Documents/UN_Mediator_Manual.pdf
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apply. As such, these Guidelines are designed to be flexible and

offer guidance as applicable to each situation.

While the principles and approaches contained in these
Guidelines should be applied only as appropriate for each opera-
tion, conformity with the spirit of the suggested approaches —
which reflect best practices, lessons learned and institutional

experience — is recommended.



C. GUIDELINES

1. Introduction: overview of the
start-up phase and specific objectives

The start-up phase of mediation engagements covers the period

between the moment when a decision is made for the UN to con-

sider active involvement in the resolution of a particular conflict
or situation and the time when an operational response has been
established. It includes the conflict assessment, the determination
of a mode of engagement (which may or may not include media-
tion), the development of a strategy, operational planning and
mobilization of staff and resources as well as the establishment of

support and coordination systems.

The start-up process can be divided in four groups of
activities:
» Strategic planning, which comprises:

> Assessment and decision-making, during
which a conflict is assessed and a decision
on whether, how and with whom to engage
is made. The outcome of this group of activities
is a recommendation to the Under-Secretary-
General for Political Affairs.

> Strategy development, during which an
engagement strategy is developed to achieve
objectives. If the chosen mode of engagement is
mediation, the outcome of this activity is a medi-
ation strategy.

» Operational planning, during which resources,
systems and partnerships to support the strategy are
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identified and mobilized. The outcome of this group
of activities is an operational plan.

» Establishment of coordination and communi-
cation systems, where a coordination architecture
is set up and reporting and communication protocols
are defined.

» Thinking beyond the start-up phase, during
which longer-term options for continued engage-
ment (if appropriate) are identified and initial lessons
learning activities are undertaken.

Given the pace of operations and the frequent urgency to
launch an initiative even before some critical details have been
worked out, it may not always be possible to follow these steps
in strict order; in most cases, they will occur simultaneously or
even retroactively. The key principle, however, is that operations
should be launched on the basis of a sound assessment of the situ-
ation, clear objectives, a defined strategy, tailored support systems

and solid coordination with partners.
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Figure 1
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2. Sequencing priorities in
the short and medium term

Different priorities should guide start-up managers as the process

unfolds.

In the immediate short term, priorities should be to (1) under-
stand the conflict and recommend a way forward that is coherent
with the strategic objectives of the UN as well as with the actions
of partners, and (2) to identify and mobilize staff and funding that

will enable further strategic and operational planning.

Once immediate priorities have been addressed, other short-
term priorities are to conduct detailed operational planning,
mobilize supporting staff and establish coordination and com-

munication systems.

As the operation settles in, the priority will shift to planning
for medium-term engagement, including assessing whether the

effort should continue and exploringlonger-term funding options.



Part I.

Strategic planning
for mediation
engagements




Since one of the most promising
approaches to the peaceful settlement
of disputes is skilful third-party media-
tion, we, the United Nations, have a
responsibility to “we the peoples” to
professionalize our efforts to resolve
conflicts constructively rather than
destructively and to “save succeeding
generations from the scourge of war”.

— Report of the Secretary-General
on enhancing mediation and its
support activities, 2009




Part I.
Strategic planning
for mediation engagements

3. Assessment and decision-making

3.1. Understanding a conflict and opportunities
for resolution: conflict analysis

All UN engagements should start with the conduct of a thorough
conflict analysis seeking to identify the conflict dynamics, his-
tory, main actors, root causes and opportunities and risks for
resolution, including a mapping of other organizations which
may already be involved in peacemaking efforts. Regardless of the
mode of subsequent engagement — whether the deployment of
one staff member on a short visit or the launch of an integrated
planning process for the establishment of a Security Council-
mandated SPM — it is imperative that all forms of engagement be

grounded in a sound analysis of the conflict.

Conflict analyses should be conducted by a team from
Headquarters composed of relevant desk officers and manag-
ers, together with representatives of relevant UN agencies, funds
and programmes (from respective Headquarters or based in-
country) and other Secretariat departments, when appropriate.

A number of internal and external sources of information should
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be consulted when conducting a conflict analysis, especially the
United Nations Resident Coordinator’s office and other locally
based UN staff, civil society organizations and representatives of

Member States.

The official DPA Framework for Political Analysis and the sys-
tem-wide Guidelines on UN Strategic Assessments provide addi-

tional guidance in this area.

3.2. Mediation vs. other forms of third-party intervention

The conflict analysis will form the basis for the selection of a mode
of engagement, of which mediation is just one option among other
forms of good offices. In armed conflict, mediation is defined as
“a political process in which the two or more parties to a violent
conflict agree to the appointment of a third party to work impar-
tially with the parties to help them talk through options and vol-
untarily reach an agreement to end the armed conflict and secure
ajust and sustainable peace.”' Specifically, mediation is helpful to:

» Help parties in a dispute communicate and under-
stand one another

» Encourage parties to try and find common ground
» Focus on the underlying or real interests of parties
» Focus on both the future and the past

» Help parties find creative solutions

» Place the responsibility on the parties to decide the
outcome

» Assist parties to reach mutually satisfying agreements

Centre for Humanitarian Dialogue, A Guide to Mediation, 2007.


http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3619&Server=DPA
http://ppdb.un.org/Policy%20%20Guidance%20Database/UNStrategicAssessment.pdf
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Based on the above definition, the criteria to assess the suit-

ability of mediation as a mode of engagement include:

» The expressed willingness of the parties to explore a
negotiated settlement

» The ripeness of the conflict for resolution

» Reasons for success or failure of ongoing or previous
mediation engagements
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» The intent and interests of current and potential
spoilers

» The interests and influence of external players on a
possible mediation process

Although mediation can be an excellent way to resolve a dis-
pute, it is certainly not the only way. Mediation offers a number
of advantages, but it also has its drawbacks. In all cases, media-
tion requires a genuine willingness of parties to reach an agreement
through dialogue. Mediation may not be appropriate in cases
where:

» Parties are not genuinely committed to a resolution
through dialogue or are only seeking to “buy time”

» Parties are seeking third-party validation of their
grievances and are looking to instrumentalize the
mediation for other ends

» Conflicts are “frozen”, i.e., where the fundamental
strategic factors that caused the conflict in the first
place have not changed

If the conflict analysis suggests that mediation has few chances
of success, other forms of international engagement or good offices
(ranging from diplomatic action to sanctions to commissions of

enquiry) should be considered until minimal success conditions are
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established. A mediator should not hesitate to walk away if parties
are not committed to a mediated process. Ultimately, this ensures

that the mediation is not used as a pretext to prolong the conflict.

The United Nations Secretariat may not always have the flex-
ibility required to follow these best practices in the selection of
mediation engagements. In some cases, Member States may man-
date the United Nations Secretariat to establish a mediation pro-
cess as a way of “managing” a situation rather than in the hope
of “resolving” it. In these settings, mediation is useful to prevent
further escalation as well as to address some of the consequences
of the conflict, such as humanitarian needs. It is critical, however,
to take this nuance into account when developing a mediation

strategy.

3.3. The importance of strategic
coordination with other actors

Peacemaking experience of the last decade has revealed the
importance of strategic coordination among peacemaking actors
in a particular conflict as well as, more generally, through estab-
lished, long term partnerships. The UN is rarely the only interna-
tional actor to get involved in a mediation process and should
therefore pay particular attention to building a common vision
and strategy with other players. At best, failure to align the UN
strategy with the approaches of other actors could prevent the
mediation initiative from benefiting from the respective com-
parative advantages of different actors. At worst, it could lead to
the establishment of multiple and competing mediation tracks
and open the door to “forum shopping”, whereby different parties
chose the mediation process they believe will best suit their inter-

ests. The absence of coordination also prevents the emergence of
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a clear vision for the resolution of a conflict, which is necessary
for the rest of the international community and other stakehold-

ers to support a process.

At the international level, relevant actors include the UN,
regional organizations, subregional organizations, Member States,
international NGOs and others. Regardless of the respective roles
of the UN and other international organizations, the support and
backing of relevant regional or subregional organizations will be
essential to the success of any mediation process. In preparation
for such partnerships, it is important to remain abreast of existing
agreements between organizations, the evolving body of interna-
tional norms developed by partners as well as the specific inter-

vention procedures and structures used by partners.

Overall, the inability of the various organizations to
agree on and implement a sound mediation strat-
egy is the main cause of failure of the Malagasy
process. Sanctions are now being considered: it
is Madagascar who will pay the price for the fail-
ure of the process, sacrificed on the altar of inter-
institutional disagreements.
— Tiébilé Dramé, Senior Political Adviser

for Madagascar, End of Assignment Report,
March 2010

Atthelocallevel, actors include the parties to a conflict as well
as civil society organizations, including women’s groups, tradi-
tional leaders, religious groups, private sector partners and other
representatives of the population. A careful assessment will allow
the identification of important local actors and their perspective
and role in the conflict. Establishing and maintaining links with

civil society during a mediation process will both help ensure the
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buy-in of the population and create communication channels,

which will facilitate the sharing of ideas and information.

In specific terms, strategic coordination with other actors
implies:
» Development of a joint vision of desirable outcomes
of a mediation effort

» Division of labour based on comparative advantages

» Agreement on a set of key principles that need to be
adhered to in the resolution, including a clear under-
standing of what outcomes would be acceptable to
external actors

» Agreement on basic modalities for the mediation
effort, such as which organization will take the lead,
broad process design, role of other actors in support
of the mediation effort and desirable time frame

» A vision of implementation requirements and poten-
tial supporting actors

» Success criteria and exit strategy

Since conditions on the ground will change over time and the
selected strategy might prove to be ineffective, it will be necessary

to periodically revise the agreed approach.

The AU-UN Mediation Partnerships Guidelines provide an
example of an agreed procedure for inter-institutional coordina-

tion in mediation.

3.4. Leadership of the mediation effort
Establishing clarity on which organization will lead the media-
tion effort is an essential condition for the success of any media-

tion endeavour involving multiple actors. Reaching agreement on


http://dpaintranet.un.org/DPAIntranetDocs/Documents/AU_UN_Guidelines_Mediation_Partnerships.pdf
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which organization should lead the mediation effort is, however,
often extremely difficult. While some actors have argued for the
primacy of static principles of division of labour such as “subsidi-
arity” (i.e., the organization closest to the conflict should take the
lead), others have argued for a more flexible approach based on
the comparative advantages of different organizations in each
given situation. In this approach, comparative advantages are
assessed against the following criteria:

» Preferences of parties for alead organization and per-
ceptions of the population

» Availability of resources (managerial, financial, human,
technical, etc.) to carry out a sustained mediation effort

» Unity of organizations’ member States behind the
proposed approach

» History of involvement, institutional knowledge of a
situation and, if applicable, extent of existing pres-
ence on the ground

» Capacity to assist with the implementation of a nego-
tiated settlement

Given the variable nature of these criteria, comparative advan-
tages will therefore be assessed differently in each situation. The
UN offers a unique range of characteristics as a mediation entity
which has often contributed to positioning the Organization as
an effective mediator. These include:

» Legitimacy, moral authority and credibility as an

impartial actor derived from the Organization’s uni-
versal membership

» Institutional experience in mediation and access to a
pool of skilled mediators

» Capacity to remain engaged throughout different
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phases of a peace process, e.g., in the negotiations
phase as a mediator or in the implementation phase
through the deployment of peace operations and
delivery of technical support programmes (electoral
assistance, governance support, DDR, etc.)

» Access to resources through the regular UN budget
and extrabudgetary sources

As is the case for other international organizations, the UN also
faces certain constraints. These include:
» Variable levels of commitment and consensus to sup-

port a peace process among the membership, which
may affect the availability of financial resources

» Inability of a UN envoy to exercise leverage on her/his
own, which can either reduce a UN mediator’s credi-
bility or boost her/his standing as an impartial actor

» Rules and regulations, which constrain the flexibil-
ity of the Secretariat in making certain managerial
decisions

The decision on which organization should take the lead
must be made jointly at the highest level of the organizations.
The nature of the partnership should be formally elaborated, for
example, through a memorandum of understanding. This will
contribute to certainty and predictability of the partnership and

help prevent misunderstandings and disputes.

3.5. Deciding on a mode of engagement

Based on the results of the conflict analysis, the assessment of
whether mediation is an appropriate form of intervention and
the definition of the UN role in relation to other organizations,

several options are available for engagement. These range from
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an indirect (support) role assisting a process led by a local actor
or another organization to direct (leading or co-leading) roles

through the deployment of a UN mediation team.

The decision on a mode of engagement is made by the
Secretary-General and/or head of department in consultation
with regional divisions and partners — especially regional and
subregional organizations — and can benefit from the expertise
of technical support components such as the Mediation Support
Unit (MSU).

The spectrum of options for engagement is broken down
below. Although the subject of the present Guidelines is media-
tion engagements, other types of initiatives are included to
ensure that all options are kept in mind when selecting a mode

of engagement.

3.5.1. Indirect roles

Indirect, or support, roles can take many forms. In all cases, it
is important to have a clear understanding of the value added
of UN engagement and agree with partners on basic principles,
strategy and parameters for international efforts in support of the
resolution of a situation. It is also critical to define clearly what
is expected in terms of support, and agree on modalities for its

delivery.
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UN teams deployed to support the efforts of
other mediators — the Madagascar example

A political crisis broke out in Madagascar in early 2009 when a protest movement
led by the then mayor of Antananarivo gained momentum and began to threaten
the stability of the State. In response to a request from the authorities, the Secre-
tary-General dispatched a small mediation support team composed of a Senior
Political Adviser, one expert from the Mediation Standby Team and one Political
Affairs Officer to assist a local mediation effort led by the Malagasy Council
of Christian Churches. The role of the team was to advise the local mediators
on strategy and process as well as to liaise with international actors. Through
UNDP and under the guidance of the UN mediation support team, the UN also
provided financial and clerical support for the process. When the crisis esca-
lated and eventually led to what was described as an unconstitutional change of
Government by the Southern African Development Community (SADC) and the
African Union (AU), an international mediator was appointed by SADC and the
UN team changed its focus to supporting the international mediation.

Similar forms of indirect engagements took place in 2008-2009 in
Comoros and Kenya, where technical mediation support teams were deployed
by the UN to support efforts led by mediators appointed by the African Union.

3.5.1.1. Diplomatic support for a process
led by another organization

Indirect support to a mediation process may take the form of
engagement from Headquarters, for example, a phone call to par-
ties from the Secretary-General to express support for a negoti-
ated outcome. Heads of UN regional offices, such as the United
Nations Office for West Africa (UNOWA), have also often provided
such support by participating in joint visits with lead regional

entities and other mediators.

3.5.1.2. Technical support for a process
led by another organization

Another form of indirect support is the deployment of mediation

staff to assist a process led by another organization, for example,
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by providing thematic or technical support, or to provide training
to another mediation team or parties themselves. These options
are more likely to be used earlier in a conflict resolution process

when receptiveness to a wider UN role may be low.

3.5.1.3. Peace and development advisers
and mediation advisers

An additional way to provide support to a local process is to
deploy a peace and development adviser (PDA). PDAs are offic-
ers at the P4 or P5 level who are jointly deployed by DPA and
the United Nations Development Programme (UNDP within
the framework of the UNDP-DPA Joint Programme for Building
National Capacities for Conflict Prevention. PDAs are most fre-
quently dispatched where there is no UN political mission on the
ground to assist resident coordinators and UN country teams in
countries facing complex political challenges. Their role typically
includes designing and implementing specific conflict prevention
initiatives, supporting local dialogue and reconciliation processes
and providing strategic analysis and advice to the Resident Coor-

dinator and UN Headquarters.

In other cases, DPA has deployed Mediation Advisers to assist
the efforts of another organization. These officers can be deployed

in-country for short or longer periods.

Other deployments of this nature include the short-term
deployment of Mediation Standby Team members to advise on
the design, planning or conduct of partners’ activities in support

of a mediation effort.
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3.5.2. Directroles

The UN may be called to play a range of leading roles in conflict
settings. Some may be initiated by the United Nations Secretar-
iat under the general umbrella of the Secretary-General’s good
offices, while others are conducted under a specific mandate

issued by UN legislative bodies.

3.5.2.1. Visits by UN envoys
In some cases, the UN chooses to play a modest, low-key role
to assist the resolution of a conflict or help prevent escalation
by sending a senior envoy on an official visit. Tasks may include
informally consulting authorities and parties or even conducting
shuttle diplomacy. This type of intervention is usually conducted
by highly skilled senior diplomats, including the Under-Secretary-
General for Political Affairs or Special Representatives of the
Secretary-General (SRSGs) of regional offices, accompanied by

small teams with established contacts in the country.

3.5.2.2. Deployment of a UN mediation team led by
a senior representative of the Secretary-General

In other cases, the UN is called upon to lead a mediation effort.
To this end, the Secretary-General appoints a representative, an
envoy or a special adviser and a small team who deploy in-coun-
try on a continuous or intermittent basis to facilitate a mediation
process. Special envoys are required to coordinate their activities
with the leadership of other UN components on the ground as
well as the special envoys of other organizations, where applica-
ble. In some cases, such as for Somalia, the SRSG carries out the
UN mediation functions with the support of an SPM established
for that purpose.



Strategic planning for mediation engagements 23

3.5.2.3. Deployment of joint mediation operations
with another organization
The increasing number of actors in international mediation of
disputes has seen a corresponding increase in joint initiatives.

Joint operations can take many forms such as:

» “Multi-hatting”, where a single envoy represents and
reports to multiple organizations. This has been the
case for the Darfur mediation, where a Joint Chief
Mediator represented both the African Union (AU)
and the UN
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» Integrated teams, where staff and envoys from dif-
ferent organizations work together as a single team.
This was the case in the early days of the Darfur medi-
ation as well as in Madagascar where a “Joint Media-
tion Team” was established to coordinate the work
of envoys from the UN, AU, the Organisation interna-
tionale de la Francophonie (OIF) and the Southern
African Development Community (SADC)
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Joint mediation effort — the Darfur example

Mediation efforts for the Darfur conflict illustrate the various configuration
options available for joint peacemaking endeavours. In a first phase, the Afri-
can Union led a mediation effort culminating in the signature of the Darfur
Peace Agreement in May 2006. Later that year, the mediation effort shifted to
a co-mediation managed jointly by two Special Envoys appointed separately
by the AU and the UN. The two mediators operated side by side as part of a
joint team. In 2008, the mediation was reconfigured as a joint effort led by a
single “Joint Chief Mediator” appointed by the UN and the AU and reporting
to both organizations.

While these joint arrangements ensured that the support and experience
of both organizations could be brought to bear positively on the peace pro-
cess, the joint nature of the team also created additional reporting requirements
and, at times, added pressure due to divergent views on the mediation strategy.

4. Developing a mediation strategy

Regardless of the specific role of the UN in relation to other part-
ners, a mediation strategy will need to be developed prior to any
type of intervention. The strategy development process should be
led by the lead mediator based on the mediation mandate (if any),
strategic guidance from the Secretary-General and support from
DPA. In joint mediation efforts, this process should include rep-
resentatives from the headquarters of relevant organizations to

ensure strategic coherence across all levels of the organizations.

A mediation strategy should outline the broad approach to
the resolution of the conflict, principles of process design, the
role of local and international actors, schematic coordination
architecture and an indication of post-agreement requirements
to enable advance planning and identify broad support require-
ments. The latter should include an indication of the type of sup-

port structure that will need to be established.
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A mediation strategy should be designed with an informed
understanding of the potential challenges to the mediation proc-
ess as well as views and expectations of local actors (parties and
other stakeholders). Strategies need to be flexible and adapt to
changed circumstances or events (e.g., elections), which may alter
the actors or their positions. The development of the strategy itself

can be an iterative process that evolves through consultations

xr
'_
Q=
os
=X
=
<=
o w
oz
o9
H e
e
o
|_LLI
n>

with actors and, often, trial and error. However, the management

of a strategy, including its evolution, is the only way to ensure that
the mediation remains in control of the process rather than reac-

tive to events.
Questions a mediator might consider when designing a
mediation strategy include:
» Who are the parties and stakeholders in the conflict?
» What do the parties want to achieve?

» How does the mediation contact and remain in com-
munication with parties?

» How will other stakeholders (e.g., civil society groups)
be involved?

» How will spoilers be reached and managed?

» How cohesive are parties?

» What are parties’ positions and real interests?

» How should the public be involved in the process?

» How can a gender perspective be incorporated in the
mediation process and its substantive issues? What
aspects of Security Council resolution 1325 can be
promoted through the process?

» What do parties expect of the mediator?
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» Isthe mediation objective to manage, settle or resolve
the conflict?

» What can be done to enhance “ripeness”?

» What are the minimum operating conditions for the
mediation to proceed? Is a ceasefire needed?

» Which actors can provide leverage in case of
stalemate?

» Is there a sanctions regime in place? What special
challenges might the sanctions regime pose to the
mediation effort? Do these challenges call for specific
coordination with other UN bodies? If there is a tar-
geted sanctions list, how do the criteria for listing and
delisting intersect with the mediation effort?

» How should the negotiations be sequenced?

» What techniques and strategies are required for
the consultation and negotiation phase of the
mediation?

» In what order should substantive issues be
approached?

» Is there a need for confidence-building measures?
» How should the agreement be implemented?

» How should the agreement be monitored at the polit-
ical and operational level?

» Is there a need for specific expertise to generate
options for compromise?

» What are the conditions of success for the
mediation?

A complete checklist of key questions to consider in the devel-

opment of a mediation strategy is available on the DPA Intranet.


http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3664&Server=DPA#
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4.1. Resources for strategy development

Strategy development resources include MSU, the Standby Team
of Mediation Experts and other partners such as the specialized
mediation institutions regrouped in the Mediation Support Net-
work. These resources can be used in a variety of ways, as appro-
priate to the situation and to the role of the UN. In cases of joint
operations, a strategy development workshop (methodology
available Zzere) could be organized with the facilitation of a media-
tion expert. One-on-one strategic sessions have also been organ-
ized for UN special envoys leading a mediation effort, as well as
coaching sessions to develop skills or brainstorm on strategic

issues.

The conduct of mediation itself is outside the scope of the
present Guidelines. More information, including best practices
identified in previous processes, is available in the Manual for UN
Mediators. Other guidance materials on managing negotiation

processes are available on the UN Peacemaker website.

4.2. Endorsement of a mediation strategy

Once developed, the mediation strategy should be communicated
and endorsed at the highest level of the organizations involved.
Some aspects of the strategy may need to remain confidential.
The nature of the mediation is such that strategies may be highly
personal and too sensitive for even the mediator to articulate
fully, but it is important to share some sense of the strategy to
enable other components of the organization to play their role
in support of the process. This is necessary to facilitate “vertical”
strategic coherence (within organizations) as well as “horizontal”

coherence (among organizations). Coherence at all levels ensures
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http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3655&Server=DPA
http://dpaintranet.un.org/DPAIntranetDocs/Documents/UN_Mediator_Manual.pdf
http://dpaintranet.un.org/DPAIntranetDocs/Documents/UN_Mediator_Manual.pdf
http://peacemaker.unlb.org
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that all actors convey the same messages and complement each
other’s efforts at their various levels of intervention (e.g., lever-
aging the influence of allies at the local level as well as through
diplomatic activity at Headquarters and in national capitals).
A pragmatic approach should nonetheless be adopted to avoid

overloading the endorsement process.

Within the UN, different situations may require the endorse-
ment of a mediation strategy through different processes. If a medi-
ation process is mostly of concern to DPA, the endorsement of the
strategy by the relevant regional division, the head of department
and, for high-profile cases, the Secretary-General’s office, should
suffice. If a mediation process has implications for other compo-
nents of the UN system, the approach may call for endorsement at
the level of the Secretary-General’s Policy Committee or through
the Executive Committee on Peace and Security (ECPS). More

information is available in the Policy Committee Instruction Manual.

4.3. From strategy to operational plan

The mediation strategy provides the basis for conceptualizing the
structure of a mediation team and corresponding substantive,
administrative and logistical needs. This can be articulated in
an operational plan, which focuses on implementing the strategy.
While an overarching strategic plan provides overall direction and
focus, with clearly formulated goals, objectives and strategies, the
operational plan is a technical document that gives effect to the
strategic plan. It must translate the strategic plan into activities,
tasks and time frames, assign responsibility for action and iden-
tify what is required in terms of posts, expertise, logistics, equip-

ment and funds.


http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3608&Server=DPA
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Roles and functions







Part Il.
Roles and functions

5. The shifting scale of field-Headquarters
responsibilities

Mediation engagements are complex undertakings with opera-
tional implications at both field and Headquarters levels. Ulti-
mately, authority for the conduct of all activities rests with the
UN Secretary-General. In practice, the oversight of operations is
delegated to the Under-Secretary-General for Political Affairs. As
such, UN mediators report fo the Secretary-General through the

Under-Secretary-General for Political Affairs.

In appointing a special envoy to represent the Organization
in a mediation effort, the Secretary-General delegates a certain
amount of authority to the field. On this basis, field managers and
their teams are expected to lead in the development and man-
agement of engagement strategies while maintaining a constant
dialogue with Headquarters, through DPA, as part of normal

reporting practice.

The balance of responsibilities between Headquarters and
the field shifts over time as operations are established. As detailed
below, Headquarters is usually much more involved at the
launch of operations. This involvement evolves as field capacity
increases, until operations are sufficiently established to assume

the strategic leadership. At all times, however, it is critical to
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maintain a constant dialogue on strategy to ensure that all levels
of the organization can play their role effectively in support of the

process.

6. The Secretary-General

The Secretary-General can play a key role in UN-led or UN-
supported mediation endeavours. “Equal parts diplomat, advo-
cate, civil servant and CEQ”,? the Secretary-General is a central
figure who can bring particular situations to the attention of the
United Nations Security Council on any matter which in his opin-
ion may threaten the maintenance of international peace and
security (Article 99 of the United Nations Charter). He may also
engage the broader UN membership, conflict parties and other
stakeholders directly or through “telephone diplomacy” and vis-
its. As the Chief Administrative Officer of the UN, the Secretary-
General also oversees the appointment of special envoys and the
establishment of UN presences in the field. The Secretary-Gener-
al’s moral authority carries great weight and should be leveraged,

when appropriate, in support of a peace process.

7. The Under-Secretary-General for Political
Affairs and the Assistant Secretaries-General
for Political Affairs:

7.1. The Under-Secretary-General for Political Affairs
The Under-Secretary-General for Political Affairs, who is account-

able to the Secretary-General, is responsible for all the activities

2 See http://www.un.org/sg/sgrole.shtml.

See ST/SGB/2009/13 on the organization of the Department of Political Affairs.
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of the Department of Political Affairs as well as its administration.

In the area of mediation, the Under-Secretary-General for
Political Affairs:

» Provides the Secretary-General with political advice

» Oversees and provides political guidance and instruc-
tions to special envoys/representatives of the Secre-
tary-General and other field representatives

» Directs and manages, on behalf of the Secretary-Gen-
eral, goodwill, fact-finding and other missions

» Undertakes, on behalf of the Secretary-General, dip-
lomatic activities relating to the prevention, con-
trol and resolution of disputes, including preventive
diplomacy, political mediation, peacemaking and
post-conflict peacebuilding
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The Under-Secretary-General is assisted by an office whose

core functions, in the area of mediation, are as follows:

» Advising the Under-Secretary-General on depart-
mental policies and guidelines and dealing with
specific substantive and administrative policy and
management issues

» Consulting, negotiating and coordinating with other
departments, offices, funds and programmes

» Coordinating and overseeing the Department’s bien-
nial budget and the annual budgets of missions

» Liaising with the various divisions in resource mobi-
lization for extrabudgetary activities

» Managing media relations in coordination with the
Office of the Spokesperson of the Secretary-General
and the Department of Public Information

» Advising on the availability of funds




UN/DPA Mediation Start-Up Guidelines

7.2. Assistant Secretaries-General

The Under-Secretary-General for Political Affairs, in the perfor-
mance of his or her activities, is assisted by two Assistant Secretar-
ies-General. The Assistant Secretaries-General are accountable to
the Under-Secretary-General and support the Under-Secretary-

General in guiding and supervising the work of the Department.

In the area of mediation, the two Assistant Secretaries-Gen-
eral, with the support of their respective offices, have the follow-
ing main responsibilities:

» Providing leadership for the Department’s conflict
prevention and conflict management efforts, in par-
ticular through the development and implementa-
tion of integrated conflict prevention and conflict
management strategies

» Identifying opportunities for utilizing the Depart-
ment’s mediation and mediation support role

» Developing effective working relationships with
other UN departments, agencies, offices, funds and
programmes on all issues relevant to the work of the
Department

» Providing leadership for maintaining strategic part-
nerships with international regional and subregional
organizations, civil society organizations, academic

institutions and think tanks
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8. A departmental team effort: the respective
roles of DPA components in mediation

The start-up phase of a mediation operation typically involves
several components within DPA whose role may phase out or
scale down as the operation is further established. Below is a gen-
eral overview of the functions of different components during the

start-up phase.

8.1. Regional divisions

Under the guidance and supervision of the Under-Secretary-
General and Assistant Secretary-Generals, the country desks in
the DPA regional divisions coordinate the start-up of operations
in the initial phase and scale back to a support role as senior lead-
ers are appointed and deployed to the field. Country desks are
the main interlocutors for field managers. Their role is to direct
operations and coordinate support functions of all types. As an
operation is established, the desk’s role evolves from that of an
initiator, organizer and coordinator to that of a monitor and sup-

port coordinator.

Prior to the establishment of an operation, desks are respon-
sible for monitoring potential sources of conflicts in all parts of
the world and proposing, under the guidance of the two Assistant
Secretaries-General and the regional divisions’ leadership, pos-
sible UN interventions to prevent, contain or resolve conflicts. A
mediation initiative is often initiated by the action of a desk on

the basis of routine country monitoring.

At the beginning of a planning phase for a mediation opera-
tion, desks are responsible for the conduct of a conflict analy-

sis and strategic coordination with other international actors.
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Drawing on the support of specialized components such as the
Mediation Support Unit (MSU) or the Electoral Assistance Divi-
sion, desks are responsible for proposing a mode of engagement
for the UN and seeking endorsement by senior UN leadership for
the suggested approach.

During the planning phase, desk officers are responsible for
engaging field teams or partners in the design of a mediation
strategy and coordinating all aspects of implementation plan-
ning, including key decisions on support structures, recruitment

and deployment of the mediation team.

During the latter parts of the start-up phase, desks are respon-
sible for providing guidance to field teams on the establishment
of critical systems related to reporting, coordination and support
functions. At Headquarters level, desks are responsible for estab-
lishing coordination structures such as ITFs as well as to engage,
when appropriate, with the Secretary-General’s Policy Commit-
tee. Before agreements are signed, desks are also responsible for
coordinating with the Office of Legal Affairs to ensure that agree-
ments bearing the stamp of the UN are consistent with the core
principles and obligations of the Organization, as well as with any
other UN component that may be called upon to support provi-

sions of an agreement (e.g., the Electoral Assistance Division).

8.2. The Policy and Mediation Division and the
Mediation Support Unit

Inthe area of mediation, the Policy and Mediation Division (PMD)
provides specialized services to meet the growing demand for
professional, cross-cutting support to “good offices” activities,

including preventive diplomacy and the formal mediation of
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disputes. This includes expert advice, best practices and knowl-
edge management on mediation-related activities worldwide. It
also assists ongoing mediation efforts with country/region-spe-
cific operational support as well as institutional and capacity-
building activities. PMD provides these services to the UN as a
whole as well as to regional organizations and other peacemak-

ing bodies.

To this end, a number of mediation resources have been

mobilized and are available to mediation teams. These include:

» An MSU, which provides mediation support ser-
vices to the rest of the UN system and partner
organizations

» A Standby Team of Mediation Experts who can be
deployed anywhere within 72 hours

» Rosters of mediation and thematic experts for long-
term deployments to advise on peace processes,
provide training, assist with the drafting of peace
agreements and provide other mediation support
services as required

» Body of guidance and lessons learned materials to
inform decision-making

» A team of specialized analysts to provide strate-
gic and process-design advice during and after the
start-up phase, and to collect and analyse lessons
learned from operations

» A wide range of partnerships with specialized media-
tion institutions whose expertise can be called upon
as needed

As a service provider, MSU responds to requests from desks
and mediation teams. It is the responsibility of desks and medi-

ation teams, as the leadership of operations, to draw on this
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support. Requests can be transmitted through the office of the

Director of the Division.

8.3. The Electoral Assistance Division

The Electoral Assistance Division serves as the lead unit for UN
electoral assistance. In the area of mediation, the Electoral Assis-
tance Division plays a central role in assessing needs for electoral
assistance that may result from peace agreements and in the
coordination of support during the implementation phase. In

particular, the Electoral Assistance Division is responsible for:

» Advising and assisting the Under-Secretary-General
for Political Affairs in his or her capacity as the focal
point for UN electoral assistance activities

» Reviewing requests for electoral assistance pro-
grammes and advising on their implementation

» Assisting the focal point with coordination within
and outside the UN system and ensuring system-wide
coherence and consistency in responding to requests
from Member States for electoral assistance

» Providing support and coordination for the activities
of international observers

» Undertaking needs-assessment missions to deter-
mine the specific needs of a country requesting elec-
toral assistance

» Developing and disseminating, jointly or in close
cooperation with UNDP and others, UN electoral
policies

» Developing and maintaining a roster of international
experts who could provide technical assistance,
as well as assistance in the verification of electoral
processes
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» Building and maintaining the UN system’s electoral
institutional memory

» Maintaining contact with regional and other inter-
governmental organizations to ensure appropriate
working arrangements with them

8.4. The Executive Office

The Executive Office is the administrative and financial arm of
DPA. Once an operation is authorized by the head of the Depart-
ment and upon request from regional divisions, the Executive
Office is responsible for processing travel arrangements, hiring
staff and administering operational funding for requirements
such as transport or rental of meeting rooms and office equip-
ment. For longer-term field deployments, the Executive Office
may rely on the administrative support of UNDP or the Depart-
ment of Field Support (DFS) as detailed in section 12 on adminis-

trative, financial and logistical support structures.

For mediation operations, the Executive Office can offer the

following services:

Finance and budget:
» Provide advice on financial rules, policies and
procedures

» Review project proposals

» Provide or assist with the preparation of cost estimates
» Request allotment and redeployment of funds

» Monitor expenditures and make necessary adjustments

» Provide information on contributions and expen-
ditures to the donor relationship focal point, senior
management and project managers
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Process requests for travel, travel claims, contracts
for consultants, financial authorizations, requests for
payment and follow-up actions

» Prepare budget for DPA, DPA-administered SPMs

and activities funded under the Secretary-General’s
unforeseen and extraordinary expenses account

Brief mediators on procedures

Human resources:

» Provide advice on staff rules and policies

» Issue Temporary Vacancy Announcements or Job

Openings in Inspira

Administer recruitment processes

Administer staff recruited at Headquarters and a
limited number of staff in certain field locations

from appointment, deployment to separation and
repatriation

» Process extension of contracts

Administration and information technology:
Assist with or issue grounds pass and travel docu-
ment (UN laissez-passer, Travel Certificate, visa
application)

Clear and submit requests for mobile phones, Black-
berry devices and Citrix licences

Keep a record of equipment issued and cost recovery

Keep a record of DPA, SPMs and DPA field offices’
inventories
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Figure 2
At a glance: lead and support components
LEAD SUPPORT
PHASE TASK COMPONENT | COMPONENT
STRATEGIC Assessment | Monitoring of conflicts | RD PPU
PLANNING and
deeten: Conflict analysis RD
el Assessment of EOSG, RD, MSU
engagement options USG, ASG
Liaison and coor- EOSG, RD 1)
dination with other USG, ASG Z
international actors, )
. - . =
including selection of O
lead mediator %
Determination of mode | EOSG, RD, MSU Z
of UN engagement USG, ASG <z(
Strategy Development of Lead MSU, %)
development | mediation strategy mediator, Partners 4
RD Q
Endorsement of media- | EOSG, RD
tion strategy USG, ASG
OPERATIONAL PLANNING Identification of Lead EO, DSS

resources required to mediator,
support strategy (staff | RD, MSU
functions, operational
needs, security)

Cost estimates and EO RD
budgeting
Identification of EOQ/FP
sources of funding for donor
relations
Decision on support Mediation
structure team, EO,
RD
|dentification of EOSG, MSU

suitable candidates, OUSG, RD
including envoys

Selection of candi- EOSG, MSU
dates, including envoys | OUSG, RD

Issuance of contracts EO
In-briefing of staff RD MSU

(continues) Travel arrangements EO RD
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Figure 2
At a glance: lead and support components
OPERATIONAL PLANNING Local transport, com- Support EO
(continued) munications and IT structure
equipment, office facili-
ties and other opera-
tional requirements
Arrival in-country RD
with authorities and
partners
COORDINATION AND Design and establish- Mediation RD, MSU
COMMUNICATION SYSTEMS  ment of coordination team
architecture at local
and regional level
Establishment of Mediation
reporting system team, RD
Communications Media- MSU
strategy tion team,
OUSG, RD
Monitoring of develop- | RD
ment and liaison with
OUSG/EOSG
Strategic guidance, EOSG, MSU
including revision of OUSG, RD
mediation strategy
Liaison with Member EOSG,
States OUSG, RD
BEYOND THE START-UP PHASE  Planning for the long EOSG, PMD, EO
term and initiating OUSG, RD
a shift to long-term
funding system
Lesson learning and RD, PMD
capture of institutional
experience

RD = regional division
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9. Other UN partners

9.1. The Department of Peacekeeping Operations

The mission of the Department of Peacekeeping Operations (DPKO)
is to plan, prepare, manage and direct UN peacekeeping operations
so that they can effectively fulfil their mandates under the overall
authority of the Security Council and the General Assembly, and

under the command vested in the Secretary-General.

As UN peacekeeping operations are often established to help
implement the provisions of a peace agreement mediated by DPA,
it is of critical importance that DPKO be involved as early as pos-
sible in any peace agreement whose implementation may require
the deployment of a peacekeeping operation. In these cases,
DPKO can advise on the feasibility of commitments and provide
expert inputs into draft agreements in order to facilitate imple-

mentation down the line.

If a mediation operation is launched in a country with a
peacekeeping operation, DPKO may become the lead entity for

the mediation process, as is the case for Darfur.

DPKO is also a lead entity for the UN system in a number of
thematic areas, such as military expertise and policing, and can

be a resource for DPA-led mediation operations.

9.2. The Department of Field Support

The Department of Field Support (DFS) provides dedicated sup-
port to peacekeeping field missions and political field missions in
the areas of finance, logistics, information and communications

technology (ICT), human resources and general administration.
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It does this, for example, through:

» Supporting leadership appointments, including gen-
erating lists of candidates

» Helping field missions prepare their budgets and
representing the interests of missions in front of UN
intergovernmental committees

» Providing guidance and policies for recruiting staff to
field missions

» Ensuring field missions have the necessary tech-
nology and communication tools to operate on the
ground

» Enabling the provision of transport, rations and other
supplies essential to field operations

» Working with Member States and the intergovern-
mental process of the UN to represent the interests
of the field as well as coordinate reimbursements to
troop and police contributors for equipment and self-
sustainment

In special political missions (SPMs) and other DPA-led opera-
tions supported by DFS, the services provided by DFS are covered
by the forthcoming “service level agreement” between DPA and
DEFS. The principles governing accountability and responsibility
for support services in DPA-led operations supported by DES are
articulated in the Policy on Delegated Authority in UN Field Mis-
sions led by DPA and supported by DFS.

9.3. The Office of Legal Affairs
The Office of Legal Affairs (OLA) provides a unified central legal
service for the Secretariat and the principal and other organs

of the UN. OLA has often been involved in supporting field


http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3887&Server=DPA
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3887&Server=DPA

Roles and functions

operations — including mediation endeavours — with legal
expertise. For example, mediators have sought OLA assistance
for the review of draft peace agreements to ensure consistency
with core UN principles and obligations. It has become stand-
ard practice for UN envoys to cross-check draft agreements with

OLA before signing as witnesses or on behalf of the UN.

9.4. The Department of Management

The Department of Management (DM), composed of, among oth-
ers, the Office of Human Resources Management (OHRM) and the
Office of Programme Planning, Budget and Accounts (OPPBA),
provides services to backstop the day-to-day operations of the
global United Nations Secretariat. Its mission is to formulate poli-
cies and procedures — for implementation by individual depart-
ments’ Executive Offices — and provide strategic guidance,

direction and support in three broad management areas:
» Human resources
» Finance and budget

» Central support services

In the area of mediation, the Department of Management
is involved in the recruitment of consultants and staff and the
approval of funding for operations. The Executive Office is the

DPA interface with the Department of Management.

9.5. UN agencies, funds and programmes and
the UN resident coordinator system

UN agencies, funds and programmes are important local and global
actors who are often critical partners in the success of a mediation

effort. Leveraging their presence in many countries where DPA has
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no foothold, UN agencies, funds and programmes — organized as
country teams whose activities are harmonized and coordinated by
resident coordinators — can support mediation processes by pro-
viding useful information on the situation on the ground and offer-
ing ad hoc logistics support. Coordination with UN agencies, funds

and programmes is discussed in further detail in section 14 below.

UNDP often plays a key role in the implementation of medi-
ated agreements, for example, by supporting electoral opera-
tions or governance reforms. UNDP is also the partner of DPA
for the deployment of peace and development advisers, who, as
discussed above, are one option for UN engagement. Finally, UN
mediation operations have also benefited from the support ser-

vices of UNDP country offices, as explained in section 12 below.

10. Non-UN partners

Non-UN partners in the area of mediation include subregional
and regional organizations, Member States, specialized institu-

tions, local actors and prominent individuals.

In recent years, regional and subregional organizations have
been playing an increasingly important role in conflict preven-
tion, mediation and conflict management more generally. Some
have begun to establish specialized mediation support structures,

such as groups of elders.

Although Member States always play a central role in UN
activities, some are particularly active in the area of mediation.
These Member States have both provided support and led media-

tion efforts in various parts of the world.



Roles and functions

Specialized institutions include mediation-focused NGOs
and think tanks. While some concentrate on research and train-
ing, others are also involved in mediation and mediation support

activities.

Finally, local partners are also key actors in any mediation
process. Some act as local mediators (with or without support
from the international community), or can contribute through
the provision of local knowledge and transmission of messages to
the wider population. Interacting with local partners is essential
to ensure that a mediation process remains connected to the con-
cerns of stakeholders who may not be directly represented at the

negotiation table.
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“The bottom line for effective mediation is logis-
tics. Credibility and momentum are key: if you act
tomorrow, it's too late.”

— Said Djinnit, Special Representative

of the Secretary-General for West Africa,
Vision for UNOWA, 2010

11. Financial resources available for start-up

A number of options are available to finance mediation start-
up. The Executive Office, MSU and the DPA Donor Relations
Focal Point can advise on the most appropriate sources of
funding for each situation. This section provides an overview

of the various options.

11.1. Extrabudgetary funding

In recent years, most mediation and crisis response efforts have
been funded through extrabudgetary resources (voluntary contri-
butions from Member States) obtained through the Department’s
annual funding appeal. Emergency windows have been estab-

lished, including fast-track procedures, which facilitate access to
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funding for operational start-up. Other contributions earmarked
for specific projects or regions can also be used for mediation
efforts. Requests for rapid response funding are reviewed and
approved by the Under-Secretary-General for Political Affairs and

do not require the approval of the extrabudgetary committee.

Rapid response funding — the DRC example

The signing of the Goma Acte d’'Engagement in early 2008 between the Gov-
ernment of the DRC and armed groups in the Kivus raised hopes that the
long-running conflict might finally be ending. Drift and delays in implementa-
tion, however, soon led to disenchantment and a resumption of hostilities in
July 2008. By October 2008, in addition to a deep humanitarian crisis, regional
animosities were growing to dangerous heights. It was with this sense of
urgency that the Secretary-General appointed the former President of Nige-
ria H.E. General Olusegun Obasanjo as his Special Envoy (SESG) for the
Great Lakes, on 7 November 2008. Start-up costs for the implementation
of the mandate of the SESG (e.g., travel budget or deployment of a sen-
ior political affairs officer to act as the Special Assistant of the SESG) were
funded through the DPA extrabudgetary rapid response account ($330,000).
Throughout the arc of his engagement, the SESG was able to draw on the
expertise and facilities provided by this funding structure.

11.2. Secretary-General's unforeseen and
extraordinary expenses account

Resources may also be available through the Secretary-General’s
unforeseen and extraordinary expenses account. This is a more
formal form of funding and its approval is subject to the authori-
zation of the Secretary-General. Requests for access to this source

of funding can be coordinated by the DPA Executive Office.
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11.3. The Peacebuilding Fund

The Secretary-General’s PBF was established by Member States in
2005 at the same time as the Peacebuilding Commission. The fund
is managed by the Peacebuilding Support Office (PBSO). The PBF
was designed to fund activities that could have a catalytic impact
on a peace process or to prevent a lapse or relapse into conflict.
It can fill strategic peacebuilding funding gaps when needed. The
PBF supports, inter alia, “activities designed to respond to immi-
nent threats to [a] peace process, support for the implementation

of peace agreements and political dialogue”.

The PBF offers two types of funding: an Immediate Response
Facility, designed for smaller amounts and rapid decision-mak-
ing and dispersal, and the Peacebuilding Response Facility, for
longer-term and more comprehensive funding portfolios. While
DPA and its political missions are not currently eligible for PBF
funding, many UN institutional partners are and can man-
age funds on behalf of Governments or non-government actors
implementing peacebuilding projects. SESGs/SRSGs (in mission
settings) and resident coordinators (in non-mission settings) co-
chair with the Government an inclusive Joint Steering Committee
empowered to decide how to spend the funds. Political dialogue
and mediation funding has been utilized, for example, to finance
the Economic Community of West African States’ (ECOWAS)
mediation activities in Guinea-Conakry and Céte d’Ivoire, and a
Government-led national dialogue process in the Central African
Republic. Requests for PBF funding should be submitted through
UN leaders in the field. Further guidance is available on the PBF
website (www.unpbf.org).
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11.4. Regular budget

If and when a Special Political Mission (SPM) is authorized, fund-
ing will be provided through the established SPM budgetary pro-
cess based on legislative approval. While this ensures the
sustainability of operations, this facility is rarely available at start-
up. When a crisis occurs in a context where there is a UN mission,
however, both logistical and financial support from the mission
can be authorized directly to cover needs until additional legisla-

tive approval is secured.

Funding through the regular budget —
the United Nations Political Office for Somalia (UNPOS) example

The UN Political Office for Somalia (UNPOS) was established as a political
mission in 1995 to advance the cause of peace and reconciliation in Somalia
through contacts with local and national leaders, civic organizations and the
States and organizations involved in the resolution of the Somali conflict. Sup-
ported and overseen by DPA, the Office is headed by a Special Representa-
tive of the Secretary-General (SRSG) who closely monitors the situation and
provides the Secretary-General with periodic briefings and written reports for
the Security Council. UNPOS also provides political guidance to the UN agen-
cies, funds and programmes that constitute the United Nations Country Team
for Somalia. UNPOS is also supporting initiatives by countries in the region to
promote peace and national reconciliation in Somalia, including efforts by the
Government of Djibouti that led to the formation of the Transitional National
Government (TNG) of Somalia in 2000. From 2002 to 2004, UNPOS supported
the Somali National Reconciliation Conference under the auspices of the Inter-
governmental Authority on Development (IGAD), which resulted in the forma-
tion of the current Transitional Federal Government (TFG). Since then, UNPOS
has continued to accompany the Somali transition through a range of political
activities including support to the constitutional review process.

As a special political mission (SPM), UNPOS is funded through the reg-
ular UN budget per existing regulations. Most SPMs have extensive good
offices and mediation functions, and as such constitute another model for
the management of UN mediation and mediation support activities. While
the establishment of an SPM can be a long process due to the necessity to
obtain a mandate from the United Nations Security Council and the lengthy
funding approval cycle of UN budgetary bodies, SPMs also offer more robust
support arrangements and a longer-term horizon than operations funded
through extrabudgetary sources.


http://unpos.unmissions.org/
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11.5. Overview of procedures to secure funding

11.5.1. Budgeting
A common challenge in past operations has been the fina-
lization of operational budgets. This has at times caused
delays in obtaining funding despite the urgent need to ini-
tiate activities. Budgets are based on assumptions about
the evolution of the political situation and the mediation
strategy and operational plan, which outline the needs of the
engagement in terms of support. Budget decisions should
be made on the basis of available information and take into
account the myriad of support needs for a mediation opera-
tion. As outlined in the mediation start-up budget template,

the main categories of expenses are the following:
» Staffing (international and national)
» Travel & DSA
» Office facilities

» Operational expenses (meeting rooms, hospitality,
etc.)

» Communications & IT

» Local transport

Examples of operational budgets for mediation start-up are avail-
able on the DPA Intranet.

11.5.2. Identifying a source of funding
and funding management

To identify the most appropriate source of funding, regional divi-
sions can consult the Executive Office and the DPA Donor Rela-

tions Focal Point.
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The basic procedure to secure funding for mediation start-up

involves the following steps:

1.
2.
3.

Project formulation;
Preparation of a project budget or cost estimate;

Submission of the project proposal and funding
request to the Under-Secretary-General, if using
extrabudgetary rapid response funding. In these

cases, requesters should use the Rapid Response
Template for Cluster I which is processed by the
Donor Relations Focal Point.

Approval by the Under-Secretary-General; and

Request (by EO) for approval of allotment from
OPPBA.

Guidance, procedures and templates for requesting funding from

the DPA Extrabudgetary Trust Fund are available in the following

documents:

L

I

1.

Policy Directive: DPA Extrabudgetary Resources
Management (overview)

DPA Resource Mobilization Guideline ( fundraising)

DPA Trust Fund Management Guideline (financial)

IV. DPA Project Management Guideline (operational)


http://dpaintranet.un.org/DPAIntranetDocs/Documents/Template_XBRequest_FundingAllocations.doc
http://dpaintranet.un.org/DPAIntranetDocs/Documents/Template_XBRequest_FundingAllocations.doc
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3649&Server=DPA
http://157.150.196.99/DPAIntranetDocs/Documents/DPA_Policy_XB_ Management.pdf
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3651&Server=DPA
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3652&Server=DPA
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3650&Server=DPA#
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Rapid response funding — the Kyrgyzstan example

In April 2010, violent protests in Kyrgyzstan led to the resignation of the Presi-
dent, dissolution of the Parliament and establishment of a transitional Gov-
ernment. In June 2010, inter-ethnic violence broke out in the south of the
country resulting in the death of hundreds of civilians. At the request of the
United Nations Regional Centre for Preventive Diplomacy for Central Asia,
MSU put together a rapid response package using the DPA extrabudgetary
rapid response funds. The package included the deployment of a Senior Rec-
onciliation Adviser for three months, and the deployment of a two-member
DPA team, together with a Mediation Standby Team expert, to Bishkek for a
week to work with the United Nations Country Team to develop a strategy in
support of the reconciliation process.

12. Staffing mediation teams

12.1. Defining staff requirements

The human resource requirements of a mediation process are first
and foremost driven by the situation on the ground, the adopted
strategy and the particular needs of the operation, such as senior-
ity of representatives or support requirements. The size and com-
position of a team is also likely to change over time in response to
the evolution of the process. In the initial stages, a small team to
support high-paced shuttle consultations with parties and plan
for future engagement may be all that is required. When negotia-
tions begin or when a presence must be established in different
locations, staff requirements may change to include additional

representational, analytical and support staff.

12.2. Functions in a mediation team
Regardless of the specific institutional arrangements under-

pinning the composition and leadership of a mediation effort,
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a mediation team will need to be established during the start-
up phase to perform the range of tasks required in a mediation
effort. While in the past high-profile mediators have often been
deployed on their own or with the assistance of one or two offic-
ers, experience has shown that the complexity of contemporary
conflicts, including the number of actors, depth of issues to be
resolved, extent of consultation requirements and coordination
and support needs, warrant the mobilization of a multi-discipli-
nary team combining a range of specialized capabilities, includ-
ing support specialists in the areas of administration, finance

and logistics.

The team will play coordinating, monitoring, analytical, advi-
sory and liaison roles and will support the lead mediator in medi-
ating and facilitating dialogue. The team members must have
mediation, diplomatic and organizational expertise to be able to
provide support in all areas where a mediator is called upon to
play a role. This includes the management of the mediation pro-
cess, which requires expertise in areas such as process design,
mediation strategy development, public information and rele-
vant thematic subjects, as well as managing interactions with the
international community, which requires experience with diplo-

macy and international coordination.

“The maxim remains that one is only as good as
one's team.”

— Staffan de Mistura,
UNAMI End of Assignment Report, 2009
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The following is an indicative list of functions that are often
required. The size of the team will depend on the situation. There
is no standard configuration for a mediation team: the key deci-

sion-making principle is that form should follow function.

12.2.1. Leadership and management
Exercised by the lead mediator, leadership involves providing
strategic direction to a mediation effort, high-level representation

and strategic coordination with other actors.

The following criteria should be used to select the lead

mediator:

» A high level of experience and competence in
mediation

» Credibility with the parties in conflict

» Knowledge of the country, region and parties in
conflict

» Proficiency in at least one of the languages spoken by
the parties
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» Availability for full-time deployment for at least six
months

» Commitment to the values and principles of the
lead organization, including respect for democratic
norms, human rights and gender equity

» Personal attributes of a good peacemaker, including
empathy, analytical ability, excellent communication
and facilitation skills and excellent political judge-
ment and problem-solving skills

» Ability to lead and manage a mediation team
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In large teams, a lead mediator may be assisted by a deputy or
chief-of-staff whose role is to coordinate the activities of the team
and provide internal managerial oversight while the lead media-

tor is focused on directing the mediation effort.

In joint operations, the organization designated as the lead

mediating body must appoint the lead mediator.

As detailed in the next section, mediators and senior lead-
ers can be identified through the MSU Mediation Roster and the
Department of Field Support (DFS) Senior Leadership Appoint-

ments Unit.

The terms of reference for the lead mediator should be put
in writing and include reporting lines and modalities. Sample
terms of reference for Lead Mediators, Chiefs-of-Staff, Chiefs-of-
Operations and Mediation Support Officers are available on the
DPA Intranet.

12.2.2. Technical expertise
Experts are often called upon to provide advice to the lead media-
tor or to the parties on technical aspects of the mediation process.
Typical areas of expertise include process design, power-sharing,
wealth-sharing (natural resources, fiscal, etc.), transitional jus-
tice, security, constitution-making electoral systems and gender.*
Technical experts can advise on options for resolution using com-
parative experience from other countries as well as a deep under-
standing of different approaches in their areas of expertise. They
can also provide training when appropriate.
4 Gender, being a “cross-cutting” issue, should be addressed within all other areas
of expertise. Often gender expertise is requested to develop processes and structures

which are aimed at facilitating women’s engagement in a mediation process and better
integration of gender analysis.


http://dpaintranet.un.org/dpaintranet/pages/SearchResults.aspx?fromPage=go&keywords=sample+TOR
http://dpaintranet.un.org/dpaintranet/pages/SearchResults.aspx?fromPage=go&keywords=sample+TOR
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The role of thematic experts — contribution of a gender adviser
to the northern Uganda peace talks

During the 2008 negotiations on northern Uganda mediated by Riek Machar,
Vice-President of Southern Sudan, with the support of Joaquim Chissano,
Special Envoy of the UN Secretary-General, a gender adviser was deployed
by UNIFEM to promote gender sensitivity in this effort. The Adviser’s contribu-
tion helped ensure that adequate attention was paid to the implementation of
Security Council resolution 1325, especially in the areas of DDR, justice and
accountability mechanisms and monitoring of the ceasefire. While Special
Envoy Chissano met with women peace activists from the start of his tenure as
facilitator, the arrival of the Gender Adviser gave the women'’s groups a dedi-
cated focal point to work with and someone who was able to assist them in for-
mulating their concerns into a comprehensive agenda. Women were granted
observer status and also an opportunity to make their views known to the par-
ties. These views were published in what became known as the “Women'’s Pro-
tocol”. Most of their concerns were reflected in the draft agreements, which
are among the most gender-sensitive peace agreements to date.

12.2.3. Process coordination and drafting
In some cases, a mediation strategy will rely on labour-intensive
processes involving consultations with large groups of stakehold-
ers or the establishment of parallel negotiation tracks using the-
matic subcommittees. Process coordination involves managing
the practical and substantive aspects of such processes, from
reserving meeting rooms to consolidating various texts. These

functions are often performed by Political Affairs Officers.

12.2.4. Outreach
A discreet but important function of the mediation team is to
generate political support for the process. This requires extensive
contacts with international partners as well as national actors
such as Government officials or civil society actors. In some cases,
the mediation team might also seek to cultivate support for the

process among diaspora groups.
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12.2.5. Reporting
Organizations expect teams deployed to the field to report regu-
larly on progress. This is necessary to allow headquarters to com-
plement field-level efforts with initiatives at the headquarters
level (“vertical” strategic coherence) as well as to report to donors
and other global stakeholders. There is no standard reporting fre-
quency: it is generally accepted that reporting should take place
as needed. More information on reporting to headquarters is

available in section 15 on reporting.

12.2.6. Information gathering and analysis
The successful practice of mediation requires the maintenance
of constant situational awareness, including developments on
the ground, shifting positions in the balance of power, evolving
popular perceptions, emergence of new actors and knowledge of
actors’ backgrounds. Information about these issues is available
through various means, such as contacts with local and regional
actors, media monitoring and direct observation. In some cases,
Member States can provide additional information. The manage-
ment of information designed for the purposes of the mediation
is, however, a responsibility of the mediation team. In addition
to gathering information, teams must also ensure that data is
assessed, interpreted, analysed and converted into useful infor-

mation that can help the mediation team achieve its objectives.

12.2.7. Media management
Mediation initiatives tend to attract extensive local and inter-
national media attention. In turn, media reporting on progress

in the mediation can have a serious impact (both positive and
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negative) on the success of efforts by influencing the perceptions
of parties and the population. Given the risks and opportunities
involved, relations with the media should be managed carefully
and on the basis of a communications strategy which mirrors the
mediation strategy. A number of communication resources may
also be required in different contexts, such as the appointment of
a spokesperson. In all cases, a successful communication strategy
will require a clear articulation of objectives, key messages and a
targeted media monitoring system to assess — and respond to —

the evolution of perceptions.

The management of public information systems is also help-
ful to understand the key interests and concerns of the popula-
tion, for example, through public opinion polling. This ensures
that issues being negotiated by the parties respond to the con-

cerns of all stakeholders.

12.2.8. Support
Support is a critical aspect that is often overlooked when plan-
ning a mediation process. Support requirements will vary with
the size of teams and the nature of the mediation process. Large
teams and processes may require support in the areas of personnel
management, finance, transport, logistics, facilities management,
conferences services, protocol or secretarial assistance. In all cases,
support requirements will be determined by the complexity of the

process, local availability of resources and extent of needs.

12.3. Types of appointment in a mediation team
The type of contracts used in mediation start-up is often con-

tingent on budgetary constraints and time pressures. Typically,
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the categories of personnel summarized below are involved in a

mediation operation:

12.3.1. Special envoys, special advisers
and special representatives

Senior staff and mediators are appointed directly by the Secretary-
General either as regular staff or on a “When Actually Employed”
(WAE) basis. The terms of appointment are made on the basis of
consultations between DPA and the Office of the Secretary-General.
Once a decision is made, the DPA Executive Office coordinates with

OHRM and EOSG on the appointment of senior executives.

Experience has shown that the administrative status of
mediators can have a serious impact on their effectiveness on the
ground. Mediators hired as “consultants”, for example, may not
enjoy the credibility and weight of officials appointed formally as
special envoys or representatives of the Secretary-General. They
are also ineligible for some UN privileges, such as immunities and
official travel documents, and can be subject to restrictions in
their contacts with the media. Similarly, the official titles given
to envoys can have serious political implications. These aspects
should be factored into the decision-making process in line with

the expected role of the UN officials.

The following table summarizes the types of senior appoint-
ments used in the past and includes examples. Senior appoint-
ments are made on the basis of a number of considerations which
require flexibility in typologies to adapt to all circumstances.
While the categories and definitions outlined in the table do
reflect existing practice, they should nonetheless be considered

only as indicative and subject to change based on circumstances.
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REPRESENTATIVES

Figure 3

At a glance: type of senior appointments

Title

Special
Representative of
the Secretary-
General

(SRSG)

Representative

of the
Secretary-General
(RSG)

Executive
Representative
of the
Secretary-
General
(ERSG)

High Repre-
sentative of the
Secretary-General
(HRSG)

Personal
Representative
of the
Secretary-
General (PRSG)

»

»

»

in mediation engagements

Role Level Remarks

Head of peacekeeping/ ~ ASG/USG » Residentin

political missions the region
Good offices » Long-term
appoint-
ment
Head of peacekeeping/ Director ~ » Resident in
political missions the region
Good offices » Long-term
appoint-
ment

Head of an UN Integrated ASG/USG
Office

Representative of UNDP
and UN Resident Coordi-
nator and Humanitarian
Coordinator

Ensure a cohesive and
coordinated approach
within the UN system

Lead a dialogue ASG/USG

Represent a group of
countries

Verify and guide electoral
processes

Monitor activities of
organizations or agencies
involved in civilian aspects
of a peace settlement

Represent the Secretary-  Any level
General in specific
international conferences,

meetings or negotiations

Examples

Staffan de
Mistura

SRSG for
Afghanistan and
Head of UNAMA
1 March 2010
[S/2010/48]
[S/2010/47]

Karin
Landgren

RSG in Nepal
and Head of
UNMIN

3 February 2009
[S/2009/58]
[S/2009/57]

Michael

von der
Schulenburg
ERSG for the
UN Integrated
Peacebuilding
Office in Sierra
Leone

8 January 2009
[S/2009/18]
[S/2009/17]

Cheick

Sidi Diarra
HRSG for the
Least Developed
Countries, Land-
locked Develop-
ing Countries
and Small Island
Developing
States

22 January 2008

Norman Girvan
PRSG on the
Border Contro-
versy between
Guyana and
Venezuela

20 April 2010
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Figure 3
At a glance: type of senior appointments
in mediation engagements

Remarks Examples
Personal Envoy » Undertake a mission in Any level Christopher
of the pursuance of an initiative Ross
Secretary- of the Secretary-General PESG for West-
General without a specific man- ern Sahara
(PESG) date of the Security Coun- 6 January 2009
cil or General Assembly [S/2009/19]
[S/2009/20]

Special Envoy » Undertake a mission in ASG/USG » Shorter Olusegun
of the conjunction of peace- period than Obasanjo
Secretary- keeping, peace-building Special SESG on the
General or peace-making efforts Representa- Great Lakes
(SESG) on matters of which the tive Region of Africa
UNSC and UNGA are . 9 December
. » Not resi-
seized dent in the 2008
» Good offices region in
most cases
Envoy » Undertake a mission in Director ~ » Shorter Robert H. Serry
of the conjunction of peace- period than ESG for the Mid-
Secretary- keeping, peace-building Special dle East Quartet
General or peace-making efforts Representa- 4 November
(ESG) 3 tive 2007
» Good offices ) Not reei [S/2007/690]
dent in the [S/2007/691]
region in
most cases

Source: UN Terminology and Definitions, Draft for DPA, PPU/MSU Guidance Note on
Special Political Missions.

12.3.2. Existing Headquarters staff
DPA can deploy existing staff members from Headquarters to
initiate a rapid response to a crisis, including early preventive
action. Staff can also be called upon from other UN departments,
UN field missions or UN agencies, funds and programmes. They
can be deployed to provide immediate support for periods rang-

ing from a few days to a few months. For longer-term support
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— funding permitting — consideration should be given to recruit-

ing new staff members.

12.3.3. Recruitment of staff on temporary contracts
Temporary staff members are those recruited on contracts of
less than one year. Given the nature of mediation operations and
the funding arrangements of DPA, this is the most common type
of contract. Recruitment for temporary positions requires the
issuance of a Temporary Vacancy Announcement (TVA). The
recruitment process is generally shorter than formal recruitment
processes for regular budget posts. However, associated enti-
tlements, as well as the short-term nature of contracts have, at

times, discouraged qualified candidates from applying.

12.3.4. Recruitment of staff on regular contracts
When a position is expected to last for more than one year, a Job
Opening (JO, formerly known as a Vacancy Announcement) can
be issued in Inspira. For executive positions, an advertisement
may also be placed in prominent publications. If the position is
funded through extrabudgetary resources, regulations require
that funding be secured for a minimum of 18 months before initi-
ating a regular recruitment process. The recruitment process can

take six months or more and is not suitable for rapid response.

12.3.5. Consultants
Consultants can be hired relatively quickly to provide a wide
range of support services. Consultants are recruited at differ-
ent levels. However, consultants are not considered UN staff and

cannot perform certain functions, among them, supervisory and
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representational functions. Consultants, once engaged, are not
provided with most benefits that are available to staff members.
Consultants are also not eligible for UN positions at a professional
or equivalent level in field services for a period of six months after
their consultancy. Tips for hiring external consultants and experts

are available on the DPA Intranet.

12.3.6. National staff and national consultants
or individual contractors

National staff, consultants and individual contractors are rarely hired
outside the framework of a team led by international staff. They are
usually hired to provide support to other project personnel dis-
patched by DPA. National staff in mediation operations includes, for

example, administrative assistants, translators and drivers.

12.3.7. Standby Team experts
The Mediation Support Unit (MSU), in cooperation with the Norwe-
gian Refugee Council, maintains a team of seven standby experts
in various fields of expertise that can be deployed at short notice.
They are often called upon to provide short-term, specialized sup-
port to a mediation process. They cannot be deployed for periods
exceeding 30 days. The areas of expertise available on the Standby

Team include:

» Process design

» Power-sharing

» Wealth-sharing (land, water, oil/gas, mineral, etc.)
» Constitutional issues

» Security (DDR, SSR, ceasefires, interim security
arrangements)

» Gender


http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3671&Server=DPA
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Using the Mediation Standby Team and other experts
— the Doha negotiations on Darfur

A round of negotiations between parties to the Darfur conflict took place
in Doha, Qatar, throughout 2010. In support of this process, the Joint Chief
Mediator asked for technical assistance from mediation experts to train par-
ties on process and thematic issues as well as to advise the mediation and
the parties during the negotiations themselves. In response, DPA deployed a
range of experts drawn from the Mediation Standby Team and partner organ-
izations or as individual consultants. The Standby Team expert on power-
sharing, for example, was assigned to advise the Chair of the Working Group
on Power-sharing and contribute to the drafting of relevant portions of the
peace agreement. The Standby Team expert on security issues was assigned
to advise one of the negotiating parties on security issues such as DDR and
ceasefire management. Other experts were deployed to perform similar func-
tions in areas where the mediation required specialized assistance, such as
wealth-sharing/fiscal decentralization, transitional justice and refugee/IDP
issues.

The use of the Standby Team provided advantages in terms of deployment
speed as well as administrative simplicity since no new funding arrangements
were required for their deployment. This allowed DPA to focus its resources
on identifying and on-boarding consultants for areas not covered by the
Standby Team or where the mediation requested specific advisers.

12.4 Identifying mediation staff:
the Mediation Support Roster and Partnerships

A number of resources are available to identify suitable can-
didates to lead, manage and support a mediation operation. In
the initial stages, DPA typically uses existing resources and staff
members (e.g., DPA Political Affairs Officers or Mediation Standby
Team experts). If a decision is made to establish a mediation team,

medium to long-term staffing arrangements should be made.

A key resource to identify specialized staff is the DPA Media-
tion Roster, a database of 200 candidates with various levels of
seniority and expertise. The roster includes candidates in the fol-

lowing categories:
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http://157.150.196.99/DPAIntranetDocs/Documents/DPA_MediationRoster_Factsheet.pdf
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Senior mediators
Operational mediators

Thematic mediation experts

Requests for candidates for various posts in a mediation team

can be submitted to MSU. On the basis of a request, MSU would

provide a shortlist of candidates for review and selection by the

requesting entity.

In addition, MSU also maintains an extensive network of

specialized mediation partners from which expertise can be

mobilized.

Areas of expertise covered by the DPA Mediation Roster, part-

ners and the Mediation Standby Team include:

Power-sharing
Constitution-making
Rule of law

Refugees & IDPs

Security, ceasefires and transitional measures (DDR,
SSR)

Wealth-sharing (fiscal, natural resources)
Transitional justice

Process design and mediation strategy development
Drafting

National dialogues

Gender (sexual and gender-based violence, strategies
for women’s effective participation, etc.)
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12.5. In-briefings

The importance of briefing staff before their deployment to the
field cannot be over-emphasized, particularly for senior manag-
ers. A UN Mediator’s Manual and a Special Envoy Briefing Pack-
age, containing a range of mediation guidance products, UN rules
and regulations and country-specific information, have been
compiled specifically for this purpose (see contents checklist).
The package, which is constantly being updated, is available at
MSU. It does not, however, provide a substitute for face-to-face in-
briefings and meetings with senior DPA managers, including the
head of the Department, the directors of concerned regional divi-
sions, the Executive Office and the Head of Public Communica-
tions. One-on-one coaching, strategy development and training

sessions can also be arranged through MSU.

Desk officers are responsible for arranging briefings for
incoming staff on certain administrative regulations by the Exec-
utive Office.

Coaching and skills development — the Nepal example

Sound mediation and negotiation skills are important for UN staff to fulfil
the mandate of a particular UN mission in the field. To this end, the United
Nations Mission in Nepal (UNMIN) requested the support of the Mediation
Support Unit (MSU) for the organization of a tailored training in early 2009.
The training included a one-on-one coaching programme for the Representa-
tive of the Secretary-General on negotiation and mediation skills, as well as
specific training sessions for Political Affairs Officers and Arms Monitors.
Two partner organizations and the Mediation Standby Team expert on secu-
rity arrangements travelled to Nepal to deliver the training. The training event
offered UNMIN staff an opportunity to reflect on the theory and practice of
negotiation and mediation processes and to apply it to their specific operat-
ing environment.
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13. Operational support needs

13.1. Travel

Seldom is a mediation project launched without intensive travel, be
it of staff members or consultants. Travel requirements for media-
tion operations, especially in crisis situations, are distinct in many
aspects from normal official travel. Such travel is difficult to plan
in advance. Coordination and scheduling often leads to rush travel
requirements that are often amended shortly afterwards. These
challenges are even more acute when travel occurs in the field or
during weekends or holidays. Adding to this stress are complex
rules governing entitlements for official travel, such as class of tick-
ets, self-ticketing, ad hoc and special Daily Subsistence Allowance
(DSA) rates and miscellaneous expenses, that can be hard to under-
stand and follow by staff unfamiliar with UN rules and regulations.
It is important to manage expectations and inform new staff of the
rules and implications of UN travel entitlements. More information

is available on the International Civil Service Website.

In DPA, all travel authorizations are managed by the Execu-
tive Office. Requests for travel should be submitted using existing

procedures as explained in the DPA Travel Guide.

Desk officers are, however, responsible for coordinating the
travel of UN staff members with field teams and host authorities,
including issuance of credentials or letters of introduction.

Other travel requirements include:

» Issuance of entry visas, if required
» Security clearance

» Medical clearance

A “travel checklist”is available on the DPA Intranet.


http://icsc.un.org/sal_dsa.asp
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3589&Server=DPA
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3668&Server=DPA
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13.2. Operational support requirements

Mediation operations have particular support needs which
should be budgeted during the planning phase. In some cases,
existing UN entities on the ground may be able to provide some
support services to DPA staff on the basis of a prior agreement; at
other times, mediation teams may need to resort to local vendors
directly. Options in this regard should be assessed early in the
planning process and factored into the operational budget. For
this reason, it is of critical importance that representatives of the
DPA Executive Office be involved as early as possible in the plan-

ning process as well as in field planning missions.
In addition to staffing, operational support requirements
include:
» Local transport: vehicles, fuel facilities and drivers

» Facilities: office space, meeting rooms of appropriate
sizes for the mediation process as well as conference
management services (interpretation, catering, pro-
tocol, etc.)

» Communications and IT: mobile phones, computers,
printers, scanners and secure internet connections

» Hospitality accounts for the hosting of meetings
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14. Financial and administrative support structures

One of the most important aspects of starting up a mediation
operation is the establishment of a functional and responsive sup-
port structure to manage administrative and financial issues as
well as to coordinate other support functions, such as transport,
logistics, communications and facilities. This aspect has often
been overlooked in the past, resulting in considerable staff time
being spent on coordinating support issues rather than focusing
on the substantive aspects of the mediation process. As an imme-
diate but short-term measure, it is recommended that support
staff (such as representatives of the Executive Office) be included
in rapidly deployed teams to handle support issues until a perma-

nent support structure can be identified.

Options in terms of support systems include direct support
from Headquarters through the Executive Office, support through
the Department of Field Support (DFS) and support through a UN
country team. A decision on the most appropriate support struc-
ture should be made early on in the planning process and should
be based on the support requirements of the operation. The Exec-
utive Office can advise on the optimal support structure for each

type of operation.

14.1. Support through the DPA Executive Office

Relying on the services of the EO is appropriate in the early phases
of start-up or, subsequently, for small teams requiring basic per-
sonnel and travel support. Since it relies on existing support
systems for DPA, this approach has the advantage of not requir-
ing any special arrangements and is therefore the most imme-

diately responsive. It is difficult, however, for the EO to support
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administrative needs at the local level such as the recruitment of
local staff or the administration of operational expenses like local

transport, information technology or meeting facilities.

The deployment of an administrative/finance officer from
the DPA Executive Office at the initial phase of the project can be
helpful in order to reduce the need for political staff to focus on

support aspects.

14.2 Support through the Department of Field Support

DES can provide support services to DPA-led SPMs and other
types of operations in the areas of (1) finance, funding, budgeting
and liquidation (2) personnel management including recruiting
(3) information technology and (4) logistics, including transport

and property management.

More information on the services available from DFS,
including the distribution of responsibilities and accountability
between DPA and DFS in operations supported by DFS, are pro-
vided in the forthcoming service level agreement between the two

departments.

14.3. Support through a UN country team

Finally, field support services can also be provided by a UN coun-
try team, usually through UNDP. In these cases, the Executive
Office issues a financial authorization to the responsible entity
— often the local UNDP office — who then manages all support
requirements locally, including disbursements and accounting.
Financial authorizations are issued on the basis of an opera-
tional budget which is approved by DPA at Headquarters level.

As a general rule, as many support functions as possible should
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be covered by this arrangement, including regional travel. This
approach has the advantage of allowing local requirements, such
as the recruitment of local staff or the administration of local
operational expenses, to be met locally. Its disadvantage is that it
requires more planning and is considerably less flexible since any

deviation from the budget requires approval from Headquarters.

For larger and long-term projects, a memorandum of under-
standing between DPA and UNDP may be required. In all cases,
early contact with the local UNDP office can considerably facili-

tate the establishment of responsive support systems.

If a mission is expected to last for a longer period, an adminis-
trative officer should be recruited as soon as possible to support the
team on the ground. The Executive Office can play an active role
in briefing and training national staff in order to improve service

standards and ensure compliance with administrative regulations.

15. Safety and security

15.1. Security umbrella for mediation staff

Staff safety and security remain a top priority of the UN at all times
and should therefore feature prominently in planning and budg-
eting for any type of field deployment. The safety and security of
a mediation team in a field mission will fall under the umbrella
of the local UN security management system headed by the des-
ignated official (DO). The DO is a senior UN staff member (usu-
ally the SRSG or resident coordinator) residing in-country who
has been assigned by the Secretary-General to oversee all staff

safety and security issues. He or she is assisted by the security
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management team (SMT), comprising the country representa-
tives of the UN agencies present in the country, as well as by at
least one security adviser who coordinates the day-to-day aspects
of security management, such as the monitoring of incidents and

maintenance of security systems and protocols.

Staff members deployed as part of mediation teams are
required to comply with all security rules, including attendance
at security briefings, respect of restrictions on staff movements

and compliance with all established security protocols.

15.2. Meeting the safety and
security needs of mediation teams

Given the high-profile nature of some mediation initiatives, as
well as the stature of some high-level mediators, special security
arrangements may be required, such as close protection or instal-
lation of particular security systems in facilities and offices. Local
security management staff can assist with security risk assessments
and make recommendations on how to adapt security systems to

the particular operational requirements of mediation teams.

To ensure that adequate security arrangements are in place,
the Department of Safety and Security (DSS) should be involved
early on in the planning phase, for example, by being included in
the Integrated Task Force and, if required, participating in assess-
ment missions. During the implementation phase, mediation

teams are expected to liaise closely with DSS staff on the ground.

15.3. Specific security responsibilities of mediation teams
Mediation teams are, by nature, involved in often sensitive and

emotionally charged political processes that may, at times,
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enflame local sentiments and create additional security risks for
UN staff in a country, irrespective of their affiliation to a specific
UN agency, fund or programme. This is particularly relevant at key
junctures in a peace process. For this reason, it is of critical impor-
tance that mediation teams coordinate with those responsible
for security management (both the DO locally and the Under-
Secretary-General DSS globally) on developments — including
the issuance of media statements at country or Headquarters

level — that may cause additional security risks for UN staff.
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Part IV.
Key coordination
and communication systems

A number of supporting systems are common to all mediation
processes. The most important of these are for coordination,
reporting and communications. These should be established as

early as possible in an intervention.

16. Establishing a coordination system

The number of actors involved in mediation endeavours requires
the establishment of a sound coordination system. This maxi-
mizes unity of effort among all actors (local and international),
whose different comparative advantages can be mobilized in sup-
port of a process. The UN is often uniquely positioned to manage

the coordination system at all levels.

The establishment of coordination systems inevitably raises
questions as to which actors should be included and how. While
each situation is different, it is advisable to take into account the
existing roles and capabilities of different actors to ensure that

their networks and influence are adequately leveraged.

Similarly, involving local actors from the start has often
proved to be critical to the success of an engagement by ensuring
local inputs to strategy development as well as ownership — and

therefore support — for the process in the long run.
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16.1. Team-level coordination

If several organizations are directly involved in a mediation effort
aspart ofamulti-organization team, a specific coordination forum
structured around the lead mediator should be established. This
forum is used to exchange information, jointly monitor progress
with the mediation strategy and coordinate efforts in support of

the lead mediator.

To ensure information-sharing, coordination and cooperation
on the ground, a number of additional steps can be taken, such as:
co-location of offices in the country in conflict; joint monitoring
and analysis of the conflict; joint visits to the country in conflict
by the leadership of the organizations; participation by the staff of
each mission in the activities of the other mission; public action to
demonstrate unity between the organizations, such as joint press
conferences; establishment of mechanisms and processes for reg-

ular consultation; and joint fundraising for the peace process.

16.2. Country-level coordination

Country-level coordination structures are used to engage local
actors other than parties as well as local representatives of inter-
national actors such as other Governments or international

institutions.

Depending on the design of the mediation process, coordina-
tion structures can be established to bring other local stakeholders
around a mediation process. If a mediation process includes only
political actors, for example, a “consultative forum” of civil society
organizations including women’s organizations could be estab-
lished to keep other local stakeholders informed of the process,

seek their inputs and secure their buy-in for an eventual outcome.
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For international actors, country-level coordination struc-
tures are often organized as local chapters of “contact groups”
or “groups of friends”, who also meet at other levels as discussed
below. In other cases, resident coordinators, peace and devel-
opment advisers and specific members of the diplomatic corps
(such as the dean) can play a role in coordinating international

action locally.

16.3. International-level coordination

The design of an international coordination structure should take
into account existing mechanisms ( for example, regional contact
groups) as well as the risks and opportunities offered by different

options.

In recent years, the establishment of contact groups and
groups of friends has been a common feature of international cri-
sis management. These structures usually bring together various
Governments, regional organizations and, often, international
financial institutions interested in a specific country. They are
used to share information, keep diplomatic partners abreast of
developments, seek international endorsement of strategies and
leverage the influence — individually or collectively — of power-
ful diplomatic allies. One major advantage of contact groups is
their ability to mobilize major foreign donors, which can offer a
helpful source of leverage or financial support for the implemen-

tation of a peace agreement.

The establishment of such groups can also have drawbacks.
Divisions among members, for example, can generate contra-
dictory pressures on a peace process. Some members may be

overtly or covertly involved in the conflict and seek to use their
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participation in international groupings to promote particular
interests. For these reasons, relations with members should be

managed carefully to avoid accusations of partiality.

“Friends of the mediator can be a useful device,
but must be preceded by prior clarification of the
cardinal rule, which is a commitment to work only
— or at least principally — at the behest of who-
ever is responsible for the mediating effort.”

— Alvaro De Soto, quoted by
Teresa Whitfield in External actors
in mediation, Centre for
Humanitarian Dialogue,

February 2010

Contact groups and groups of friends can meet at different
levels of representation and frequency. It is not uncommon for
contact groups to meet weekly in-country at the ambassadorial
level, quarterly at the ministerial level and yearly at the Head of

State level.

More information and best practices on the management of
contact groups and groups of friends as well as a toolkit on work-

ing with groups of friends is available on the Intranet.

In most cases, subregional and regional organizations provide
aforum for coordination among neighbouring countries on a spe-
cific mediation process. Typically, country cases are discussed as
part of regular meetings within these institutions or at summits

where Member States may be represented at different levels.

The evolution of dynamics in the international system since
the end of the Cold War suggests an ever-growing role for sub-

regional and regional organizations in the management and


http://ppdb.un.org/Policy%20%20Guidance%20Database/MediationmechanismsFriendsoftheUNSG.pdf
http://www.usip.org/files/resources/PMToolkitWhitfield.pdf
http://www.usip.org/files/resources/PMToolkitWhitfield.pdf
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resolution of conflicts. In Africa, for example, the African Union
has taken the lead in setting norms and standards for the inter-
national community’s response to unconstitutional changes of
Government. Subregional organizations, whose Member States
are also members of the AU, tend to play a very influential role in

determining the positions taken by the continental body.

Given the proximity of regional countries to the conflict area,
they tend to be in a position to significantly facilitate or under-
mine a mediation process. For these reasons, close liaison with
regional and subregional coordination structures, and, through
these efforts, the alignment of neighbouring States behind a
mediation strategy, is one of the most important success factors

in a mediation initiative.
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Establishing an international contact group
— the Guinea example

In December 2008, a military junta led by Captain Moussa Dadis Camara
took power in Guinea through a coup d’état. As part of efforts to coordinate
international, regional and subregional support towards a return to constitu-
tional order, the African Union (AU) and the Economic Community of West
African States (ECOWAS), with the support of the UN, established the Inter-
national Contact Group (ICG) on Guinea on the margins of the AU summit
held in Addis Ababa in January 2009. Chaired jointly by ECOWAS and the
AU, the ICG brought together the country’s external partners including, the
Community of Sahel-Saharan States (CEN-SAD), the European Union, the
Mano River Union, the Organization of the Islamic Conference (OIC), the
Organisation internationale de la Francophonie (OIF), the UN, the Chair of
the AU Peace and Security Council and the Chair of ECOWAS, as well as
African and permanent members of the United Nations Security Council. The
ICG met regularly in various locations (e.g., Conakry, ECOWAS headquarters
in Abuja or United Nations Headquarters in New York) as part of its effort
to encourage Guineans to establish transitional institutions, complete the
transition through the holding of credible elections and mobilize international
resources in support of these efforts.

Throughout the transition, the ICG acted as a forum for the harmoni-
zation of international positions and actions on Guinea and the pooling of
resources in support of the transition. The Group was particularly success-
ful at channelling international pressure, mobilizing financial and technical
resources, facilitating dialogue among parties, encouraging the sharing of
best practices and promoting the establishment of a conducive environment
for the conduct of a peaceful and democratic transition.

16.4. UN system coordination

Field level
UN system coordination on mediation issues takes place at both
field and Headquarters levels. At field level, engaging UN coun-
try teams consistently in a mediation process is important to
ensure that the actions of all components of the UN are mutu-
ally reinforcing and jointly contribute to the achievement of the

Organization’s strategic objectives in the country. This is also
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important in preparing for the role of the UN in the implementa-
tion of agreements and longer-term peacebuilding activities. UN
country teams meet regularly to discuss common programming
challenges and monitor the implementation of integrated UN
plans. UN envoys and mediators — even roving envoys without a
constant presence in a country — can use these regular meetings

to keep UN country teams abreast of developments.

“Having people who had been involved in previ-
ous efforts in Cyprus was helpful. They were able
to provide institutional knowledge. In addition, it
was very helpful to have tapped into UN staff on
the ground, as they possessed the required knowl-
edge and expertise. Having people with experi-
ence in other Special Political Missions or good
offices processes was also useful.”

— Cyprus, After Action Review

Headquarters level
At Headquarters level, UN coordination takes place at the work-
ing level through integrated task forces (ITFs), integrated mission
task forces (IMTFs) and interagency working groups, which bring
together all relevant agencies, funds and programmes in a forum
chaired by the lead department. ITFs are created for countries
where the UN has an official political, peacekeeping or peace-
building field presence. Their purpose is to exchange information,
coordinate the actions of the various components of the UN and
ensure that the different strands of activity are consistent with the
political strategy of the UN in a conflict or post-conflict country.
The leadership, organization and management of ITFs is the key
responsibility of DPA desk officers. In 2009, the Secretary-General’s
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Policy Committee approved a new policy whereby an ITF should
be created within 48 hours of any unconstitutional change of
Government so as to ensure a coordinated UN response. More
information on this policy as well as the management of ITFs is
available in the IMPP Guidelines on the Role of Headquarters.

At the strategic, or principals’, level, coordination takes place
through the Secretary-General’s Policy Committee and bodies
such as the Executive Committee on Peace and Security (ECPS).°
The Secretary-General’s Policy Committee is the highest internal
coordination body for the UN. Secretariat departments and agen-
cies, funds and programmes are represented at the leadership
level. Issues on the agenda of the Policy Committee are subject
to extensive prior consultations, which are articulated in care-
fully negotiated discussion and decision papers. Policy Commit-
tee decisions are particularly helpful for coordinating a systemic
response to a situation, for example, the launch of an integrated
UN mission or the alignment of the actions of all UN components
behind a political strategy. The process leading to a Policy Com-

mittee decision can, however, be time consuming.

More guidance on interacting with the Policy Committee,
including how to seize it and add items to its agenda, is available
in the SOP on DPA Preparation for PC Meetings.

The ECPS is an interdepartmental Executive Committee
composed of 18 UN departments, offices, programmes and funds.
Its mandate was broadly defined as “the highest policy develop-
ment and management instrument within the United Nations
Secretariat on critical, cross-cutting issues of peace and security”.

The ECPS meets once a month to delineate courses of action in

5 See United Nations coordinating bodies.


http://ppdb.un.org/Policy%20%20Guidance%20Database/IMPPGuidelines_RoleofHeadquarters_IntegratedPlanningforUNFieldPresences.pdf
http://dpaintranet.un.org/dpaintranet/pages/DocumentDetails.aspx?DocId=3609&Server=DPA
http://dpaintranet.un.org/DPAIntranetDocs/Documents/UN_Coordinating_Bodies_Overview.pdf
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situations of immediate security concern as well as in potential

conflict situations.

Another resource available for Headquarters-level coordina-
tion is the Mediation Focal Points System, which is comprised of
all members of the ECPS, including the United Nations Develop-
ment Fund for Women (UNIFEM). It meets on a monthly basis.
This system is the working-level mechanism for developing medi-
ation support policy and guidance materials and sharing best

practices across geographic and functional areas.

17. Reporting

Reporting protocols, including frequency, recipients, format and
systems, should be established from the outset of any operation.
The purposes of reporting are to allow Headquarters to remain
abreast of developments on the ground, to engage in strategic dia-
logue with the team in the field and to contribute to supporting

the team’s efforts at other levels.

17.1. Subject of reporting

A key task in the start-up phase is to establish a regular reporting
system between the field and Headquarters. The golden rule of
reporting is that it should cover all information that Headquar-
ters needs to be able to support the mission. Similarly, Headquarters
should report to the field on developments at Headquarters level
that may affect the conduct of the mission on the ground, such as

debates in the Security Council.

Reports should be concise and factual, containing analytical

comments, as required, for the reader to appreciate the significance
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Figure 4
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of developments contained in the reports. They should also contain
recommendations for action by Headquarters when appropriate. A

template for DPA reports is available on the DPA Intranet.

17.2. Recipients of reports

Reporting in mediation engagements is from the head of mission
to the Secretary-General through the Under-Secretary-General
for Political Affairs. Typically, reports are sent to the Under-
Secretary-General for Political Affairs with a copy to his advisers
on the region concerned, the director of the relevant regional divi-
sion, desk officers, country focal points in the Mediation Support
Unit (MSU) and country focal points in the Electoral Assistance
Division, as appropriate. In countries where a peacekeeping oper-
ation is deployed, reports may also be sent to the DPKO Situation
Centre for dissemination to relevant officers in that Department.
When appropriate, reports can also be shared with members of

integrated task forces and working groups.

17.3. Management of information security
The distribution list may vary depending on the sensitivity of
the information contained in the reports. In pursuance of ST/
SGB/2007/6 on information sensitivity, classification and han-
dling, the UN currently uses three levels of information security
which affect access to documents:

» 'The designation “unclassified” shall apply to infor-

mation or material whose unauthorized disclosure

could reasonably be expected not to cause damage to
the work of the UN

» 'The designation “confidential” shall apply to infor-
mation or material whose unauthorized disclosure
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could reasonably be expected to cause damage to the
work of the UN

» The designation “strictly confidential” shall apply to
information or material whose unauthorized disclo-
sure could reasonably be expected to cause excep-
tionally grave damage to or impede the conduct of
the work of the UN

More details on information security are available in S7/
S§GB/2007/6.

17.4. Reporting frequency and types of reports

While some operations have fixed reporting cycles, it is generally
accepted that reporting should be on an “as needed” basis: several
times per day at times of crisis, or every few days in quieter peri-
ods. Mediation teams are typically small and reporting require-

ments should be adapted to the capacity of the team.
Types of reporting may include:
» Flash reports
» Daily situation reports
» Weekly reports
» Analytical/thematic reports

» Strategy updates and memos

17.5. Reporting systems and technologies

The UN uses different formats and channels for reporting. In
operations where encryption technology is available, the practice
has been to use the code cable format to transmit daily report-
ing as well as for routine exchanges on various matters between

Headquarters and the field. In 2010, a new system for integrated
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reporting, the operations reports repository (ORR),* was intro-
duced to rationalize reporting and distribution channels. Proce-
dures for access and use of this system are available on the DPA

Intranet.

Secure information can be sent from the field to Headquarters
using the mobile office (through Citrix) ICT service. This technol-
ogy allows staff members to connect from their local internet sta-
tion into the protected Headquarters network, providing access
to UN resources and applications. These include ORR, iSeek, the
Integrated Management Information System (IMIS) and Lotus
Notes. More information on how to request a connection to the
mobile office (Citrix) is available in the UNHQ Mobile Office Stand-

ard User’s Guide.

A more informal way of reporting is to hold frequent video
or teleconferences between field teams and regional divisions.
While at times difficult to plan, this format allows a more per-
sonal transmission of information as well as more significant

exchanges on strategy.

17.6 Reporting in joint operations

In joint operations, inter-institutional teams may consider issu-
ing common reports to their respective headquarters. While this
does not preclude the dispatch of individual reports, it ensures a
common monitoring of progress in the implementation of a com-

mon strategy.

5 ORRis an electronic tool designed by DFS for the collaborative drafting, sharing and

electronic storage of DPKO and DPA mission reports.
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17.7. Reporting to Member States

A number of channels are available to keep Member States
informed of a mediation process. The choice of the most appro-
priate mechanisms often depends on the intent, which, for exam-
ple, will affect whether formal or informal channels are used.
Informally, reporting can take place routinely through contact
group or group of friends meetings, through the establishment
of direct lines of communication with particular Governments
and the organization of informal briefings for UN legislative bod-
ies. Official briefings for legislative bodies or the Security Council
can be arranged for more formal purposes. Other options include
the monthly luncheon of the Secretary-General with the Security
Council and, for African issues, briefings to the Ad Hoc Working

Group on Conlflict Prevention and Resolution in Africa.

18. Communications and media management

18.1. Development of a communications strategy

The management of a communications strategy is of critical
importance in mediation endeavours. A mediation team’s com-
munications strategy should be closely linked to the mediation
strategy to ensure that contacts with the public and the media
remain focused on advancing the objectives of the mediation.
Guidance on the drafting of a communications strategy is avail-
able on the DPA Intranet.

In the start-up phase, priorities in the areas of communica-
tions are to (1) establish public information management systems

(websites, e-mail distribution list for press releases, a contact list
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of journalists, linking with United Nations Information Centres
(UNICs), etc.) and (2) explain the role of the UN in a country or
in a peace process. In many contexts, such an initiative can draw
on traditional communicators at the community levels to ensure
broad outreach down to that level. The risks associated with the
leveraging of local groups should, however, be taken into account

and managed.

A Guidance Note on Public Information in Peace Processes and
Agreements and a toolkit on public information management in

mediation processes are available on the DPA Intranet.

18.2. Interactions with the media

Once a UN (or UN-supported) mediation role is publicly acknowl-
edged, interacting with the media will be an unavoidable and
indeed critically important part of the senior UN envoy’s respon-
sibilities. The UN policy on relations with the media (outlined in
the UN Media Guidelines) clearly authorizes staff to engage with
media on issues for which they are directly responsible, stressing
that sensitive issues should be dealt with at the appropriate level
of seniority. The challenge is to do so effectively so as to support
the objectives of the peace process. In some cases, the mediator
will be injecting an impartial UN perspective. In others, he or she
may be tasked by common agreement of the parties to speak on

behalf of the peace process as a whole.

In joint mediation endeavours with other organizations, it is
important to agree on who will address the media to ensure that

the team “speaks with one voice”.
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18.3. Communication tools for mediation teams

At Headquarters level, available communication tools include
the publication of statements by the Secretary-General and her/
his spokespersons, and direct engagement with the media in the
form of press briefings and encounters in New York, which can be
facilitated by the DPA Press Officer and the Office of the Spokes-
person of the Secretary-General. A briefing by the Head of Pub-
lic Communications to mediation teams can be very helpful. 7%e
Standard Operating Procedure on Press Statements provides addi-

tional information on these issues.

In the field, communications is conducted using a number of
channels, including by:
» Engaging the local media, including through press

encounters following high-level meetings and rounds
of negotiation or the use of local press releases

» Using UN media outlets, including UN radios, UNICs
and other means of outreach

» Engaging civil society groups (women’s groups, reli-
gious leaders, etc.) and other information transmis-
sion channels

Field and Headquarters actors should coordinate closely on
all interventions with the media to ensure consistency in messag-
ing across all levels. This is becoming increasingly important as
new technologies permit the instant dissemination of information
across the world. In particular, statements issued by Headquarters
should be closely coordinated with field staff as their content may

have implications for the security of staff on the ground.
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19. Shift to medium-term planning

The start-up phase comes to a close when a mode of engage-
ment has been selected, a mediation strategy developed, start-
up funding has been secured, a mediation team has been staffed
and mandate implementation has begun. At this point, the focus
should shift to the identification of longer-term options for the
sustainment of the mediation processes. As operations often
rely on temporary resources in the start-up phase, such as staff
deployed from Headquarters or temporary start-up funding, it
is important to start considering longer-term options as soon as
possible. These options range from making a temporary UN pres-
ence more permanent through the identification of longer-term
funding and sustainment options to building local capacity for

conflict resolution and management.

The shift to longer-term support may also have implications
for staffing at Headquarters, an aspect which should be consid-

ered as early as possible given the time required to hire new staff.

Plans for the long-term management of operations should
also include provisions for the periodic review of mediation strat-
egies, including regular reflections on whether the mediation

effort should continue. This should be assessed in relation to the
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objectives identified at the launch of the operation as well as the

impact of the mediation on the conflict.

20. Options for medium-term funding

A number of generic options are available for medium-term fund-
ing depending on the nature of the process, the role played by the
UN and the forecast of upcoming requirements. These options
include:

» Establishment of a Special Political Mission (SPM) or

revision of an existing SPM mandate, which requires
a mandate from the Security Council

» Creation of a special trust fund to finance the opera-
tion in the medium to long term

» Handover to another UN component such as the Res-
ident Coordinator’s office or to another organization

The Policy and Mediation Division of DPA can provide advice

on these options.

21. Lessons learning

21.1. Lessons learning as part of the strengthening agenda of
DPA

Aspartofitsinstitutional strengthening agenda, DPA has designed
and approved a number of tools to facilitate lessons learning
and the identification of best practices for replication from one
operation to another other. These learning activities allow teams

to improve their operations in real time by reflecting on positive
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and negative aspects of their activities, and the Department to
improve its effectiveness over time. More information on knowl-
edge management resources available to DPA staff is available on
the DPA Intranet.

21.2. When and how to conduct lessons-learning exercises
Although lessons learning can take place at any point in an opera-
tion, it usually coincides with the closure of a particular project or
phase. An After Action Review could, for example, be conducted
after the initial planning phase or at mid-point in a mediation
process. DPA lessons learning methodologies and templates are
available on the DPA Intranet.

All senior officials are required to submit End of Assign-
ment Reports following the completion of their mandates. The
Mediator-in-Residence Programme can also allow senior officials
to spend some time at Headquarters reflecting on their assign-
ments and providing recommendations for the future. Other staff
and consultants should be debriefed immediately upon return
from their assignment. The main objective of debriefing proce-
dures is to build a departmental institutional memory on key
challenges and good practices in mediation processes. The cap-
ture of such lessons will be used in the continuity of the mission

or for future missions.

It is also important that key documents be archived on UN
Peacemaker and the DPA Intranet for the reference of future

teams.
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E. MONITORING AND COMPLIANCE

The responsibility for compliance with these Guidelines lies with

all components of DPA, as appropriate.

Monitoring of compliance is the responsibility of the Media-

tion Support Unit.

F. CONTACT AND RESOURCES ON
START-UP PROCESSES

The contact person for further information on mediation start-
up is Sébastien Lapierre (lapierre@un.org or 917-367-5438) in the
Mediation Support Unit of the Policy and Mediation Division.

G. HISTORY

These Guidelines were approved on 8 June 2011 by the Under-
Secretary-General for Political Affairs, and should be reviewed no
later than 30 June 2013.
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Annex: Mediation start-up checklist

Key tasks

Specific considerations

| — Strategic planning for mediation engagements

Assessment and decision-making

D Conflict analysis

() Assessment of engage-
ment options

() Liaison and strategic coor-
dination with other actors
(local and international),
including agreement on
lead mediator

() Determination of mode of
UN engagement

Developing a mediation strategy

D Development of a media-
tion strategy

D Endorsement of the strat-
egy at appropriate levels

» The local UN team, civil society representatives and Member States
can provide invaluable knowledge and information.

» Is mediation the most suitable form of third-party engagement?

Strategic coordination includes:

» Development of a joint vision

» Agreement on a division of labour

» Agreement on key principles and definition of what minimal outcome
would be acceptable

» Agreement on basic modalities, e.g., leadership of the initiative, time
frames

» Direct (lead or co-lead) or indirect (support) engagement?

» Inclusion of views of local actors, including representatives of women
The strategy should include:

» A broad approach

» International/local actors that must be included in the process

» Schematic coordination architecture

» A process that will be used to reach an agreement

» Post-agreement requirements and support structure

Il — Operational planning for mediation processes

D Development of an opera-
tional plan

D Identification of sources of
funding

() Finalization of operational
budgets

| Drafting of TOR for envoys
and staff

D Identification of suitable
candidates for the media-
tion team

» To be developed in close collaboration with EO, the operational plan
identifies the concrete resources required to implement the strategy.

Consider:

» Existing resources

» Extrabudgetary funds

» Funds from the Secretary-General's unforeseen and extraordinary
expenses account

» Peacebuilding Fund

» SPMs provisions in the regular budget

Consider expenses for:

» Staffing (international and national)

» Travel and DSA

» Office facilities

» Operational expenses (meeting rooms, etc.)
» Communication and IT

» Local transport

» ToRs should mention responsibilities and expectations, including
reporting protocol between the field and Headquarters

Consider:

» Existing staff

» Temporary appointments

» Consultants or experts

» National staff, consultants or individual contractors
» Standby team of experts and partners



(1) Issuance of contracts

D In-briefing of staff

D Travel arrangements

D Mobilization of operational
resources

D Decision on the financial
and administrative support
structure

| Safety and security
requirements

Il — Establishment of coordination and communicatio

» Political implications of staff titles and administrative status

» Personal briefings and meetings with senior DPA managers

» Provision of guidance documents from Special Envoy Briefing
Package, UN Mediator's Manual, Mediation Start-up Resource
Package, etc.

In addition to air tickets and accommodation arrangements,
considerations include:

» Issuance of visas

» Security clearance

» Medical clearance

Including:

» Local transportation

» Communications and IT equipment
» Office facilities

Consider support through:

DPA/Headquarters through the Executive Office (EO)
The Department of Field Support (DFS)

» The UN country team

How will the safety and security of the team be managed?
How will the specific security needs of the team be taken into
account?

How will the team share information on developments that
may affect the security of other UN staff members in the
country?

ystems

D Design and establish-
ment of a coordination
architecture

D Establishment of a report-
ing system

D Liaison with Member States

(L Communication and
media management
strategy

» At the team level

» At the country level

» At the international level

» Within the UN system (Headquarters and field)

Consider:

» Recipients of reports

» Reporting frequency and types of reports
» Common reporting in joint operations

» Systems and technologies

» Different formats (formal or informal) for different objectives

» The communications strategy in an extension of the media-
tion strategy

The strategy should include:

» Clear articulation of objectives, key messages, media
monitoring system and outreach infrastructure

» Field/Headquarters coordination of interventions with
the media

» Linkage with United Nation Information Centres (UNICs)

IV —Beyond the start-up phase

D Strategic guidance, includ-
ing revision of mediation
strategy

D Planning for the medium
term and initiating a shift
to medium-term funding
sources

D Capturing lesson learned
and institutional memory

» Is the mediation effort helping to resolve the conflict, or
merely “freezing” it?

Including:
» Identification of medium-term funding options to sustain the
operation

Including:

» After Action Reviews at different stages of the mediation
process

» End of Assignment reports for senior officials

» “Mediator-in-residence” debriefing option
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