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whether outcomes are being achieved and helps create a greater likelihood 
of positive impact.

• It highlights success as well as areas of concern in terms of productivity, 
effectiveness and efficiency.

Information management drives continual improvement processes, through better 
understanding of the characteristics of mine action problems and the performance 
of people, resources and systems as they respond to those problems.

QM, RBM and IM all require resources, effort and commitment, but they provide 
the structure, principles and processes that allow organisations to define and 
achieve their aims, and to do so efficiently. They encourage transparency and 
accountability, while inhibiting inefficiency and corruption.

Mine action can affect the different genders and diversity within populations in 
different ways. Gender and diversity considerations need to be mainstreamed 
in management, with thorough analysis to inform strategies, plans and the 
implementation of mine action programmes; doing so helps ensure that the right 
priorities are identified and that the gender and diversity profile of the programme’s 
staff is optimal for effective delivery.

STRATEGIC MANAGEMENT

Institutional architecture and capacity development

What is institutional architecture?

Institutional architecture refers to how a national mine action programme:

• is structured (ie how the different mine action actors relate to one another); 
and

• relates to other ‘arenas’, which typically include:

 } Government arena

 } International arena

 } Local communities arena

 } Market arena.

In both cases the behaviour of mine action actors and actors in other arenas is 
shaped by institutions (laws, standards, regulations, norms) that establish ‘the rules 
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of the game’ and hence the incentives (rewards and penalties, plus enforcement 
mechanisms) facing each actor.

Figure 5 depicts some of the key features considered when analysing options 
for the architecture of a national mine action programme. Some are reasonably 
straightforward, others more complex. Careful thought is needed in terms of how 
best to establish linkages between mine action and other arenas.

Mine action programmes are typically first established as a country emerges 
from conflict. This is a dynamic time during which there are rapid changes in 
the political, economic, socio-cultural, and demographic dimensions and, often, 
the size and focus of international engagement.

Understanding the drivers of change during this period is critical. Three are of 
particular importance for mine action:

• Progress in the peace process itself is critical for all activities, including 
mine action.

• Linkages between formal government structures and local communities. 
Conflict often severs the links between the government and communities 
in parts of the country and it takes time to re-establish them once peace  
emerges. Until linkages are restored the government lacks information, 
capacity and, in some cases, trust with many conflict-affected communities. 
These are required to understand local needs, establish priorities, and 
deliver public services, including for mine action. Mine action actors 
working in conflict-affected areas (typically, local or international NGOs, 
or the UN) have an important role in community-level needs assessments, 
prioritisation and service delivery. This NGO/UN niche diminishes over 
time as the normal apparatus of government is re-established in affected 
communities.

• The overall relationship between the government and the international 
community. As peace emerges and during the immediate post-conflict 
period, capacity and financial constraints mean the government must focus  
on a few issues of overarching importance, leaving the international 
community to play a major role in addressing other matters, which typically 
include mine action. Normally this is a temporary situation and ‘ownership’ 
is reasserted by the government as post-conflict emergencies are resolved 
and the government’s capacities grow.



FIGURE 5 THE ARCHITECTURE OF MINE ACTION: ACTORS, ARENAS AND LINKAGES
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Support for capacity development

One of the key concerns regarding mine action is the development of local capacities. 
International actors do not develop local capacities: local people and organisations 
develop local capacities, and international actors support their efforts. Understanding 
the dynamic environment, and drivers of change that shape the environment, 
is important to ensure that the mine action architecture meets the special requirements 
of the immediate post-conflict period, but also adapts as the context evolves.

Such understanding is also critical in planning support for capacity development. 
International actors often play a leading role in determining the technical and 
operations management skills that are required, and in providing the training, 
designing the procedures, and helping to get a programme up and running.
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Capacities also have to emerge to coordinate the national programme and to 
establish effective working relationships with other arenas. For this the mine 
action programme must adapt to the broader institutional arrangements in the 
country including:

• the legal framework given by the constitution and other legislation;

• the division of responsibilities across ministries and levels of government;

• national planning and budgeting systems;

• the role of security institutions (military; police; civil protection); and

• civil society.

International mine action personnel rarely have much expertise in these areas. 
National actors are more likely to understand these issues. Progress in developing 
‘higher level’ capacities depends on the leadership of local managers and experts. 
Accordingly, international advisors try to avoid writing capacity development plans 
for high-level capacities. Instead, they seek to encourage national mine action 
officials to formulate the country’s own capacity development plan for mine action 
and to indicate their priorities for international support.

Priority-setting 1

Priorities are set to ensure scarce resources are assigned to the most urgent and 
important matters. Priorities should be set to deliver the most value possible, 
given the resources available. 2 It is widely accepted that the value of a mine action 
programme stems from how well it promotes the following four objectives:3

1. Saving lives and limbs

2. Economic growth

3. Poverty reduction

4. Compliance with international treaties and norms.

Effective promotion of all four objectives requires good information on the location 
and nature of mine/ERW. The first three also require socio-economic information: 
the existing demographic and economic patterns, national and local development 
plans, seasonal migration routes of pastoralists, and other country-specific 
aspects. The location of contamination determines which areas will eventually 
need to be cleared, but socio-economic data determines which contaminated 
areas need to be cleared first (and often to what depth).
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Many mine action operators have significant experience in setting sound priorities 
for the resources directly available to them. Similarly, the United Nations Mine 
Action Service (UNMAS) has extensive experience in prioritisation to support 
peace-keeping or stabilisation programmes. From a national perspective a mine 
action programme will never deliver value-for-money if each agency sets its own 
priorities in isolation. This is so, no matter how good the prioritisation mechanisms 
of the individual agencies are.

Coordination among individual agencies can help to some extent, but eventually 
a systematic approach is required – a national prioritisation system to support a 
national mine action programme. Such a programme-wide system is required to 
ensure appropriate allocation of available resources between different parts of the 
country, organisations, mine action ‘pillars’, and between current operations and 
investments in future capacities.

National authorities, in consultation with international donors, must also ensure that 
total resources are allocated appropriately in terms of the relative weight accorded to:

• saving lives and limbs;

• supporting development investments (eg infrastructure projects); and

• promoting poverty reduction (eg clearance of areas for returning refugees 
and other landless households).

National authorities, in dialogue with international donors, are well placed to ensure 
the bulk of resources flow to where they are most needed. However, an office in 
the capital city rarely has the kind of detailed information needed to determine 
which specific tasks should be implemented first. 4 Decisions concerning task 
priorities are normally best decentralised to reflect local needs and preferences.

Aid effectiveness and mine action

The need for national authorities, in consultation with international donors, to 
ensure that total resources available to mine action are allocated appropriately on a 
programme-wide basis raises the issue of aid effectiveness. The Paris Declaration 
of 2005,5 agreed by international donors and recipient countries, laid down the 
following principles of aid effectiveness:

• Ownership: developing countries set their own strategies for poverty 
reduction, improve their institutions and tackle corruption.

• Alignment: donor countries align behind these objectives and use local 
systems.
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• Harmonisation: donor countries coordinate, simplify procedures and share 
information to avoid duplication.

• Results: developing countries and donors shift focus to development results 
and results get measured.

• Mutual accountability.

Since then, high-level meetings have taken place in Accra (2008) and Busan (2011) 
to advance the aid effectiveness agenda. A number of governments in mine-
affected countries have established their own national mechanisms to promote 
aid effectiveness. Mine action features explicitly in a number of cases.

At their core these efforts are designed to move from a situation in which each 
donor sets its own strategy for a country, or for mine action, to one where 
recipient countries (governments, but also parliaments and civil society) are 
more firmly in the driver’s seat. For mine action, this implies that the government 
takes the lead formulating a single national strategy (replacing multiple donor 
strategies) and coordinating all parties to implement the agreed strategy. 
Coordination entails setting priorities and working with donors on a joint 
monitoring and evaluation system to track progress, with effort applied at both 
national and programme levels.

Transition and national ownership

The international community follows the principle that ultimate responsibility 
for landmines and ERW rests with the State under whose jurisdiction the 
contamination exists. This principle has long been recognised and accepted, 
including in international law. Affected states and the international community 
have worked to:

• promote national ownership;

• use approaches that can be sustained;

• establish competency and capacity; and

• adhere to international standards and good practices.

Transition approaches differ and results have been mixed. There is also limited 
guidance on how to plan and implement the transition of UN-managed mine 
action programmes to full national ownership.
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WHAT IS NATIONAL OWNERSHIP?

In 2005, the Paris Declaration established ‘country ownership’ as a key 
principle of aid effectiveness whereby ‘partner countries exercise effective 
leadership over their development policies and strategies and co-ordinate 
development actions’. The measure of ownership was to be (i) the govern-
ment’s ‘operational development strategy’ coupled by (ii) donor alignment on 
this strategy. Subsequent international meetings have broadened the concept 
of ownership to recognise the roles of other development actors such as civil 
society organisations, parliaments and local governments.

Ownership is not a simple concept or one that is easy to measure. It is best 
thought of as a set of rights and responsibilities, including:

• the right to determine whether an initiative is required and to request 
assistance for it;

• the responsibility to make a tangible commitment;

• the right to exercise some control over the resources available and the 
benefits created; and

• the responsibility, together with donors, to determine whether an 
initiative has been successful and should be continued. 6

Accordingly, some countries may exhibit high ownership in one dimension, 
but little in another.

QUALITY MANAGEMENT AND RESULTS-BASED  
MANAGEMENT SYSTEMS

Introduction

The main goal of Quality Management (QM) in Mine Action Programmes has 
been to provide confidence to the beneficiaries, the operator and the NMAA 
that clearance and quality requirements have been met and that released land is 
indeed safe to use. 7


