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[bookmark: _Toc424722611][bookmark: _Toc435713475]FOREWORD

In April 2009, the United Nations System Chief Executives Board for Co-ordination (CEB) launched the Social Protection Floor Initiative (SPF-I), which sought to organize and strengthen UN efforts to establish basic income and social service guarantees for all, known as a social protection floor.
Endorsed by UN Member States at the Rio +20 Conference on Sustainable Development, and supported by the Group of Twenty (G-20) and many other forums, the SPF-I gained significant attention and momentum.  UN-wide implementation of the SPF-I was given a boost in June 2012 when governments, employers’ representatives, and workers’ representatives unanimously adopted the International Labour Organization (ILO) Recommendation concerning national floors of social protection (No. 202) at the 101st session of the International Labour Conference (ILC). 
In 2014, UN Development Group (UNDG) Chair Helen Clark and ILO Director-General Guy Ryder sent a letter to all UN Resident Coordinators (UNRCs) and United Nations Country Teams (UNCTs) calling for continued and coordinated actions towards making social protection a reality for all.[footnoteRef:1] Meanwhile, UN Member States have renewed their commitments to ending poverty and reducing inequalities as part of the 2030 Agenda, in which the extension of social protection and specifically social protection floors figure prominently as targets to achieve these goals.[footnoteRef:2] [1:  Joint UNDG-ILO letter to all Resident Coordinators, 24 March 2014, available at http://www.social-protection.org/gimi/gess/RessourcePDF.action?ressource.ressourceId=44138.]  [2:  Social protection including floors are mentioned in among five of the 17 Sustainable Development Goals (SDG), namely SDG 1 on ending poverty, SDG 3 on ensuring healthy lives, SDG 5 on achieving gender equality, SDG 8 on promoting decent work and SDG 10 on reducing inequality.] 

The design and establishment of social protection floors is a new area of work for many UNCTs requiring the development of new methodologies and tools to aid in the assessment of social protection situations, provide convincing recommendations to governments, ensure the sustainability of financing, and support the development of innovative implementation strategies and mechanisms.
Member agencies of the UNDG are working together to provide the knowledge base and guidance to governments and their partners wishing to improve social protection coverage and delivery. This tool-kit specifically on social protection coordination produces:
a common definition of coordination in the field of social protection and a common understanding on its importance;
a methodology to assess the level of coordination in one country;
potential entry points for UNCTs in supporting government and other stakeholders of the social protection field in coordinating the development and implementation of the social protection floors;
the identification of good practices to ensure the development and delivery of coordinated social protection floors.
The tool-kit is structured to delineate the various levels of coordination (policy, vertical and operational) that exist, outline a practical coordination assessment methodology for users to apply in varying country contexts, and provide a wide range of concrete country experiences that illustrate examples of the various recommendations proposed for making improvements in social protection coordination. 
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[bookmark: _Toc424722615][bookmark: _Toc435713479]INTRODUCTION
[bookmark: _Toc424722616][bookmark: _Toc435713480]Social protection is a human right and an economic necessity
Social protection is the set of measures that a society provides for its members to protect them from general poverty and social exclusion, from a lack of income caused by sickness, disability, maternity, employment injury, unemployment, old age, or death of a family member, a lack of affordable access to health care, and insufficient family support particularly for children and adult dependants. Access to social protection is a public responsibility which is typically provided through public institutions, financed from either contributions or taxes or both. However the delivery of social protection can be and is often mandated to private entities. Moreover, there exist many privately run institutions (of an insurance, self-help, community-based or mutual character) which may complement and largely substitute for elements of public social protection schemes.[footnoteRef:3] [3:  Source: ILO, 2014. World Social Protection Report.] 

According to Article 22 and Article 25 of the Universal Declaration of Human Rights (1948) everyone has a right to social security and a decent standard of living, including access to essential social services (such as health and education) and protection from difficult circumstances that may be beyond their control (such as unemployment, sickness, disability, and old age). 
Social protection powerfully contributes to reducing poverty, exclusion, and inequality while enhancing political stability and social cohesion. It can also be a powerful tool to prevent and recover from the economic crisis, natural disasters and conflicts. Social protection is needed for economic reasons as well. Social protection contributes to economic growth by supporting household income and thus domestic consumption; this is particularly important during this time of slow recovery and low global demand. Furthermore, social protection enhances human capital and productivity, making it a critical policy for transformative national development. Social protection is therefore essential for inclusive development and social justice. 
[bookmark: _Toc435713481]The Social Protection Floor concept reaffirms the right to social protection 
To turn the right to social protection into a national reality and improve the lives of millions of people worldwide, the United Nations (UN) system’s Chief Executives Board for Coordination (CEB) launched the Social Protection Floor Initiative[footnoteRef:4] in April 2009.  [4:  UN cooperating agencies for SPF-I include: FAO, OHCHR, UN Regional Commissions, UNAIDS, UN-DESA, UNDP, UNESCO, UNFPA, UN-HABITAT, UNHCR, UNICEF, UNODC, UNRWA, WFP and WMO. Other co-operating agencies include IMF and World Bank. The SPF-I is led by ILO and WHO.] 

Social protection floors (SPFs) are nationally defined sets of basic social security guarantees that ensure access to essential health care; adequate cash transfers for children; benefits and support for people of working age in case of maternity, disability, work injury, or for those without jobs; and pensions for all older persons. This basic level of protection can be provided through social insurance, tax-funded social benefits, social assistance services, public works programmes, and other schemes guaranteeing basic income security. 
Among the many strategies that countries can employ in expanding their social protection programmes and systems, the social protection floor (SPF) approach stands out for its promotion of universal and rights-based social protection coverage. The SPF approach also highlights the need to consider individuals’ social protection needs throughout the life cycle. Social protection floors should, by definition, ensure, as a minimum, that, over the life cycle, all in need have access to essential social services (such as health care and education) and a basic level of income security. The picture below demonstrates how a basic level of social protection coverage can, through different modalities (contributory, non-contributory, and partially contributory) reach different population groups.
[bookmark: _Toc435713660]Figure 1. Social protection system overview
[image: ]
Source: UNDG A-P Thematic Group on Social Protection, in UNDG and ILO, UNDG Asia-Pacific Social Protection Issues Brief, Bangkok: ILO, 2014
In June 2012, governments, and employers’ and workers’ representatives adopted the International Labour Organization’s (ILO) ‘Recommendation concerning national floors of social protection’ (No. 202) by consensus at the 101st session of the International Labour Conference.[footnoteRef:5] The Social Protection Floors consist of four components which aim to ensure equitable access to basic services and transfers to the whole population of one country, with a special emphasis on the poorest and most vulnerable. Defined as basic social security guarantees, these four components are described in Article 5 of the Social Protection Floors Recommendation, 2012 (No. 202): [5:  Recommendation No. 202 is available at http://www.ilo.org/dyn/normlex/en/f?p=NORMLEXPUB:12100:0::NO::P12100_ILO_CODE:R202] 

(a)	access to a nationally defined set of goods and services, constituting essential health care, including maternity care, that meets the criteria of availability, accessibility, acceptability and quality;
(b)	basic income security for children, at least at a nationally defined minimum level, providing access to nutrition, education, care and any other necessary goods and services;
(c)	basic income security, at least at a nationally defined minimum level, for persons in active age who are not able to earn sufficient income, in particular in case of sickness, unemployment, maternity and disability; and 
(d)	basic income security, at least at a nationally defined minimum level, for older persons.
[bookmark: _Toc435713482]The concept of Social Protection Floor calls for more coordination 
Unlike other government sectors, social protection has traditionally been developed and delivered by several institutions and stakeholders, either focussing on certain type of population (e.g. workers of the formal sector), either delivering only some services (e.g. health care) or transfers (e.g. family allowances). Therefore, the design and implementation of a social protection floor will require coordinating all of these different organizations. In particular, it will be essential to ensure that by combining the groups of population covered by the different organisations, the floor is provided to the entire population.
In addition to the complementarity of stakeholders described above, coordination is also needed to ensure the efficiency of the social protection system by minimizing duplications (e.g. two organisations delivering the same benefit to the same population at the same time). Coordination could also contribute to improve the effectiveness of the system by combining different benefits and services from different organizations to address simultaneously the different dimensions of poverty and social exclusion.
Efforts to develop and implement coordinated SPFs should encompass all social protection stakeholders (i.e. central governments, local governments, social partners, development partners, and relevant civil society organisations) as well as stakeholders from related fields (education, enterprise development, finance, disaster risk management and climate change adaptation, among others). 
Coordination is also important among UN agencies and other development partners to maximize the effectiveness of the support provided to governments. By working as one, UN agencies can significantly increase the impact of interventions and avoid situations where conflicting advice is provided to countries. Furthermore, synergies can be achieved when leveraging their respective strengths to provide support on a particular aspect/issue. The pooling of resources can thus help achieve bigger and more sustainable gains than individualized action. At the same time, UN agencies can work together and with countries to better link national social protection actors (administrators, programme managers, etc.) to networks of experts and learning opportunities in other countries.
[bookmark: _Toc435713483]Objectives, scope and structure of the UNDG toolkit on coordinating the design and implementation of nationally defined Social Protection Floors
The present tool-kit is primarily addressed to UN Country Teams (UNCTs). It provides a conceptual framework to support the efforts of UNCTs to convince governments of the importance of coordination in the field of social protection. The toolkit also provides concrete guidance and practical tools to conduct an analysis - at the country level - of existing coordination mechanisms that are used for planning and implementing social protection policies and to consensually identify possible improvements to these coordination mechanisms. Finally, the toolkit provides guidance and practical examples for UNCTs to support governments and other relevant stakeholders, in specifying and implementing the recommended improvements for better coordination and collaboration in the field of social protection.
Coordination among the different UN agencies working in the field of social protection is hereafter envisioned as an initial step to be completed, in order to effectively support national actors in their coordination efforts. Ideally organised under the supervision of the UN Resident Coordinator (UNRC), UN collaboration in the field of social protection should be reflected in a United Nations Development Assistance Framework (UNDAF), One UN programme, or other UN programming framework. The UNDAF is to be developed according to a process, in which UN agencies agree (among themselves and together with the government) on common objectives and define roles and responsibilities, to be assumed jointly and by each member of the UNCT, according to its capacities and expertise. Collaboration among UN agencies has been formalized using six work streams[footnoteRef:6]: [6:  UNDG toolkit for improved functioning of the United Nations development system at the country level - http://toolkit.undg.org/] 

UNDAF or common programming tool
Common Services and Harmonized Business Practices
Common premises
Joint communication
Common Budgetary Framework & Joint Resource Mobilization
Organizational change - leadership, structure, skills, culture
[bookmark: _Toc424722618]Chapter 1 helps to advocate for more coordination. It provides a definition and justifies why coordination is needed. 
Chapter 2 proposes a methodology to assess existing coordination efforts in a country. This assessment would lead to recommendation to improve coordination.
Chapter 3 provides entry points and example to inspire and guide UNCTs and other social protection stakeholders to improve coordination.
implementation of SPFs also includes the alignment of social protection with other relevant sectors.
[bookmark: _Toc435713661]Figure 2. Overall structure of the toolkit
[image: ]

[bookmark: _Toc435713484]A gradual implementation of coordination mechanisms
Coordination can be implemented step wise, starting with feasible initiatives and convinced stakeholders, and to progressively extend coordination mechanisms to finally reach global coordination.
Also, there is no point in waiting for the different components of the SPF to be installed to start the coordination effort. Coordination for a more efficient social protection system, and a more accessible and effective SPF has to be considered from the onset of social protection development since it might have an impact on the design of the different schemes (e.g. use of a single registry).
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[bookmark: _Toc424722619][bookmark: _Toc435713485]CHAPTER I: THE IMPORTANCE OF COORDINATION IN THE CONTEXT OF DESIGNING AND IMPLEMENTING SOCIAL PROTECTION FLOORS 
[bookmark: _Toc413086006][bookmark: _Toc424722620][bookmark: _Toc435713486]The need for coordination 
[bookmark: _Toc424722621][bookmark: _Toc435713487]The SPF proposes a holistic approach to social protection
Different components of social protection are often under the responsibility of different line ministries and public organizations, and involve deconcentrated structures and local governments; additionally social partners are involved in designing, managing and monitoring the schemes. Some private companies could also be playing an important role in the implementation of social protection, either through a public service delegation or as part of their corporate social responsibility. Finally, and especially in developing countries, development partners (notably, international organizations and civil society organizations) can play an important role in supporting governments in developing, implementing and delivering social protection programmes. In many cases, the roles and responsibilities of these different stakeholders are not clearly defined or articulated, and the system suffers from multiple gaps and overlaps. 
Conclusions of the International Labour Conference in 2011, defined the social protection floors as follow:
“…social protection floors, containing basic social security guarantees that ensure that over the life cycle all in need can afford and have access to essential health care and have income security at least at nationally defined minimum level. Social protection floor policies should aim at facilitating effective access to essential goods and services, promote productive economic activity and be implemented in close coordination with other policies enhancing employability, reducing informality and precariousness, creating decent jobs and promoting entrepreneurship.”[footnoteRef:7]   [7:  ILC, Conclusions concerning the recurrent discussion on social protection, 2011 ] 

The SPF thus offers an integrated set of social policies with the aim of promoting a comprehensive, coherent and coordinated approach to social protection, to ensure that beneficiaries are supported throughout the course of their lives. The social protection floor concept is based on a holistic and coherent approach to social protection. It promotes horizontal coordination and a system’s approach for the development of comprehensive social protection.
The horizontal dimension of the social protection floor, i.e. universal coverage, results from the coordination of existing schemes and programme and the development of a strategy to fill the gaps. Therefore, a good coordination between the various organisations in charge of providing transfers and services is required for the design and the implementation of the social protection floor.
The realization of the vertical dimension of the social protection coverage extension, which is clearly mentioned in ILO’s Recommendation 202, also requires coordination mechanisms to be installed. Indeed, it is expected that the different stakeholders will complement each-others in order to provide more accurate and comprehensive benefit packages, taking into account and progressing toward minimum international standards of ILO’s Convention 102. 
In addition, several guiding principles of Recommendation 202 relate to coordination. It clearly moves from the usual segmented approach of social protection (social assistance versus social insurance) to the promotion of a comprehensive framework in which the focus is on the output, i.e. the provision of the right social transfer to the right person at the right time. 
[bookmark: _Toc435713680]Box 1. Aspects of Recommendation No. 202 referring to coordination include:
Section 3 (m, n):  Members should apply the principles of coherence across institutions responsible for the delivery of social protection; and high quality public services that enhance the delivery of social security systems.
Section 10 (c):  In designing and implementing social protection floors, members should ensure coordination with other policies that enhance formal employment, income generation, education, literacy, vocational training, skills and employability, that reduce precariousness, and that promote secure work, entrepreneurship and sustainable enterprises within a decent work framework.
Section 13 (2):  National strategies should be progressively built and should maintain comprehensive and adequate social security systems coherent with national policy objectives and seek to coordinate social security policies with other public policies

Yet, the design and implementation of SPFs should be organised through processes and according to working patterns that enforce coordination and collaboration among all the multiple stakeholders responsible for the different elements that will make the floor a reality for all. It is essential to coordinate between contributory and non-contributory schemes and to envision portability of entitlements, in order to better support people across their life cycles and provide them with accurate support, leaving no one on the sidelines. Such a feature can be observed in Thailand for social health protection where the National Health Security Office has built a national registry of beneficiaries based on the population database maintained by the Ministry of Interior (MOI). This registry is shared by the three social health protection schemes in order to ensure a universal coverage of the population[footnoteRef:8].  [8:  ILO, 2015, A national health insurance beneficiary registry based on national identification numbers in Thailand. Available at http://www.social-protection.org/gimi/gess/RessourcePDF.action?ressource.ressourceId=53144] 


[bookmark: _Toc424722622][bookmark: _Toc435713488]The SPF also calls for coordination of social protection with other policies 
Article 10 of Recommendation No. 202 calls for countries developing and implementing SPF to:
“ensure coordination with other policies that enhance formal employment, income generation, education, literacy, vocational training, skills and employability, that reduce precariousness, and that promote secure work, entrepreneurship and sustainable enterprises within a decent work framework” 
Social protection cannot function as an isolated and standalone field. It is interrelated with health, food security, education, and employment policies, among other fields. It is also firmly linked to economic development policies through its positive impact on local economies[footnoteRef:9], household productivity and labour market participation, that in turn result in more sustainable and equitable growth[footnoteRef:10]. This is particularly visible in the case of conditional cash transfers that often bond income security with services. [9:  Institute of development studies (2006) Local economy effects of social transfers. IDS, University of Sussex]  [10:  Mathers, N. and Slater, R. (2014). Social protection and growth. Overseas Development Institute -DFAT] 

Social protection can help minimize people’s vulnerability to shocks that affect their future, and thus, social protection policies can also accurately be linked to disaster risk management and climate change adaptation, which share common objectives[footnoteRef:11]. Similarly, in order to ensure the sustainability of the SPF, it is critical to ensure the coherence between social protection policies and the national financial, fiscal and economic contexts.  [11:  UNICEF EAPRO (2014) Protecting children from poverty, disaster and climate risks. Linking Social Protection with Disaster Risk and Climate Change Adaptation in East Asia and the Pacific – Reflections from a Symposium. UNICEF EAPRO, Bangkok.] 

Finally, social protection benefits should be delivered close to where people live and work. This impacts the administrative structures of a country. Thus, it is important to ensure that social protection policies are consistent with decentralization and deconcentration reforms.
To conclude, coordination between social protection and related fields is a necessity, not only to ensure the adequacy and consistency of the system but also its sustainability (notably according to fiscal forecasts and budgetary allocations) and efficiency. 

[bookmark: _Toc424722623][bookmark: _Toc435713489]The coordination effort is also relevant within the UN system
[bookmark: _Toc413086007][bookmark: _Toc424722624]The components of an SPF are dispersed across the mandates and agendas of different UN organizations. Hence, it is the responsibility and duty[footnoteRef:12] of UNCTs and the different agencies to coordinate their efforts within the UN system and with relevant stakeholders in the field.  [12:  In line with the SPF-I and as recalled in the Joint UNDG-ILO letter to all Resident Coordinators dated 24 March 2014, inviting coutnries to build and strengthen One UN national SPF teams.] 

UN agencies can also drive national coordination efforts. However, ideally coordination should be ensured by government representatives who are responsible for defining the vision and timeframe for the development of the social protection system in their country. Coordination should be ensured with other policies and available resources in the country, including aligning all stakeholders under this vision, as social protection is considered as the primary and overall responsibility of the State.


[bookmark: _Toc435713490]Definition of coordination 
Coordination, with the ultimate aim of developing and implementing nationally defined SPFs, can be defined as the alignment and harmonization of all stakeholder activities (at the operational level) in a coherent and holistic way, to reach clearly defined and shared objectives (at the policy level). 
To simplify, one can consider four levels of interaction between two potential stakeholders:
Work in silos: each stakeholder works alone according to their own priorities, ignoring the accomplishments of the other stakeholders;
Information sharing: each stakeholder works alone and according to their own agenda, and shares information but without any real exchange between the two stakeholders;
Policy alignment: the two stakeholders share a common objective, knowledge and experience; and
Cooperation: the two stakeholders have an established structure to exchange information and seek for possible synergies, joint-activities and resource pooling when relevant.

Due to the multiple components of SPFs and the numerous stakeholders involved, the actual situation in a country will always be far more complex. Some stakeholders may work in a coordinated way, while others prefer to work in silo.
The figure below illustrates the three dimensions of coordination required for an efficient design and implementation of an SPF in a country; namely horizontal coordination at the policy level; vertical coordination between the policy level and the operational level; and horizontal coordination at the operational level.
[bookmark: _Toc435713662]Figure 3. Required coordination efforts to develop and implement social protection floors
[image: ]
[bookmark: _Toc424722625]
[bookmark: _Toc435713491]Horizontal coordination at the policy level
The social transfers (in cash and in kind) that constitute a national SPF usually fall under the responsibility of different line ministries, departments and agencies (e.g. Ministry of Education, Ministry of Health, Ministry of Social Welfare, Ministry of Labour, and so on). The design, implementation and operation of these transfers involve many other entities such as social partners, civil society organizations, UN agencies and other development partners. The understanding and subscription of each of these stakeholders to the vision of the national social protection system and development path promoted by the government are essential to ensure effective implementation of the system and to provide the necessary support to people in need.
Each entity working in the field of social protection has its own agenda and priorities which may contribute to the organization of SPFs to a certain extent, but may also partially duplicate or neutralize the efforts of other entities. Many countries are affected by scattered and complex social protection systems, which are inefficient and make it difficult to access benefits. Nationally defined SPFs should be developed through a strong and inclusive coordination effort at the policy level, to reach a common understanding of the national goal, priorities, and development strategy. A major objective of the coordination effort at the policy level is to define the national SPF and create a road map for its implementation.  
Ideally, the shared vision of social protection should be embodied in one entity. This entity should be responsible for facilitating the coordination process, carry the legitimacy to settle conflicts, and be accountable for the successful and efficient implementation of the SPF.
From field experience, and combining the different country cases, the below depicted structure should accurately enable the different social protection stakeholders to coordinate their efforts at the policy level. It exists in different permutations, combining some but not all elements (including in countries such as the Philippines, Cambodia and others). Taken together, the structure presents an organizational benchmark against which institutional arrangements for social protection coordination may be measured.
[bookmark: _Toc435713663]Figure 4. Example of organizational set-up for coordination at policy level 
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In the above depicted organisation, the national social protection board would be responsible for the development of the national social protection strategy, and for the review of each line ministry’s policy before submission to the prime minister’s cabinet or president’s office. The Board would also consolidate national statistical data on the extension of social protection and produce or update national coverage indicators. It would be composed of representatives from the different ministries involved in the social protection field, as well as workers’ and employers’ representatives, civil society organisation representatives, and development partners’ representatives. The number of members should be as limited as possible to ensure the effectiveness of the board in taking decisions and orientations for social protection development in the country (e.g. one representative for all development partners should be sufficient, providing these actors have developed internal coordination meeting ahead of the board meetings). It is important that the board has a clear mandate, ideally established by an act of parliament. Furthermore, to ensure attendance it is crucial that a budget is provided and that coordination efforts are reflected in individual organisation performance appraisals. Finally, the board should be led by a senior official with the capacity and legitimacy to lead the coordination (president’s or vice-president’s office or cabinet of the prime minister). The Secretariat of the board should prepare the board meetings and agendas, and instruct the different issues to be discussed. 
The Social Protection Implementation Authority would be responsible to monitor the implementation of the board’s decision, and hence for the implementation of the social protection floor (planning and budgeting). Under the Social Protection Implementation Authority, different technical working groups could be installed to develop knowledge and organise technical work on thematic areas – the working groups could be organised by social protection branch (e.g. health protection, work injury insurance, old age pension and so on), per type of population (e.g. children, persons with disabilities, elderly, working age population, and so on), or according to any other segmentation that will be relevant according to the country specific context (e.g. a thematic working group could be dedicated to the installation of an integrated management information system). Similarly as for the board, these technical working groups should be composed of representatives of the different social protection stakeholders and led by a senior official with the capacity and legitimacy to lead coordination efforts. Ideally, as part of its planning activities, the Social Protection Implementation Authority will clearly define individual and mutual outcomes which could be formalized in the form of a memorandum of understanding with each stakeholder. A common monitoring framework will be required for the Social Protection Implementation Authority to follow up the work undertaken by the different stakeholders.









Table 1. Definition and concrete examples of the different components of horizontal coordination at the policy level 
	
	 Definition
	Objectives
	 Main forms

	Coordination at policy level
	· Coordination among different departments and agencies operating within a single ministry
· Coordination among different line ministries involved in social protection (including Ministry of Finance)
· Coordination among the government and relevant stakeholders (social partners, civil society, development partners)
	· Develop a consensual vision of the SPF in a country, consistent with related policies
· Define the roles and responsibilities of the different stakeholders in a way that they complement each-other
· Install the entity and indicators required to monitor the implementation of the SPF

	· Setting up of social protection teams such as in Zambia (Box 3)
· Using a national dialogue to assess the social protection situation and formulate recommendations to achieve a nationally-defined SPF[footnoteRef:13], such as in Thailand and Indonesia (Box 4) [13:  The Assessment-Based National Dialogue (ABND) on social protection aims at identifying through a large-scale participatory exercise priority areas for government intervention in the field of social protection and estimating the cost of these interventions. For more information, visit: http://secsoc.ilo.org/abnd ] 

· Defining realistic National Social Protection Strategy with clear and consensual priorities such as in Myanmar (Box 5)
· Installation of a board or committee to monitor implementation of the road map, such as in Nepal (Box 6)
· Installing a common monitoring system for the SPFs implementation, such as in Dominican Republic (Box 7)



[bookmark: _Toc424722626][bookmark: _Toc435713492]Vertical coordination
The delegation of responsibilities and activities from the central level to the local level is mandatory for any social protection organisation or scheme. Actually, the delivery of social transfers has to take place close to the people, including those in rural and remote areas, in order to ensure accessibility for the most vulnerable groups of the society. Other functions, like the identification of vulnerable groups, or the adjustment of benefits to local needs and constraints, required the involvement of sub-national layers of the administration. Eventually, the social protection system also needs to be consistent with the deconcentration and decentralization policies, and with local administration capacities. 
This highlights the need for a second type of coordination: vertical coordination which should include top-down (guidance, monitoring and budget allocations) and bottom-up (feedback and reporting) mechanisms, to ensure efficient flow of information and funds between the central and operational levels.

The vertical coordination mechanism encompasses all the different layers of the government (federal, national, provincial/regional, district, and commune/village levels). Vertical coordination is particularly important for the planning and budget allocation. Actually, in order to properly plan and allocate the available budget, it is necessary for the central level to retrieve information available at the operational level (for instance, the number of identified beneficiaries). Reversely, the local level needs to get the right information on the scheme and eligibility criteria in order to contribute to the planning and budget allocation process.
Vertical coordination is ensuring a flow of information both downward and upward that is required to perform any scheme operations. The central level usually defines and informs the local level on the scheme parameters and operational guidelines, while the local level enrols the beneficiaries, controls the conditional actions if any, and in some cases delivers the benefit. 
Vertical coordination is also particularly important for the well-functioning of the appeal and grievance mechanism. In order to ensure accessibility, it should be possible for beneficiaries and residents to submit complaints at the local level of the administration. It is therefore important to ensure an efficient upward flow of information that will lead to the resolution of the case at the appropriate level of the organisation. It is equally important to install the downward flow of information that will provide the beneficiary with the appropriate answer.

Three components are particularly important to ensure a proper vertical coordination in one country: (i) a consistent framework for the delegation of responsibilities to lower levels of the administration, (ii) the installation of efficient and common reporting tools to exchange information and plan budgets, and (iii) the installation of a chain of committees linking the different layers of the administration. 
Ideally based on the subsidiarity principle (matters ought to the lowest competent authority), the delegation of responsibilities to lower levels of the administration has to be consistent with the country’s policy and administrative structure. Additionally, the delegation of responsibilities has to be aligned with the decentralisation of the related capacities and budget. This idea of subsidiarity is particularly accurate for the grievance mechanism since the smallest issues could be handled at the local level of the administration.
The reporting system could be automated using a management information system (MIS) that will optimize the transparency and traceability of the social protection system. It would allow a better planning process as well as a fairer allocation of resources. It would also allow central administration to react quickly in case of need, getting real time information on field activities. 
Ensuring the horizontal coordination for their respective layers, committees at the different levels would form a chain of accountability that will link the central level to the lowest layer of the administration. 

Table 2. Definition and concrete examples of the different components of vertical coordination
	
	 Definition
	Objectives
	 Main forms

	Vertical coordination 
	· Coordination of the central level of an organisation (headquarters) with its local facilities 
	· Ensure the respect of policy decisions in the implementation
· Improve efficiency of the administration through the principle of subsidiarity, by empowering local administrations and other structures at the local level
· Improve the level of information at all levels 
· Improve transparency and traceability of information in the social protection system

	· Delegation of responsibilities to local authorities with a clear repartition of the roles and responsibilities between the different layers of the sub-national administration, such as in South-Africa (Box 8)
· Installing an incentive system for the local administration such as in Brazil, (Box 9)
· Installation of an efficient chain of committees and set of procedures in order to organize flows of information and finances in two directions (top-down and bottom-up), including grievance process, and involving people’s representatives (social partners and civil society), such as in Kenya (Box 10) 
· Design and implementation of reporting mechanisms and tools, such as in The Philippines (Box 11)
· Developing Integrated Management Information System, such as in Chile (Box 12)



[bookmark: _Toc424722627][bookmark: _Toc435713493]Horizontal coordination at operational level
The separation of roles and responsibilities existing at the policy level is often replicated within each layer of the subnational administration, including at the grassroots level, where social protection delivery takes place. This is to say that the coordination effort completed at the policy level is not automatically reflected at the local level. 
The holistic approach promoted by the SPF initiative, which aims at tackling poverty by simultaneously addressing its different dimensions, must be reflected in the operations of the different programmes. Yet, there is a third dimension of coordination necessary for the effective implementation of SPFs: horizontal coordination at the operational level. Coordination at the operational level should happen among the subnational administration but must also encompass deconcentrated divisions and agencies including the central government, social partners, civil society organizations and development partners working at the local level.
This is the most basic level of engagement, which will focus on developing and refining the tools that will facilitate the core processes of social protection programmes. Hence, this level will include the coordination of functions such as provision of information, selection and registration of recipients; provision of an identification document; collection of contributions; payment or benefit delivery mechanisms; provider contracting; complaint and grievance systems; and monitoring and evaluation (M&E).

Good coordination patterns at the local level should result in the empowerment of local social officers, enabling them to develop a case management approach of social protection delivery – at individual or family level. The development of a case management approach and the empowerment of local social officer would not only require a strong delegation of responsibilities (partial management of the beneficiary list at the local level) but also the development and establishment of shared tools that will allow the local social officer to develop a broad vision of available social protection transfers. This could be completed through the development and implementation of an integrated MIS covering processes such as the selection of beneficiaries, the identification system, the payment mechanism, the M&E system, and complaints and grievances.  

[bookmark: _Toc435713681]Box 2. Introduction to the Single Window Service (SWS)
The SWS is a “one-stop shop” for the delivery of social protection programmes and employment services. Ideally embedded in government institutions and operated by the sub-national administration, the SWS is linked to the central level via a formalized reporting system. This reporting system should ensure the transparency and traceability of the social protection system. The SWS also coordinates the local level (responsible for service delivery) with the central/national level (responsible for policy development, planning, monitoring and evaluation). 
Basically, the SWS can be summarize in three components:
1.	A physical place, unique and accessible to all, where families can get information and access all social protection and employment programmes;
2.	A coordination mechanism in three directions:
>	Politicy coordination, 
>	Vertical coordination, 
>	Operational coordination; 
3.	A monitoring tool for all social protection and employment public policies, collecting information from the operations, and gradually compiling it at each layer of the SNA to reach decision makers.



Table 3. Definition and concrete examples of the different components of horizontal coordination at the operational level
	
	 Definition
	Objectives
	 Main forms

	Operational coordination
	· Coordination between different local administration departments
· Coordination between the local administration and deconcentrated services (divisions and agencies)
· Coordination between the local administration with relevant stakeholders working at the operational level (social partners, civil society organizations, development partners)
	· Ensure efficient use of the available resources (especially in the context of limited fiscal space and poor budget delegation)
· Simplify the social protection system for the population (to avoid having scattered systems with multiple entry points for people to access)
· Improve the efficiency of the SPF for sustainable graduation out of poverty, through the provision of combined benefit packages
	· Promoting the role of local social officers, such as in India (Box 13)
· Promoting the installation of shared identification databases such as in India (Box 14)
· Supporting the implementation of a shared selection systems such as in Colombia (Box 15)
· Developing simplified delivery mechanisms such as in Mongolia (Box 16)
· Implementation of a Single Window Service such as in Cambodia (Box 17) 




[bookmark: _Toc435713494]Benefits and costs of coordination 
Better coordination is expected to result in:
A well planned system that delivers the right benefit to the right people at the right time, optimizing the use of available resources, and
Easier accessibility for beneficiaries who understand how the system functions.
The below table summarizes the main advantages and disadvantages of more coordination.
Table 4. Benefits and costs of coordination
	 Benefits and advantages
	 Costs and disadvantages 

	a potentially better result for the population
help convey the 'big picture' or strategic goals (e.g. sustainable development) which are not always captured by individual agencies’ objectives
help realize synergies and maximize the cost effectiveness of policy and/or service delivery
can generate economies of scale (e.g. sharing of infrastructure, facilities, data and information, property, etc.)
can set precedent in the way government operate to be used in other areas beyond social protection
can improve client focus and thereby, service quality and user-friendliness
can assist with prioritization, resolution of potential conflicts and trade-offs in decision-making
improve working relations with other agencies that are likely to be critical to future successes
	creating an additional layer responsible for coordination may create some confusion in lines of accountability
longer decision-making processes
greater difficulty in measuring effectiveness and impact, because of the need to develop and maintain more sophisticated performance measurement systems
can cause direct and indirect costs related to management and staff members, who spend time establishing and sustaining joint working arrangements
can lead towards consensus and the "path of least resistance" at the expense of making tougher decisions about trade-offs for improvement
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[bookmark: _Toc424722628][bookmark: _Toc435713495]CHAPTER II: ASSESSING EXISTING COORDINATION PATTERNS
[bookmark: _Toc417064714][bookmark: _Toc417064762][bookmark: _Toc417064811][bookmark: _Toc417064860][bookmark: _Toc424722629][bookmark: _Toc435713496]Introduction to the assessment process
[bookmark: _Toc424722630][bookmark: _Toc435713497]Objectives of the assessment
The main idea behind the assessment of existing coordination efforts is to convince each entity working in the field of social protection of the importance of coordination, and to facilitate a process that will define areas of work, procedures and tool that can be better coordinated. The assessment enables existing institutions to move away from a silo mentality and improve efficiency, effectiveness and the impact of their operations.
The coordination effort to implement SPFs takes more than the organization of regular information-sharing meetings to deliver information about on-going projects. It is only effective when the different stakeholders build on each other’s proposals and share their strengths (expertise and resources) to reach a common pre-defined goal. 
The assessment is a good opportunity to set in motion a coordination effort and establish a body mandated to facilitate coordination. 
The main objectives of the assessment are to:
create momentum on the need for more coordination;
assess the effectiveness of coordination structures and mechanisms at the policy level, and identify issues affecting policy making and planning;
assess the effectiveness of vertical coordination structures and mechanisms, and identify issues of the bottom-up and top-down flows of information;
assess the effectiveness of coordination structures at the operational level; 
analyse the relevance of increased collaboration between social protection services for reaching a greater impact;
identify functions that could be shared across existing programme s or schemes;
identify the actors that could perform the shared functions;
propose a road-map to progressively implement the recommendations; and
build the legitimacy of the body that is mandated to facilitate the coordination effort.

[bookmark: _Toc435713498]Key questions to be answered during the assessment
Key questions guide the analysis of the horizontal coordination efforts at the policy, vertical coordination, and horizontal coordination efforts at the operational level.  Detailed matrices of questions are provided in Annex A.  For example:
Example of questions to assess existing coordination mechanisms at the policy level:
1.	Is there an entity mandated and legitimate to develop a social protection floor strategy?
2.	What is the process to develop a national strategy for social protection?
3.	How are social partners and other relevant representatives of beneficiaries involved in the development and monitoring of social protection policies?
Example of questions to assess existing vertical coordination mechanisms:
1.	Is there a clear repartition of the roles and responsibilities across the different levels of the administration?
2.	Is there a referral entity for social protection at the different layers of the administration?
3.	What are the procedures and tools to exchange information between the central and local levels of social protection organisations?
Example of questions to assess existing coordination mechanisms at the operational level:
1.	Is there any shared database for the selection or identification of beneficiaries?
2.	Is there a unique entry point for resident to access the social protection system?
3.	What is the role of the local administration in the delivery and monitoring of social protection benefits?
[bookmark: _Toc424722631]
[bookmark: _Toc435713499]Identifying the proper actors to conduct the coordination assessment exercise
The assessment process could be led by UNCTs and discussed with other relevant stakeholders (central and local governments, social partners, development partners, civil society organizations and so on). However, in order to maximize the impact of such an exercise, it is important to ensure the commitment of relevant officials as well as the representatives of beneficiaries, civil society and social partners in the assessment process itself. Ideally, it would be the decision and responsibility of the government to conduct the process, with technical assistance from UN agencies.
A preliminary step that could be initiated by UNCTs for the assessment is to conduct a rapid stakeholder analysis to characterize their willingness and legitimacy to coordinate the social protection sector. This could result in the establishment of a core team to lead the assessment process.  This preparatory step is important, since the coordination assessment could be the first achievement and the reason for establishing an ad-hoc national social protection team. 
As part of the team involved in the assessment, it is critical to involve “social protection champions,” including people with ideas and vision as well as people with sufficient political clout in the country to push the recommendations at the highest levels of government. 
The following questions can help in identifying participants and leader of the social protection team:

Table 5. Guiding questions to identify actors that should contribute to the coordination assessment exercise
	Objectives
	 Questions  

	Ensuring the impact of the team’s work
	Who are the champions and allies that will push to make social protection a central issue? 
Who are the non-government allies?

	Ensuring the quality of the team’s work
	What are the particular priority groups among potential beneficiaries, and who is representing them?
Which are the organisations that are willing to innovate?

	Ensuring a balanced representation among the team
	What are the main organisations working in the field of social protection?
What is the position of social partners regarding the implementation of an SPF, and what is their relationship with the government?
What are the risks of involving civil society?

	Identifying the leader
	Who could be legitimate to impose common working patterns?
Which organisation could take advantage of coordinating social protection?



[bookmark: _Toc435713500]In which cases should the coordination assessment be completed?
The question of coordination is particularly accurate in countries having many interventions in the area of social protection. The multiplicity of initiatives and stakeholders can lead to systems that are difficult to understand for beneficiaries, double dipping whereby beneficiaries get similar benefits from different programmes, and duplication of efforts.
Nevertheless, installing good governance practices and enforcing coordination mechanisms from the outset of social protection development is easier (limited number of interventions to coordinate, without a long history of autonomy).
Coordination assessment could even been carried out when developing national social protection strategies. Ideally, it could be carry out during the assessment based national dialogue (ABND) which looks at the social protection situation and identifies gaps in coverage. The ABND combined with the coordination assessment would lead to recommendations on what remains to be done to complete the national social protection floor and how to coordinate existing schemes to improve performance and maximize the use of national resources.

[bookmark: _Toc435713682]Box 3 – What is the Assessment Based National Dialogue Exercice?
The ABND exercise assesses whether the SPF is a reality for the whole population of a country and how it can be extended to all members of society. Policy gaps and implementation issues in the social protection system are identified. Recommendations for new or expanded social protection provisions are developed to guarantee an SPF to all residents and children. The ABND also estimates the financial commitment required to implement the recommendations. During the second stage of the ABND, the Rapid Assessment Protocol (RAP) cost estimation tool is used to estimate the cost and affordability of implementing the recommendations in each country.
This process takes over one year and entails bilateral consultations, tripartite workshops, and technical seminars. A shared vision of the social protection situation is progressively developed, including the identification of policy gaps and implementation issues. At these meetings, policy recommendations are also drawn up to achieve a comprehensive SPF that adheres to international labour standards. The participatory approach adopted throughout the ABND exercise raises awareness among line ministries, workers’ and employers’ representatives, civil society organizations, and UN agencies regarding the SPF concept, its relevance for every country, and the importance of a coordinated and holistic approach to effectively develop social protection.
The ABND is based on national social dialogue with stakeholders in the social protection system of a country. This allows the information to be captured and represented from various perspectives and enables progressive consensus building on key ideas. This also contributes to the holistic design of a national SPF that aligns with the visions of different stakeholders. Together with the RAP, the ABND acknowledges that policy recommendations must be affordable while providing flexibility for schemes to be scaled up as more fiscal space becomes available.
The ABND approach adheres to the four SPF guarantees as set out in ILO's Recommendation No. 202. Together with other UN agencies, the ILO continues to promote internationally the ABND approach through technical and policy guidance to stakeholders involved in similar activities and hands-on training workshops.
Source: ILO, 2015.  Social Protection Assessment based National Dialogue: A Global Guide.


As mentioned earlier, coordination is a continuous effort. Thus, the assessment exercise can also be accurate for any country aiming to be more effective and efficient in the design and implementation of SPFs.

[bookmark: _Toc424722632][bookmark: _Toc435713501]Description of the assessment process
The figure bellows represents a proposed assessment process for social protection coordination mechanisms. It is composed of five steps:
	1
	Analysis of existing documentation

	2
	Identification of main actors

	3
	Focused interviews on coordination

	4
	Identification of recommendations 

	5
	Workshop to discuss the findings



[bookmark: _Toc435713664]Figure 5. Coordination assessment process
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[bookmark: _Toc424722633][bookmark: _Toc435713502]  Analysis of existing documentation1	

The table below presents the main objectives of the literature review:
Table 6. Objectives of the desk review
	Objectives
	Key Questions  
	Possible source 

	Understanding coordination mechanisms at the policy level 
	Is there a coordinated policy or strategy document at national or provincial level?
How was the document developed, and who was involved in the production of the document?
What is the scope of the document compared to the scope of the SPF?
Is there an entity mandated to coordinate social protection?
Is there an implementation plan for the strategy?
	Existing coordination assessment 
[bookmark: _GoBack]National social protection strategy / policy
Governmental websites 

	Understanding vertical coordination mechanisms and the administrative framework of the country
	What are the different layers of the administration?
What are their respective roles and responsibility in general?
What are their respective roles and responsibilities in the field of social protection?
Is there a unique stakeholder for social protection?
Is there any tool or procedure for planning, budgeting or reporting that is documented?
	Decentralization and deconcentration strategies, laws or decrees
Governmental websites 
NGO reports

	Understanding coordination mechanism existing at the operational level 
	What are the main pitfalls of existing social protection programmes, could the situation be improved through a better coordination?
Is there any shared database for selection and identification of beneficiaries (e.g. social protection card)?
Is there a grievance and appeal mechanism in place?
Is there a shared delivery facility at the local level?
	Social protection assessments reports 
Existing coordination assessment 
Social protection organisations reports
NGO reports

	Identifying possible coordinated initiatives in other areas
	Is there a coordinated mechanism to deliver public services?
Is there any initiative to coordinate public organization involved in enterprise creation?
Is there any initiative to coordinate public organization involved in tax collection?
	Governmental websites and reports 



This review of existing documentation will also be used to select the relevant stakeholders to be interviewed (Step 2), prepare the interview guides (Step 3), identify the potential gaps between the mechanisms designed to coordinate social protection and those actually implemented, and identify possible options to improve the coordination efforts (Step 4). To this end, it is proposed to compile the results of the literature review using the same matrix that will be used in the following steps to compile the collected information (see figure 6 and annex 2 for detailed matrixes).
[bookmark: _Toc435713665]Figure 6. Proposed matrix to organize the finding of Step 1
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The first part of the matrix, which is likely to be completed during Step 1, is dedicated to the design of social protection coordination. The term “design” is intended to refer to the theoretical functioning of the coordination efforts, in other words, what was envisaged to ensure coordination of social protection in the country. On the other hand, the implementation part of the matrix is more likely to be completed during Step 3 of the assessment process, gathering experience from the field. The term “implementation” refers to things that are actually happening and how it is happening.
A design gap refers to a missing provision or what appears like a misconception of the coordination effort compared to recognised good practices (to that extent Chapter 1 and Chapter 3 of the present document can provide information on good practices). Examples of possible design gaps are listed below.
No entity is responsible to organize the coordination between social insurance and social assistance measures.
There is no national cross ministerial social protection policy or strategy.
No process has been developed to share information across different schemes.
Several institutions or ministries have the mandate to coordinate and monitor subsets of programmes and their databases are not compatibles.
There is no shared monitoring and evaluation framework.
Each programme has its own selection and registration processes and tools.

[bookmark: _Toc424722634][bookmark: _Toc435713503]  Identification of main actors2	

The main objective of Step 2 is to identify the main stakeholders involved or which should be involved in the design and implementation of nationally defined SPFs. This identification should come together with a precise description of the roles and responsibilities of each stakeholder.
The mapping of existing schemes and initiatives to deliver social transfers and services may not be sufficient to get a full picture of the actors which should be involved in the design and implementation of the SPF guarantees (some of the expected actors may not fully play their roles, actors responsible for the budget allocation may not appear). In order to develop a full vision of SPF stakeholders, a separate mapping exercise is proposed using the matrix in figure 7.

[bookmark: _Toc435713666]Figure 7. Matrix for the mapping of SPFs actors
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The simple matrix introduced in figure 7 should allow users to identify stakeholders involved in the different stages of the design and implementation of SPFs in a country, for each of the four SPF guarantees. The matrix notably elaborates on the actors involved in policy making, planning and budgeting, scheme design and validation, implementation and benefit delivery, and finally monitoring and evaluation. 
The implementation column could be rubric split into different sub-columns to better fit with local contexts, in which case, the following five sub-columns may be relevant:
Provision of information to the population 
Selection of recipients 
Enrolment of recipients 
Collection of contribution
Delivery of benefits
Grievance management

The main stakeholders in social protection include:
Ministry of Health
Ministry of Social Development/Social Security
Ministry of Labour
Ministry of Agriculture
Ministry of Education
Ministry of Women and Child Development
Ministry of Local Government/Community Development
Ministry of Enterprise Development
Ministry of Finance
National Planning Commission/Councils
Parliament
Social Partners
Non-Governmental Organisations
Community Based Organisations
Faith Based Organisations
Businesses
Beneficiaries
Community leaders

The simple exercise of filling this matrix highlights two important pieces of information. 
(i)	It will identify each stakeholder contributing to the system, and quantify their contribution to the design and implementation of SPFs (depending on the number of occurrences of a name).
(ii)	It will provide a first idea of the coordination effort to be provided (depending on the number of different organizations listed in the matrix).
For instance, considering the first SPF guarantee on health, some countries have already implemented universal health insurance schemes and, hence, will have a very limited number of stakeholders involved in this guarantee (e.g., in Mongolia, the Universal Social Health Insurance is managed by the Social Insurance General Organization and covers more than 92 per cent of the population) while some others still have scattered health protection systems involving numerous schemes, each of them managed by a separate organization (e.g., in Cambodia, the Health Insurance for the formal sector is managed by the National Social Security Fund, while the rest of the population is covered by Health Equity Funds (HEF) and Community Based Health Insurance schemes, mostly managed by NGOs at a provincial scale - as of April 2010, there were 57 HEF schemes implemented in Cambodia, including 42 schemes operated by NGOs, and 15 schemes subsidized by the government and operated by health facilities).
From the matrix, one should be able to extract a list of the main stakeholders (or a representative sample) involved in the design and implementation of SPFs in a country. This extraction should at least include the following types of organizations:
line ministries;
local administrations;
agencies (social security funds, job centres, and so on);
social partners;Example
For instance, there would be no need to meet all the NGOs operating in the helath sector in Cambodia!

civil society organizations;
development partners; and
people’s representatives / community leaders.

[bookmark: _Toc424722635][bookmark: _Toc435713504]  Focused interviews on coordination3	

Each of the actors selected during the previous step should be questioned in an interview. The interview should focus on existing coordination mechanisms for the design and implementation of nationally defined social protection floors. These interviews have the following objectives:
identification of existing coordination mechanisms (at the policy and operational levels, and for vertical coordination);
assessment of the knowledge on existing coordination mechanisms;
assessment of the relevance of the installed coordination mechanisms; 
identification of main areas where better coordination could facilitate the implementation of SPFs; and
identification of roadblocks to better coordination, and opportunities to improve coordination and willingness to collaborate with others.
The focused interviews use the same interview outline for all stakeholders, in order to identify potential divergences in terms of knowledge, behaviour and willingness to coordinate. In order to achieve all the expected objectives, the interviews should be organized in three parts: (i) an introduction on the purpose of the interview by the interviewer, (ii) a discussion on the current stage of coordination, and (iii) a discussion on the next steps to be completed in terms of coordination (see annex 1 for a detailed interview outline example). The following questions can guide the development of the interview outline:
Example of questions regarding coordination mechanisms at the policy level:
1.	What do you think of the process that has led to the national social protection strategy?
2.	Are your organisation concerns well reflected in the national social protection strategy?
3.	Do you follow the monitoring and evaluation framework for social protection?
Example of questions regarding existing vertical coordination mechanisms:
1.	How is your organisation structured, and is it consistent with the administrative structure of the country?
2.	What are the procedures and tools to communicate information across the different layers of your organisation?
3.	Could you describe the planning and budgeting process of your organisation?
Example of questions regarding existing coordination mechanisms at the operational level:
1.	Do you share your data with any other organisation?
2.	How do you identify your beneficiaries?
3.	Do you deliver your benefits only through your own facilities?
Example of questions to identify possible improvements:
1.	Do you think that there is room for improvement within your organisation?
2.	Do you thing that you are collaborating well with others?
3.	Could you describe the ideal situation for your organisation to operate?

To ensure the success and relevance of this exercise, it is important to ensure a level of confidentiality for the interviews, and to present aggregated results (e.g. per organization type). The purpose of the interviews is not to assess the behaviour of individual organizations, but to identify roadblocks and opportunities to better develop the coordination effort, with the final objective of better using existing resources to serve the people.
Information collected through the interviews could be synthetized using the same matrix as in Step 1 (see figure 8 and annex 2 for detailed matrixes).
[bookmark: _Toc435713667]Figure 8. Proposed matrix to organize and compile the interviews results
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An implementation issue refers to divergence between the coordination system as described from the desk review and its establishment. Implementation issues can result from lack of capacities of responsible organisations or weak enforcement of the initial design. Some examples of implementation issues are mentioned below.
The national SPF working group meets infrequently, e.g. once a year.
Some NGOs refuse to go through the local administration to complete the selection of beneficiaries.
Data received from different schemes at the central level are not compatible, thus there is no aggregated database on social protection.
The shared registry data are outdated.

[bookmark: _Toc424722636][bookmark: _Toc435713505]  Identification of recommendations and preparation of a draft report4	

By Step 4 we should have a comprehensive vision of coordination situation, gaps and implementation issues. Based on this analysis of the situation, recommendations can be formulated to improve coordination.
[bookmark: _Toc435713668]Figure 9. Proposed matrix to formulate recommendations
[image: ]
Recommendation can be short term, medium term or long term. There are basically three main sources to define recommendations:
suggestions made by stakeholders during the interviews;
international and country good practices; and
common sense.
Regarding international good practices as mentioned above, it is suggested to use Chapter 3 of the present toolkit as a reference for further development of the coordination effort in the country. For each dimension of the coordination assessment, namely horizontal coordination at the policy level, vertical coordination, and horizontal coordination at the operational level, a dedicated section of chapter 3 provides examples and explanations of efforts that could be completed, starting with those that are the most basic and easiest to implement. Using that source of information, social protection practitioners should be able to suggest improvements relevant to national contexts.
Based on the coordination assessment a report is drafted to summarize the findings and recommendations. The outline of this draft report could be the following:
[bookmark: _Toc424722637]Current stage of social protection in the country
· National strategic framework, if any
· Existing programmes and provisions
· Implementation status
Organisation of the social protection sector
· Main organisations involved in social protection
· Mandates
· Link with the decentralisation process, when relevant
Coordination assessment
· Horizontal coordination at the policy level (existing patterns, strengths and pitfalls)
· Vertical coordination 
· Horizontal coordination at the operational level 
Recommendation for better coordination in the field of social protection
· Short term measures 
· Medium term initiatives 
· Long term projects 

[bookmark: _Toc435713506]  Workshop to share the report and its finalization5	

The final step of the proposed coordination assessment process is critical, since it should be the starting point to develop and implement new ways of working among the stakeholders involved in the design and implementation of SPFs. Step 5 consists of a workshop to share the findings with stakeholders followed by the adoption of the report. This final step should bring together all the stakeholders involved in the SPF design and implementation.
The objectives of the workshop are to:
develop a consensual picture of the situation, notably on the gaps and issues regarding the current coordination practices;
create the will to improve coordination patterns;
build a momentum on the next steps to improve coordination; and
collect comments on the draft report, with the view to finalize it after the workshop.
The workshop could be organised using the “Scan-Focus-Act” approach intended to engage participants into action. Following this approach the main phases of the workshop could be:
Scan:
· Introduction to the need for coordination 
· Example of coordination good practices in the country in fields other than social protection, and in other countries in the field of social protection
Focus:
· Current stage of social protection coordination in the country
· Identification of the main issues to be solved, regarding coordination in the field of social protection and employment promotion (i.e. definition of the objectives of better coordination)
Act:
· Search for solutions 
· Establishment of a shared roadmap
Based on the presentation of the compilation matrix, a first phase of the workshop should provide all stakeholders with accurate information to understand the current stage of coordination in the country. This picture should not focus only on issues, but also highlight initiatives that are working, including in fields other than social protection.
A second phase of the workshop should focus on defining the vision, i.e. what should change and what is expected from better coordination. This will allow the identification of issues that should be addressed first, ensuring the involvement of different stakeholders by taking their concerns into consideration. It is through this step that the workshop is expected to create the willingness to move forward in terms of coordination.
A third phase of the workshop should focus on searching for solutions to solve the highlighted issues. This phase of the workshop would accurately include presentations of other countries initiatives, small group discussions or other exercise that enables participants to express their views.
A final phase of the workshop should focus on bringing all the pieces together (i.e. the proposed actions) in order to develop a draft action plan, identifying key activities to be conducted in the short, medium and long term.
The workshop would ideally involve all stakeholders of the social protection system, yet the decisions agreed upon could be formalized under a global roadmap submitted to officials for adoption (or even validated at the end of the workshop). However, in some cases, it may not be possible to bring together all relevant stakeholders during the workshop, and decisions would be limited to a small group of stakeholders. In any case, an important output of the workshop is to clearly identify one stakeholder or committee as responsible to orchestrate the coordination effort and to monitor the implementation of adopted decisions. 
Early engagement with stakeholders is both a benefit and a risk. It takes time to build shared trust and understanding. Therefore, it is important to start developing a sense of ownership and willingness to work together as early as possible. However, expanding a network too early can make consensus harder to build; since initiators of the joint activity need to think carefully about whom to engage with and when.
The role of civil society is often that of a watchdog. Vigorous advocacy for the poor sometimes creates tensions with the government. Some civil society organisations interact closely with governments, while others take a more adversarial approach. Both strategies can affect how the government addresses the need for social protection.
The organised business community can exert an important influence on policy makers. Business organisations sometimes oppose increased social spending, since higher taxes required to finance the transfers are often borne in large part by their constituencies. Some businesses, however, clearly benefit from social transfers in the immediate term (food industries, telecommunications, clothing and textiles, etc.) Opening the political process to their voice on this issue can help break the misperception that social protection is bad for business.
Following the workshop, the report on the assessment of coordination for the design and implementation of the SPF should be finalized, adopted by representatives of stakeholders and submitted to relevant organisations, in order to ensure that the assessment results into actual actions.
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[bookmark: _Toc424722638][bookmark: _Toc435713507]CHAPTER III: IMPROVING COORDINATION FOR THE DESIGN AND IMPLEMENTATION OF SPFs
This chapter aims to provide practical entry points for UNCTs to support governments in improving coordination mechanisms in the fields of social protection and employment promotion. It is structured according to the three dimensions of coordination that have been identified as necessary for the design and implementation of the SPF (namely horizontal coordination at policy level, vertical coordination, and horizontal coordination at operational level).
For each coordination dimension, entry points are ordered to propose a staircase approach for the progressive installation of better coordination and collaboration patterns. Each highlighted entry point is based on good practices collected all around the world. 
[bookmark: _Toc295947613][bookmark: _Toc424722639][bookmark: _Toc435713508]Improving horizontal coordination at the policy level
Potential activities that could be supported by UNCTs to improve horizontal coordination at the policy level are:
Setting up social protection teams 
Using a national dialogue to consensually define priorities
Defining a realistic social protection strategy in coherence with other national development policies
Promoting the installation of a single entity accountable for the SPF implementation
Installing a common monitoring system for the SPFs implementation and management.
[bookmark: _Toc435713669]Figure 10: Five steps for an improved horizontal coordination at the policy level
[image: ]

[bookmark: _Toc424722640][bookmark: _Toc435713509]Setting up social protection teams
In many countries, despite impressive achievements from each organization taken separately and according to its own specific philosophy and mandate, the system remains wholly insufficient to effectively serve the people. The installation of social protection teams is recognized as being an effective means to initiate a coordination effort in order to define and implement a nationally defined SPF. Such teams should be composed of representatives from the various government institutions involved in the field of social protection, as well as representatives of other stakeholders, notably social partners, developments partners and relevant civil society organisations.
Not only does the installation of such teams provide a facility to share information and knowledge among social protection practitioners, it also strengthens the impact of policy and technical advisory services provided to the government and implementing agencies. In this respect, complementing the social protection team with an SPF working group among the UN system (as part of the UNCT) would allow for the presentation of a united UN system to external partners and the government. Where UNDAFs exist, this SPF working group should be linked to the related institutions, mechanisms and processes. 
Social protection teams have the ability to define common objectives and to align all of their members behind these objectives. They benefit from the combination of the different expertise and points of view to better take into consideration the different issues faced by country while defining and implementing the SPF. Social protection teams should also contribute to the clarification of responsibilities within the social protection system: organizations should take individual accountability for the things that are specifically their duties, and mutual accountability to complete the common objectives. 
[bookmark: _Toc435713683]Box 4 – Dual teams linking government and development partners in Zambia
Since 2004, development partners in Zambia have been coordinating their efforts in social protection through a Social Protection Cooperating Partners Group (SP CPG) led by UNICEF. From its inception, the Group has focused on securing financial resources and coherent technical support for expanded social assistance, but also on developing a more integrated social protection system in the country that would also include contributory components.
In 2012, development of the National Social Protection Policy (NSPP) began, assisted by a multi-sector working group made up of key Government stakeholders. This Technical Working Group (TWG) on social protection was formed under the Ministry of Community Development, Mother and Child Health and involves all sectors and departments concerned by the NSPP. Formulation of the NSPP also involved the different development partner members of the SP CPG, including all UN and bilateral cooperating agencies.
In 2014, the NSPP was ultimately endorsed, and considers both contributory and non-contributory measures available to boost social protection coverage in Zambia. Now, both the Government-led TWG and SP CPG are working on a joint programme that will support the implementation of the NSPP between 2016 and 2018, ensuring more systematic and coherent support for the development of social protection in the country.
Select members of the Group, including DFID, Irish Aid, UNICEF and Finland, joined efforts to provide a mix of advisory services and financial support for a dramatic expansion of the Social Cash Transfer programme, which in 2014 would benefit from an 800 per cent budget increase using a combination of donor and national financing. Today, the Group continues its support for basic social protection, but also for building an integrated national system that would include social insurance, namely through the operationalization of the NSPP.  


[bookmark: _Toc424722641]

[bookmark: _Toc424722642][bookmark: _Toc435713510]Using a national dialogue to identify priorities through consensus
As stated in Chapter 1, the identification of common goals is crucial to organize the coordination effort. The facilitation of a national dialogue will allow for the identification of shared priorities, accepted by all stakeholders involved in the social protection field. As a result of these shared priorities, each stakeholder should be able to develop its own activities and projects within the framework provided by the national dialogue consensus.
The identification of consensual priorities should be the result of concerted discussion that takes into account the views (philosophy and mandate) and challenges faced by each stakeholder. It should not result in compiling all the requests emerging from the different stakeholders but in selecting the core issues to be addressed by the social protection system as a whole. This selection should be completed taking into account the ability of the State to deal with these issues and the availability of resources.
The Assessment Based National Dialogue (ABND) on social protection aims precisely at identifying priority areas for the government’s intervention in the field of social protection and estimating the cost of these interventions. It provides an opportunity for all the stakeholders in the country to come together and have discussions on the existing social security situation and to formulate priority policy options. The discussions take place at national workshops, through consultations and technical sessions.
[bookmark: _Toc435713670]Figure 11: The three steps of the ABND
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The use of a national dialogue with representatives from government, non-government, workers’, and employers’ organizations to produce the ABND reports allows the social protection situation to be captured from a range of perspectives and enables progressive consensus-building on key social protection ideas in line with the four SPF guarantees. This facilitates a holistic definition of a national SPF that aligns with the visions of different segments of society – and thus will vary from one country to another. This lends legitimacy to domestic policy choices, helping to secure the necessary fiscal space and in turn helping to ensure their sustainability.
[bookmark: _Toc435713684]Box 5 - ABND Exercises in Asia
Since 2011, the International Labour Organization, in collaboration with governments and several UN agencies (including UNICEF, WHO, UNFPA, UN WOMEN, UNESCO, and the Joint United Nations Programme on HIV/AIDS (UNAIDS)) has supported governments in conducting social protection assessment-based national dialogue exercises. The process had been completed in Indonesia, Thailand, Viet Nam, Myanmar and Mongolia. Similar exercises are being conducted in Lao People’s Democratic Republic and the Philippines.
In Indonesia, the ILO jointly launched the assessment report in December 2012 with the Vice Minister of National Development and Planning. The recommendations and cost projections contained in the report were recognized by the Government as useful tools to inform ongoing policy discussions for the implementation of the new social security law, Sistem Jaminan Sosial Nasional (SJSN), and the further extension of anti-poverty programmes. Indonesia consequently became the first ILO member State to pursue concrete follow-up action to the adoption of Recommendation No. 202.
In Thailand, the joint Royal Thai Government/UN assessment report was launched at the Government House in May 2013 by the Minister attached to the Office of the Prime Minister, the Minister of Labour and the Minister of Social Development and Human Security. The event was also attended by the Deputy Secretary General of the National Economic and Social Development Board, relevant permanent secretaries, government representatives, workers’ and employers’ organizations, civil society, academics, embassies, and international organizations. The event gave visibility to the UN’s work in Thailand and paved the way for future collaboration between the UN Country Team in Thailand and the Royal Thai Government in supporting the recommendations of the ABND report.
Source: 
ILO DWT – Bangkok
Report of the ABND exercise in Indonesia is available at:
http://www.social-protection.org/gimi/gess/ShowRessource.action?ressource.ressourceId=35128 
Report of the ABND exercise in Thailand is available at:
http://www.social-protection.org/gimi/gess/ShowRessource.action?ressource.ressourceId=38377 



[bookmark: _Toc424722643][bookmark: _Toc435713511]Defining realistic social protection strategies in coherence with other national development policies 
The definition of shared priorities for the extension of social protection and the implementation of an SPF should be enshrined in a national strategic framework. The adoption of National Social Protection Strategies is not only efficient to maintain priorities despite the changes of governments; it also precisely describes the vision of the country in terms of social protection development and its implementation path. 
The preparation of such a strategy also forces the country to ensure the coherence of social protection development policies with other national policies, and notably with respect to fiscal space allocation. 
Ideally, the definition of the strategy should be completed using the results of a national dialogue. It would ease the adoption of the strategy and its implementation since each stakeholder will have contributed to the identification of the key areas. It will prevent key stakeholders from developing their own strategy alongside this framework by building trust among them.
Together with the development of national social protection strategies, UNCTs and their partners could support governments in assessing the cost of the different priorities as well as available financial resources. This combined exercise will help the government in defining a realistic strategy, and in allocating the required resources. This will in turn ease its adoption by the different stakeholders and hence the actual implementation of the strategy and its achievement.  
[image: ][bookmark: _Toc435713671]Figure 12. Joining forces for the development of the NSPS
[bookmark: _Toc435713685]Box 6 - National Social Protection Strategy and social budgeting in Myanmar
Extending social protection has become a priority in Myanmar. In his Presidential address at the National Social Protection Conference held in June 2012, President U Thein Sein called for an inclusive and comprehensive social protection system, providing access to health care and income security for all, and for the establishment of a “national high-level institution” mandated to guide and coordinate a broad range of national social protection initiatives in conformity with national development priorities. This process offered an opportunity to include a broad range of institutional actors across various ministerial portfolios and create institutional engagement around the principles for the extension of social protection to all.
The Government has requested development partners engaged in social protection to support the elaboration of a national social protection strategy for Myanmar. The drafting of the strategy has been conducted by a national technical working group composed of relevant line ministries and co-chaired by the Ministry of Social Welfare and UNICEF. Various development agencies have been conducting activities in support to the elaboration of the strategy. The masterplan defined at the beginning of the year included: an inventory of the current social protection interventions (supported by the World Bank); an initial workshop focusing on the vision and scope for social protection in Myanmar and a capacity development session presenting international examples of social protection interventions (supported by UNICEF); an Assessment Based National Dialogue exercise to identify priorities for the future development of social protection in the country – with related costing - and feed the national social protection strategy (supported by ILO); and a final policy workshop where recommendations have been consolidated for the identification of the “flagship programmes” included in the strategy (coordinated by UNICEF). The combination of methodologies towards a consolidated work plan allowed the organizations to share the burden of data collection and avoid fatigue among key stakeholders. The fact that collected information was both comprehensive and widely shared through the ABND platform avoided discrepancies in the figures used by various stakeholders. A consensual baseline for monitoring progress in terms of social protection coverage was set as a result.
The strategy, drafted under the guidance of the Deputy Minister of Social Welfare, Relief and Resettlement, has been endorsed by a High Level Working Committee (including various Ministers and Deputy Ministers), approved by the President’s Office and officially launched in December 2014. 

While the development of the strategy itself is a milestone in Myanmar’s social policy, UNICEF recognizes that it will not have impact on people’s lives without a budget allocated for implementation. This recognition has underpinned UNICEF’s research and advocacy on budgets.
To open the discussions with budget decision-makers – the Ministry of Finance and the Parliament – UNICEF generated the necessary evidence based on the first comprehensive analysis of budget trends in Myanmar since 2011/12 [1]. This analysis shows that there is a fiscal space for investing in social services thanks to growing government revenues. Myanmar’s economy is forecast to double within a decade and further revenues can be expected through tapping into the country’s abundant natural resources and collecting taxes more efficiently. 

Source: WFP; World Bank; ILO, UNICEF Myanmar.
[1] UNICEF and MDRI-CESD (2014) Making Public Finance Work for Children http://www.unicef.org/myanmar/Making_Public_Finance_Work_for_Children_in_Myanmar_(Eng).pdf



[bookmark: _Toc424722644][bookmark: _Toc435713512]Promoting the installation of a single entity accountable for the SPF implementation
The SPF covers a wide range of services and transfers that fall under the responsibility of different existing entities (e.g. Ministry of Health, Ministry of Labour, and so on). It makes it almost impossible, or very costly, to develop a cross-functional approach for the SPF implementation. 
Yet, it would be beneficial for a State to look at the SPF as a consistent whole since the coordinated provision of different benefits is recognized as having greater impact than the provision of sparse benefits. In addition, developing this global vision from the policy level is the only way to identify and benefit from possible synergies at the grassroots level. Thus, it logical to place the SPF implementation under the responsibility of a single entity legitimate enough to coordinate all relevant line ministries and to arbitrate disputes when required. This entity would be responsible for ensuring the effectiveness and efficiency of the SPF.
The main functions of this entity should be:
The development of action plans, through the coordination of all ministries and agencies working in the field of social protection;
The monitoring of activities undertaken in the field of social protection, the organization of regular and sound evaluation, and the management of information and statistics;
The direct supervision of coordination mechanisms (notably local coordination committees), and shared tools such as a unified identification database or delivery mechanism; and 
The settlement of complaints.
[bookmark: _Toc435713686]Box 7 - Central level institutional structure to Support National Social Protection Framework (NSPF) in Nepal
The need for a central coordination committee with strong leadership is crucial. In this respect, the National Food Security Act clearly states that ‘A central level regulatory body will be put in place by means of Social Protection Act to regulate, coordinate, monitor, evaluate and introduce reform in the system.” A report produced by UNICEF concurs that a nodal agency named the National Social Protection Authority can be set up with constitutional recognition under Ministry of Federal Affairs and Local Development (MOFALD) for implementation of the National Social Protection Act (NSPA). Alternatively, it could have constitutional authority over the Ministry level, e.g. under the Prime Minister’s office to oversee coordination between different ministries. 
The Central Coordination Committee for Social Protection (CCCSP) and the nodal agency will help build linkages across sectorial ministries. The nodal agency should also make strategies for organization and staff development. It needs to oversee the performance of the system and initiate appropriate timely actions for continuous improvement in the system. A centralised National Information Management System (NIMS) system will ensure efficiency and provide live data to guide implementation of Social Protection. 
A small but competent Social Protection Technical Group (SPTG) should be working under the secretariat of CCCSP which will be responsible for the monitoring of all Social Protection programmes and providing updated information to the committee on the state of implementation. Similarly, a five-member steering committee should be constituted at state and district levels headed by the chief of the planning body. They can be represented by members from Government, private sector including financial institutions, civil society organizations and trade unions as suggested in the National Social Protection Framework.
For effective implementation of social insurance schemes and the National Health Insurance Act, a National Steering Committee (NSC) should be reconstituted under the proposed social security organization represented by National Planning Commission, relevant Government ministries (primarily Ministry of Health), Employee Provident Fund, private sector, trade unions, development partners' Social Protection Task Team (SPTT) and relevant civil society organizations including those working in the informal sectors. The committee should be headed by the Minister of the focal ministry. This committee will play the role of building synergies and complementarities with all Social Protection interventions across the various sectors and levels of Government. The committee will also be responsible for policy coherence as well as the resource mobilization for the implementation of national framework.
The NSC should be responsible to bring development partners on board by ensuring that their programmes are firmly aligned with this framework. It is necessary to ensure that they complement and do not compete with one another and Government agencies in terms of programme. The NSC can develop an interface with development partners’ Social Protection task team.
Source: Center for Social Protection at the Institute of Development – Conducting an Institutional Assessment and Providing Capacity Development and Training on Social Protection in Nepal - UNICEF




[bookmark: _Toc435713513]Installing a common monitoring system for SPF implementation and management
In addition to the development of policies and action plans, the coordination effort at policy level should encompass monitoring and evaluation activities of existing schemes and on-going implementation for the development of the SPF. These monitoring and evaluation activities should be built in a way to achieve two objectives:
organizing the exchange of information – each organization or stakeholder being forced to share its accomplishments and plans; and 
identifying possible synergies by sharing difficulties.
In order to complete these activities, it might be necessary to install appropriate national committees or working groups and to provide these committees with accurate tools to follow up on SPF progress as a whole. For information to be easily extracted and compared, each stakeholder or initiative should use the same template to report on its activities. Good practices usually cover four key areas, namely, (i) accomplishments over the past period, (ii) action plan for the next period, (iii) faced difficulties and risks, and (iv) decisions that need to be made. 
It is important to recall that regular and short information-sharing meetings are much more efficient than long and infrequent meetings during which the amount of information provided is too large to be retained and opportunities for collaboration might be missed – see Annex 3 for a flash report sample that could be used for frequent monitoring.
[bookmark: _Toc435713687]Box 8 - Establishment of coordinating structures to lead social protection planning and budgeting in the Dominican Republic
The Government of the Dominican Republic created a new institutional framework for the Solidaridad programme (conditional cash transfer - CCT) to ensure inter-institutional and intersectoral decision making and to remedy the fragmentation of previous social policy.
Under the new framework, two important committees were formed: the Interagency CCT Committee comprised of the agencies in charge of targeting, operations, and payment of transfers; and the Intersectoral CCT Committee, comprised of representatives from the Solidaridad program and the Health, Education, Planning and Finance Ministries to discuss planning and budgeting issues. The redesigned CCT Solidaridad has consequently become a collaborative effort and is achieving concrete coordination outcomes.
The Intersectoral Committee has made improvements in programming and budgeting to close supply gaps in education and health to ensure a reliable supply of services for Solidaridad beneficiaries. Improved budget management has resulted from the identification of potential supply gaps and anticipated supply constraints due to the increased demand for services by program beneficiaries. The Social Cabinet and the Ministries of Finance and Economy allocated the funds needed to cover these supply gaps in the 2010 National Budget Law. The CCT Intersectoral Committee has facilitated communication across ministries to monitor the timely disbursement of the funds. The Committee also has facilitated the training of regional and/or district directors of the Ministries of Education and Health and the Solidaridad program, focusing on the program’s new operations manual.



[bookmark: _Toc424722645]

[bookmark: _Toc435713514]Improving vertical coordination
Potential activities that could be supported by UNCTs to improve the vertical coordination in one country:
Promoting the principle of subsidiarity
Developing the interest of local administration 
Streamlining a chain of committees in order to ease the flow of information 
Encouraging the implementation of reporting mechanisms between the different layers of the sub-national administration for the sound management of social protection
Developing Integrated Management Information Systems (IMIS)
[bookmark: _Toc435713672]Figure 13: Five steps for a better vertical integration
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[bookmark: _Toc424722647][bookmark: _Toc435713515]Promoting the principle of subsidiarity 
According to the principle of subsidiarity, matters ought to be handled by the smallest, lowest or least centralized competent authority. Decentralization is associated with objectives of effective and efficient delivery of public services, democratic decision-making, popular participation in government, and accountability of public institutions to citizens. As such, it has been a key feature of many countries’ search for efficiency and transition to democracy, shifting the responsibility of providing services from national to local government.
It is generally accepted that the decentralization of certain functions of the social protection system, should lead to better services for residents.[footnoteRef:14] The process of decentralization can substantially improve the efficiency, transparency, accountability, and responsiveness of service provision compared with centralized systems. [14:  UNDP/UNCDF joint publication on Strengthening the Governance of Social Protection: The Role of Local Government, 2014] 

[bookmark: _Toc435713688]Box 9 – Delegation of competencies in SASSA organisation in South Africa
The establishment of South African Social Security Agency sought to integrate and consolidate the grant administration services across the country to achieve a common goal across all nine provinces. The legislative mandate of SASSA is to ensure the provision of comprehensive social assistance services against vulnerability and poverty within the constitutional and legislative framework.  
SASSA services are decentralised with national, provincial, district and local offices (four-tier structure). Because social protection is rights based, it must be implemented according to uniform norms and standards. On the other hand, aiming to reach vulnerable segments of the population, services must be easily accessible. Thus, SASSA has centralized powers and functions with decentralised service units. This approach results in more standardized service delivery across the country. Citizens can access the same service in any part of the country, at their doorstep. 
Roles and responsibilities of the different layers optimise the chain of command, ensuring both the reactivity of the organisation (i.e. autonomy of the local levels), and the homogeneity of the delivered services (i.e. norms defined and enforced by the central level).
In 2013, the Agency entered its seventh year of operation and it has made significant strides in ensuring that it fulfils its mandate, namely to manage, administer, and pay social security transfers. However, despite these successes a number of challenges still remain including the need to improve access to grants in deep rural areas and the limited coordination with government departments.  In response to this challenge, SASSA introduced the Integrated Community Registration and Outreach Programme (ICROP) in 2007 

[image: ][bookmark: _Toc435713673]Figure 14. The four-tier structure of SASSA


[bookmark: _Toc435713516]Developing the interest of local administration 
For the implementation of coordinated social protection floors to be possible, it is crucial that capacities and interest actually exist at each layer of the subnational administration with respect to their own roles and responsibilities. None of the coordination effort can be successful if the involved stakeholders do not have the capacity or required commitment to complete their duties. 
Local administration often suffers from a lack of resources, thus the additional effort that is required from local administration for the purpose of establishing a social protection floor has to be rewarded. This reward is not only financial; the positive political impact of well implemented social protection programme has already been documented.
[bookmark: _Toc435713689]Box 10 - inclusion of political and economic incentives for collaboration in Brazil
In Brazil, the decentralized Bolsa Familia programme uses a system of formal performance-based financial incentives for municipalities to promote quality implementation. Municipalities receive financial incentives according to a performance score, called the Decentralized Management Index, which captures the quality of their completion of key program functions such as keeping the beneficiary registry updated and monitoring beneficiary compliance with conditionalities. Resources are transferred from the federal government to municipalities in accordance with the index and the number of beneficiary families covered.
Municipalities can gain political benefits from having a well-implemented programme in their territory. A study of the Bolsa Escola programme (which preceded Bolsa Familia) found that the greater the number of children in the municipality who benefited from the program, the more likely the incumbent mayor would be to gain re-election. This positive association appeared despite the fact that Bolsa Escola was a federal programme. Thus, decentralized program implementation allowed local mayors to gain political rewards when they were perceived as effective intermediaries for potential beneficiaries in the municipality. The study also found that mayors who did not implement the programme properly, or failed to provide civil society with a forum for feedback and appeals, experienced a significant political cost. This demonstrates the effectiveness of political accountability through electoral rewards and punishments.



[bookmark: _Toc424722648][bookmark: _Toc435713517]Refining the chain of committees to ease the flow of information and alignment of the different sub-national layers
According to the principle of subsidiarity, each layer of the sub-national administration has a role to play in transforming a policy statement into a concrete SPF accessible for the population. While the upper layers are focused on policy options, the lower layers need to focus on very concrete issues: 
The upper layers of the sub-national administration are usually responsible to ensure the application of national policies, to formulate local policies, and to develop capacities of the lower levels. 
These lower levels are in turn in charge of the concrete implementation of the schemes and of providing quality services to the people. 
In addition to the challenge of coordinating actors within each layer, this distribution of the roles and responsibilities along the chain of the subnational administration creates the need for coordinating the different layers responsible for inter-connected activities. This is particularly important since, by experience, the roles and responsibilities of the different layers are not always clearly defined, and the responsible administrations do not always have the appropriate capacities.
[bookmark: _Toc435713690]Box 11 - The Institutional Framework for coordination of Social Protection Interventions in Kenya
In 2012 the Kenyan government adopted a Social Protection Policy which included an institutional framework for coordination of social protection interventions from the national to the county level, the latter of which has the bulk of service delivery responsibility.  
The diagram below provides a broad overview of the national and county coordination mechanisms to oversee the development, implementation and integration of social protection strategies, programmes and resourcing.

Clear roles and functions are associated with each of these structures:
· The National Social Protection Council is a multi-sectorial body which facilitates oversight of the implementation of the social protection policy 
· The National Social Protection Secretariat’s main role is to implement Council decisions and to carry out day-to-day functions.  It provides technical support and coordinates the implementation of agenda items in social protection.
· County and sub-county Social Protection Committees are responsible for community-based initiatives.  They are all answerable to the National Council.  Their main roles are to:  
· Promote oversight and monitoring of social protection interventions in their jurisdiction;
· Promote coordination and harmonization of programmes within the county to avoid overlap; and
· Ensure that sector policies and guidelines are implemented in the county and maintain a registry of programmes and beneficiaries in the county in coordination with the single registry at the national level (integration of MIS between the counties and national level).   Disputes are resolved or referred to the National Council by County Committees.
· Regulation and Adjudication regulate and set standards for and supervise compliance by social security and health insurance schemes. One or more adjudication institutions provide an independent appeal function in relation to the resolution of social protection disputes. Appeal institution(s) are accessible once the internal complaint mechanism of a particular social security, health insurance or social assistance institution has been exhausted.

Source: XX

[image: ][bookmark: _Toc435713674]Figure 15. Chain of committees in Kenya

[bookmark: _Toc424722649]
[bookmark: _Toc435713518]Encouraging the implementation of reporting mechanisms between the different layers of the sub-national administration for the sound management of social protection
Even through local administrations are more proficient in delivering social protection it poses the risk of vote-seeking manipulation and incoherent social schemes for the country as a whole. To prevent these perverse effect of delegation, each layer of the sub-national administration should be responsible for the monitoring of activities undertaken by the lower layers.
The monitoring activities do not only aim to ensure the accuracy of activities completed by the lower layers, but also to ensure that accurate decisions and actions are taken by the upper levels. As such, monitoring activities completed by the different layers of an administration or organization should contribute to improve vertical coordination in both directions, both top-down and bottom-up.
Flash reports similar to those described for the coordination at policy level can be used to report from one layer to the upper layer (see annex 3). The use of similar flash reports for any reporting and information sharing process has three positive impacts:
—	It imposes the same constraint to each stakeholder, and hence contributes to the acceptability of this constraint;
—	It eases mutual understanding since the format is well known by each layer; and
—	It simplifies the work completed by each layer in compiling information from lower layers to report to higher layers.
Ideally, the reporting format should encompass both quantitative and qualitative information and use easy to read figures. 
[bookmark: _Toc435713691]Box 12 – Harmonizing social protection schemes and service delivery in the Philippines
In a country with high socio-economic inequality and geographical diversity, and a fragmented social protection system with inadequate coordination among different institutions, building a common monitoring and reporting system is both necessary and desired. Often, the monitoring and reporting mechanisms of individual social protection programmes vary across regions, are complex and difficult to use, do not capture adequate data and are supported by insufficient infrastructure.
Efforts are being made towards developing a common monitoring, evaluation and reporting system which can harmonize practices across different social protection—and especially social welfare—schemes. In addition to national level agencies, the system will build on the existing capacities of local government units, and regional and local offices of the Government departments, and strengthen their communication with one another.
An existing initiative is the Community-based Employment Program (CBEP), an online monitoring and reporting system for public employment projects. The CBEP system consolidates information on all infrastructure and non-infrastructure projects being implemented by the Government. Such projects provide people with a wage in exchange for working under:
i. infrastructure projects like construction and repair of roads, bridges, schools, water systems, social housing, etc.;
ii. non-infrastructure projects like reforestation, coastal resource management, self-employment undertakings; and
iii. emergency employment projects in case of natural and man-made disasters.
CBEP is chaired by the Department of Labour and Employment (which leads in coordinating and monitoring jobs generated by various agencies with enrolled projects under CBEP) and steered by the National Anti-Poverty Commission. It consolidates information from several government departments and agencies, local governments, public financial institutions and public-private partnerships. It recorded data on 2,324,311 jobs in 2012.

Source: ABND Philippines workspace/ matrix

[bookmark: _Toc424722657]
[bookmark: _Toc435713519]Developing Integrated Management Information Systems (IMIS)
Each step of a scheme (identification of recipients, registration, verification of conditional actions if any, payment, and grievance) requires information to be captured, stored and analysed. The use of a management information system (MIS) does not only ease the operation through automation, it also contributes to improve transparency and traceability of the scheme. Any decision (selection of beneficiaries for instance) can be tracked and later explained when necessary. 
Moving from one single scheme to the whole social protection system of one country, information systems can be used to better coordinate and ensure consistency across different schemes and institutions involved in social protection or employment services. 
A social protection MIS can be conceptualized in terms of its implementation scope, size and use within the social protection system. The three types of social protection MIS include (i) individual social protection programme MIS (ii) a unified single registry, and (iii) integrated social protection MIS.
Individual social protection scheme MIS automate individual programme functions e.g. registration, targeting, enrolment, updates, payments, complaints and grievances 
Single registries are databases developed using a common registration tool and in some cases harmonised identification of recipients. 
Integrated social protection MIS consolidate operations of a number of social benefits e.g. retirement pension, widows’ pension, disability grant, child grant. 
[bookmark: _Toc435713675]Figure 16: The different type of social protection MIS
[image: ]
Source: Illustration based on Barca, V. and Chirchir, R. (2014) Demystifying Data and Information Management Concepts, DFAT: pg 18 on clarifying confusion on the terminology
Integration (and even coordination) could happen at two levels: 
Within the social protection sector, where information across programmes is managed through a Single Registry or some form of an integrated Management Information System;
Across sectors within a country, when the interoperability of information is extended to other sectors (e.g. Health, Education, Civil Registry etc.).
The development of ICT master plans would contribute to ensuring interconnectivity between the different systems developed and their ability to exchange information. It also aims to identify possible synergies and avoid wasting money in duplicating systems where the provision of one shared solution would be more efficient. Finally, ICT master plans should also clarify the utilization of collected data and protect recipients’ privacy and dignity.
[bookmark: _Toc435713692]Box 13 – Integrated system for social information in Chile  
Chile’s integrated system for social information (known as SIIS) was formally established in 2008, but has its roots in the 1990s. The system’s framework and technical architecture is a direct consequence of a conceptualisation of poverty and vulnerability that encompasses all risks associated with poverty across the life cycle—integration is at its heart. It is an interoperable platform that links information online. Information can be accessed in two different ways, depending on each institution’s technological capacity: through web service or through batch processes.
The system integrates the country’s two main pillars of social protection: Chile Solidario and Chile Crece Contigo (both cross-sectorial by design), as well as other programmes focused on health, education, employment, and so on.
The system’s Single Registry (RIS) is managed by the Social Information Division of the Ministry of Social Development, but is based on legal agreements with 43 state institutions and 345 municipalities. Self-reported information is continuously collected on-demand through municipality offices (using ‘Ficha de Protección Social’ form - FPS), and it becomes part of RIS. Moreover, periodically new administrative records collected by other state institutions become part of RIS, as the result of legal agreements. RIS also keeps records of some sensitive data, such as income and taxes, which may be used only under very specific circumstances. Regarding data use, each participating institution is given an access key/identifier – information and functionalities from the integrated system are shared to a different extent with different users, depending on the legal arrangements
On average, RIS information is consulted 9000 times a day, and 17000 certified FPS scores are requested online daily. As of the end of 2014, the registry contained data of more than 13 million people (around 75% of Chilean population).
Source: 
Barca and Chirchir (2014) Single Registries and Integrated MISs, Demystifying Data and Information Management Concepts. Case Study 1


[bookmark: _Toc424722650][bookmark: _Toc435713520]Improving the horizontal coordination at operational level
Possible actions to be organized and supported by UN agencies to support governments in improving horizontal coordination at operational level:
Promoting the role of local social officers, and enhancing their capacities  
Promoting the installation of shared identification databases 
Supporting the implementation of shared systems to select beneficiaries
Developing shared delivery mechanisms close to the population
Developing a Single Widow Service for social protection and employment promotion services 
[bookmark: _Toc435713676]Figure 17. Five steps for an improved horizontal coordination at the operational level
[image: ]

[bookmark: _Toc424722651][bookmark: _Toc435713521]Promoting the role of local social officers, and enhancing their capacities 
Social or welfare ministries are usually key stakeholders for social protection within government (notably regarding their historical role in social assistance schemes). Social welfare workers are the frontline providers of social protection who identify vulnerabilities and are missioned to act on them. 
In countries where the social care network is weak, social vulnerabilities will largely be ignored and the social protection provision will be designed as last minute interventions. Meanwhile, Recommendation No. 202 clearly recalls the importance of prevention as part of the floor. A social protection floor should not only provide transfers to all who are not in employment but should also recognize that providing income alone will not address vulnerability to poverty and social exclusion. In the Asia-Pacific region, a very significant part of the poorest of the poor will not benefit from even universal social pension or universal child grant transfers due to migrant and/or ethnic status, functional illiteracy, lack of documentation, low awareness, high stress, stigma and other social barriers.
Promoting the role of skilled social workers (who can have different roles and responsibilities according to national context, for instance midwifes in Indonesia, Social Welfare officers at Soum level in Mongolia, Chile Solidario’s case workers and so on) is key to ensure that:
The vulnerabilities are identified, including among the poorest segment of the population; 
Awareness is raised on social protection;
Potential recipients are identified and supported in their enrolment process; and
Beneficiaries are able to ultimately access all the programmes and services that they are eligible for.
Social workers also have the capacity to propose tailor made support to individuals thanks to their knowledge of the population and their specific place within communities. They are key in ensuring that social protection is not only the combination of administrative structures but that it takes into consideration people’s will, feelings and environment.
[bookmark: _Toc435713693]Box 14 – Community Facilitators visit local homes in Karnataka, India
To tackle the challenges of a large number of informal economy households who lack access to formalized social protection mechanisms, a segregated social protection system, limited awareness of and access to social protection schemes, the State Government of Karnataka, India, with support from the German Corporation for International Cooperation (GIZ), set up Workers Facilitation Centres (WFCs) in the state. WFCs follow a proactive approach to reach out to people in far-flung areas, through their local workers, commonly known as Community Facilitators.
Community Facilitators visit the households of beneficiaries, who primarily comprise poor and vulnerable population groups and people living in rural and remote areas. Their functions include, among others:
· to identify eligible households and members;
· to collect information and update the database;
· to assist people with the documentation required to register for schemes and claim benefits; 
· to follow-up on claims; and
· to provide information and create awareness of social protection.
In this way, Community Facilitators act as a bridge between government departments operating social protection schemes and informal economy households. They usually belong to the same locality where the Centre is based, which facilitates their acceptability by beneficiary households and allows them to easily communicate with beneficiaries. To help in their work, Community Facilitators undergo training on social protection concepts and key schemes, conditions of informal economy workers and communication skills.
Out of an estimated 361,525 informal economy households in Karnataka, Community Facilitators have collected and updated data on 260,348 households. An aggregate of 72 per cent of total claims for benefits have been fulfilled (check). The Facilitators have also helped to increase people’s awareness of existing social protection schemes. This illustrates how a case management approach (i.e. with Community Facilitators or local social workers using a case-by-case approach to effectively target eligible beneficiaries) can be successfully adapted in countries.
Source: Country brief (to be published)

[bookmark: _Toc424722652]
[bookmark: _Toc435713522]Promoting the installation of shared identification databases
Many countries still suffer from weak identification systems (either foundational or functional systems). However, these systems are crucial for delivering social protection programmes, to identify recipients and ensure the access to acquired rights and a well-functioning delivery system. Poor means of identification may result in exclusion as otherwise eligible people can face hurdles while registering for programmes and for claiming benefits. In addition, recipients may find the process of identifying themselves at the time of each transaction to be onerous and costly. Children as well as other groups that often do not possess forms of legal identification (migrants, indigenous people and women) are particularly vulnerable to this risk. 
The management of shared recipient databases is both the result of coordination efforts and an excellent means to foster collaboration. Having a common tool to identify their recipients, the different stakeholders (service providers) have no other choice than to collaborate. Besides the coordination effort itself, the installation of shared databases has other positive impacts on the social protection system:
It forces different schemes to share information on their recipients and improves transparency of the whole system;
It allows for better monitoring of the use of the social protection and prevents double dipping while ensuring more consistent and equitable selection criteria;
It allows for the identification of uncovered populations and, hence, the formulation of more inclusive policies, or the installation of universal schemes;
It has the potential to simplify access to services, notably through unified identification of recipients (i.e. service providers granted with access to the unified database have the full entitlement picture for one person);
It has the potential to create linkages between the different programmes for the portability of benefits entitlement.
Despite all the related advantages, it is important while developing such shared databases to take into consideration the respect for people’s privacy (access to data and security of the storage) as well as to clearly define the use of the database in order to prevent any misuse (identification of migrants for instance).[footnoteRef:15] [15:  ISPA tool on identification systems] 

[bookmark: _Toc435713694]Box 15 - Rashtriya Swasthya Bima Yojana (RSBY) in India: building an IT platform to deliver the SPF
Rashtriya Swasthya Bima Yojana (RSBY) is a health insurance scheme that was launched on 1 April 2008 by the Central Ministry of Labour and Employment. Initially targeting the Below Poverty Line (BPL) population. The scheme has since been extended to defined categories of unorganized workers and is expected to reach 350 million recipients by 2017.
RSBY is a cashless, paperless, and portable scheme that uses information technology to better serve the people. Recipients are provided with a Smart Card, which is the sole instrument needed for identification and to claim benefits.
RSBY uses a prepaid Smart Card, which is given to each recipient family at the time of enrolment in the scheme. The Smart Card is prepared and printed on the spot at the time of registration in the village and handed over to the recipient. The Smart Card can be used by the recipient to obtain treatment in any one of about 12,000 empanelled hospitals across India. Fingerprints of all recipients are collected during enrolment. Thumb impressions of each of the household recipients are stored in the Smart Card. This fingerprint is used to verify the identity of the claimers at the health facility.
In addition to biometrics, Key Management System technology is used to provide a secure environment for Smart Card issuance and usage. A government officer called a Field Key Officer needs to be present at the enrolment station to guarantee that only the correct recipients receive Smart Cards. 
RSBY is gradually demonstrating that it is not only able to effectively deliver health insurance to poor and vulnerable sections of society, but also create an IT platform (and notably a functional identification system) which can effectively deliver additional social security benefits.
Other ministries and departments have shown interest in delivering their own social security schemes through the RSBY platform. The Department of Financial Services, Ministry of Finance, implements a life and disability insurance called Aam Aadmi Bima Yojana (AABY). The Department has decided to use the RSBY Smart Card platform to deliver AABY. Similarly, the Ministry of Rural Development has decided to deliver the National Social Assistance Programme (which also targets BPL) through the RSBY platform. 
Source: ILO, RSBY: A prepaid Smart Card to provide access to health care. Geneva. 2015

[image: ][bookmark: _Toc435713677]Figure 18. RSBY Smart Card


[bookmark: _Toc435713523]Supporting the implementation of shared selection systems
In many cases, each programme has developed its own tools and processes to collect data and select recipients. Registries are kept separate, in some cases even within the same ministry or agency. As a result, the social protection landscape is scattered and inconsistent, which resulted in limited outreach and numerous inclusion/exclusion errors (partly as a result of fraud). The abundance of small databases and the absence of a common selection system covering the whole poor population also leads to a lack of information on this population and, consequently, to its invisibility to policy-makers.
One possibility to tackle this issue is to develop common selection systems to identify and enrol the poor populations. It encompasses the alignment of all stakeholders on what the factors of poverty and vulnerability are, as well as the development of a shared database on poor and vulnerable populations. In countries where a unique or shared identification database exists, these two components would accurately be linked. 
The collection and compilation of data on poor and vulnerable population also enables local governments and policy-makers to develop a better understanding of this population and to develop appropriate and coordinated programmes. In addition, it contributes to increase the outreach of social assistance programmes (efficient use of shared resources to cover wider areas) and mitigate the risks of data manipulation, fraud, and clientelism by installing more transparency in the selection criteria. It also enables recipients to clearly understand their eligibility for various programmes and to easily claim benefits.

[bookmark: _Toc435713695]Box 16 – SISBEN in Colombia
Through the establishment of a unified household vulnerability index, Colombia has channelled social assistance to those in need and reduced inequalities in the country. 
The System of Identification of Social Program Beneficiaries (SISBEN) produces a household vulnerability index that is used to identify the beneficiaries of social assistance programmes in Colombia. During the 1990s, the Government shifted public subsidies from the supply side of social and health services to the demand side, making it necessary to identify target groups that would receive subsidized social protection.
Progressively implemented since 1995, SISBEN is based on data collected by the country’s 1,101 municipalities and districts. In 2013, ten institutions running several social protection and employment programmes were using SISBEN to identify potential beneficiaries.
In 2014, the SISBEN database held information on more than 34 million people, more than 70 per cent of the national population. 
The main lessons learned from Colombia are the flowing:
· A common system to assess vulnerabilities and identify potential beneficiaries can contribute to improve coherence across social protection programmes. 
· It also helps improve the transparency and traceability of social protection system administration since entitlements are determined using a transparent methodology.
· By establishing one common mechanism to assess vulnerabilities and identify beneficiaries, social protection programmes were able to develop a more reliable identification system at a lower administrative cost. 
· Local governments are invited to play an important role in collecting data that is used to develop and update SISBEN. The system has therefore fostered collaboration between national and local institutions.

Source: ILO, SISBEN: A unified vulnerability assessment and identification system for social assistance. Geneva. 2015



[bookmark: _Toc424722654][bookmark: _Toc435713524]Developing simplified delivery mechanisms embedded in local administration
A very simple yet efficient way to foster collaboration is to establish centres were different line services are represented and delivered to the people. These delivery mechanisms not only simplify access to services for the people, but also build the basis for collaboration through a better understanding of each other’s activities and mandates.
One Stop Shops can be considered as the facility component of the SWS concept introduced in section 3.1 of this tool-kit document. However, One Stop Shops may exist to bring together frontline service delivery to beneficiaries without further integration of back office procedures (i.e., no single registry, no MIS) They are not necessarily focused on social protection and employment services, yet they significantly contribute to enhance accessibility to public services (including social protection and employment promotion services). These facilities could also prevent stigmatization of the poor since the very same office can be visited for many other purposes than social assistance. They are very relevant for social protection since it is often a very fragmented area in which different stakeholders are responsible for the management and delivery of different benefits, making it difficult to understand for the population. 
Regarding the administration of social protection and employment programmes, the delivery of several services in a common location contributes to increase transparency and efficiency since there is a natural self-management as a result of sharing the same physical space (officers will be more likely to act according to official procedures). In addition, in some places the local administration has been able to build up capacities of the staff in order to install a backup system according to which officers can replace each other to provide basic services. It appears particularly efficient to ensure continuous provision of services in remote areas. 
[image: C:\Users\Thibault\AppData\Local\Microsoft\Windows\INetCache\Content.Outlook\8379LD55\pics elderly.jpg]© ILO/N. Munkhbaatar 2014
[bookmark: _Toc435713696]Box 17 - The OSS in Mongolia
The One Stop Shop (OSS) is a response to the challenge of providing quality services in Mongolia, the most sparsely populated country in the world. Starting from 2007 and implemented nationwide since 2011, the One-Stop-Shops (OSSs) delivers social protection and employment counseling services as well as notary and banking services at provincial (aimag) and district (soum) levels. 
Gathering representatives from different government agencies (including social insurance, social welfare and employment departments) offered an opportunity to enhance the legal framework of public service provision and improve the accessibility, awareness and transparency of those services. These officers come from different types of organizations: local government, deconcentrated divisions of centralized authorities, and private enterprise. Additionally, complementary lines of services can be included in the OSS according to local needs (to be assessed by local administrations). OSS is placed under the responsibility of the Head of the Governor’s Office. 
The main goal of the OSS project is to make public services more accessible to citizens by reducing the time and expenditure needed to move from one office to another to obtain a service or payment.. In addition to bringing all the required offices into one room, the project has made several efforts to simplify processes to get services by reducing the number of stamps, certifications, and documents needed to access a service. They also have developed guides for citizens to better understand the administrative processes they need to go throughin order to access a service.
The OSS is designed to provide existing services and does not have its own programmes. While OSS are being developed at Aimags/Districts and Soums/Khoroos levels, there is no relationships between the OSSs existing at different levels of the sub-national administration. All OSSs are supposed to be developed according to the same model and to provide services from the same departments. At national level, the OSS programme is managed by the State Cabinet. Now commonly used by the population, the OSS offers a fertile ground for local administrations to improve coordination and the quality of public services to their population. 

Source: ILO, A one stop shop for accessible, transparent and efficient public service delivery in Mongolia. Geneva. 2015


[bookmark: _Toc424722656]
[bookmark: _Toc435713525]Developing a Single Window Service concept 
The Single Window Service (SWS) is a mechanism for the coordinated development and delivery of social protection programmes and employment services. Embedded in government institutions and operated by the sub-national administration, the SWS is linked to the central level via a formalized reporting system. This reporting system ensures the transparency and traceability of the social protection system. It also facilitates better coordination between the local level (responsible for service delivery) and the central/national level (responsible for policy development, planning, monitoring and evaluation). 

Basically, the SWS concept can be summarized in three components:
1.	A physical place, unique and accessible to all, where families can get information and access all social protection and employment programmes – it is the facility responsible for delivering the SPF in a country, or the OSS in the case of Mongolia;
2.	A coordination mechanism for social protection (including social welfare) and employment services, working at three levels:
	— 	Coordination at policy level,
	— 	Vertical coordination,
	— 	Operational coordination; 
3.	A monitoring tool for all social protection and employment public policies, collecting information from the operations, and gradually compiling it at each layer of the sub-national administration to reach decision makers.
[bookmark: _Toc435713678]Figure 19: The three components of the Single Window Service
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Practically, the SWS physical facility performs tasks that usually are under the direct supervision of different service providers: 
Information dissemination on existing programmes and schemes;
Case management and referral mechanisms, starting from the professional assessment of specific needs;
Maintenance of a single beneficiary database (ID system) and common targeting tools (when required);
Facilitation of enrolment processes for social programmes and of support to future recipients;
Development of combined benefit packages delivered through a case management approach to address the different aspects of poverty and social exclusion;
Installation of a common feedback, appeal and grievance process; and
Installation of shared monitoring tools together with a chain of committees involving each layer of the sub-national administration up to the central government.
Families or individuals register in a single office at sub-national level. An assigned “case manager” assesses the vulnerabilities and skills of potential beneficiaries, develops a personalized plan with them covering the assessment of specific social needs and options for support, including psychosocial support, income support, skills development, enterprise creation or job placement.  The case manager also enacts referral mechanisms with other services (such as health and education), provides support for registration to the schemes, and facilitates access to benefits in cash or in kind.
The SWS gives concrete functions to the sub-national administration in the delivery of social services. It takes stock of the decentralisation policies to clarify the repartition of roles and responsibilities between the different layers of the subnational administration, and implements processes and tools for them to complete their functions. The SWS is embedded in government structures and contributes to building the capacity of local institutions to administer and monitor existing social protection (including social welfare) and employment support programmes. 
The SWS provides a coherent framework for the implementation of national social protection strategies in an integrated, effective and efficient way, by establishing a management system and a reporting mechanism that link the central government to villages, communes, districts and provinces. Yet it also contributes to a better coordination at policy level providing the central government with accurate information that potentially covers the four guaranties of the SPF.
[bookmark: _Toc435713697]Box 18 - The Social Service Delivery Mechanism in Cambodia
In Cambodia, the Social Service Delivery Mechanism (SSDM) was launched as a pilot in June 2014. Its main objectives are (i) to extend social protection coverage and reduce vulnerabilities, (ii) to increase efficiencies and traceability, (iii) to trigger cross-ministerial coordination, and (iv) to empower communities and local administrations in the provision of social services.
The Mechanism has been designed by the ILO together with the Council for Agricultural and Rural Development (CARD) as part of the National Social Protection Strategy for the Poor and Vulnerable (NSPS-PV). It is intended to be the tool to develop, deliver and monitor social protection and employment promotion services in the country.
In line with the Decentralization and Democratization (D&D) reform, each level of the sub-national administration has a role to play in the SSDM operations, including village, commune/sangkat, district/municipality/khan, and provincial levels. The SSDM has installed committees at each layer of the administration and tools to ensure an efficient coordination effort and the constant flow of information between these layers. The mechanism is managed at national level by the CARD-Social Protection Coordination Unit which is responsible for coordination of all efforts related to the implementation of the NSPS-PV in the country.
[bookmark: _Toc424898749][bookmark: _Toc435713679]Figure 20: Main features of the SSDM in Cambodia
[image: ]
The SSDM will cover five functions: (i) it will contribute to the dissemination of information on existing social protection and employment programmes available locally (Health Equity Fund (HEF), Community Based Health Insurance (CBHI) schemes, cash transfers, PWPs, and so on); (ii) it will facilitate enrolments in SSDM and applications to the existing programmes through local teams using standardized procedures and tools; (iii) it will collect feedback and grievances from claimers and try to find solutions; (iv) it will establish a transparent management information system that will enable the monitoring of achievements, planning for the future, and evaluating social policies and the progressive implementation of the NSPS-PV; and (v) it will also deliver some specific social services such as cash transfers and offer a hotline facility for specific vulnerable groups.

Source: 
ILO DWT – Bangkok
Workspace of the SSDM project available at 
http://www.social-protection.org/gimi/gess/ShowProjectPage.do?pid=2318
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[bookmark: _Toc424722658][bookmark: _Toc435713526]ANNEXES
[bookmark: _Toc295947622][bookmark: _Toc424722659][bookmark: _Toc435713527]Interview outline for the coordination assessment
Development Date:
Name of the interviewee:
Organisation:
Position:
1. Introduction to the interview
a. Why conducting interviews 
b. Who are the other interviewees
c. What will be done with the provided content
2. The current stage of coordination 
a. Could you name and briefly describe the main coordination mechanism you are aware of at policy level for the design and implementation of SPFs?
i. Is your organization involved in these mechanisms 
ii. How would you assess these mechanisms
iii. What are the benefits and concerns of each of these mechanisms
b. Could you name and briefly describe the main vertical coordination mechanism you are aware for the design and implementation of SPFs (top down and bottom up processes)?
i. Is your organization involved in these mechanisms 
ii. How would you assess these mechanisms
iii. What are the benefits and concerns of each of these mechanisms
c. Could you name and briefly describe the main coordination mechanism you are aware of at operational level for the design and implementation of SPFs?
i. Is your organization involved in these mechanisms 
ii. How would you assess these mechanisms
iii. What are the benefits and concerns of each of these mechanisms
d. Are you aware of any pooling of resources and/or information in the field of social protection, and notably:
i. Shared databases 
ii. Shared delivery mechanism 
iii. Shared monitoring tools
3. On the way to a better coordination 
a. According to you, is it relevant to coordinate the different stakeholders working in the field of social protection
i. By guaranty
ii. Cross guaranties 
b. For your organization, what are the three expected benefits of more coordination

c. What could be done for a better coordination?
[bookmark: _Toc435713528]Example of compilation matrix for the coordination assessment
[bookmark: _Toc295947628][bookmark: _Toc424722661][bookmark: _Toc435713529]Horizontal coordination at the policy level
	
	
	Design
	Implementation

	Category
	Criteria
	Main features
	Gaps
	Main features 
	Issues 

	Institutional set-up for policy making and review
	Description of the entity in charge of developing policies for the SPF
	 
	 
	 
	 

	
	Missions (covered areas) and budget
	 
	 
	 
	 

	
	Legitimacy to coordinate relevant stakeholders (appointed by?)
	 
	 
	 
	 

	
	Staff dedicated to the functioning of the entity (secretariat/cabinet)
	 
	 
	 
	 

	
	Tripartism / voice of the people in the process of policy development
	
	
	
	

	
	Articulation with other fields
	
	
	
	

	
	Developed reference documents  
	 
	 
	 
	 

	Institutional set-up for coordinating the implementation 
	Description of the entity in charge of implementing policies related to the SPF
	 
	 
	 
	 

	
	Missions (covered areas) and resources (budget and staff)
	 
	 
	 
	 

	
	Legitimacy of the entity
	 
	 
	 
	 

	
	Monitoring process installed for the implementation
	 
	 
	 
	 

	
	Developed shared tools and mechanism (identification systems, MIS, and so on) 
	 
	 
	 
	 

	
	
	
	
	
	

	Other coordination mechanism at policy level: for instance regarding enterprise promotion




[bookmark: _Toc435713530]Vertical coordination 
	
	
	Design
	Implementation

	Category
	Criteria
	Main features
	Gaps
	Main features 
	Issues 

	Roles and responsibilities of each layer of the SNA
	Decentralisation legal framework 
	 
	 
	 
	 

	
	Level 1 - National/Federal
	 
	 
	 
	 

	
	Level 2 - Provincial/Regional
	 
	 
	 
	 

	
	Level 3 - District 
	 
	 
	 
	 

	
	Level 4 - Commune 
	 
	 
	 
	 

	
	Level 5 - Village/communities
	 
	 
	 
	 

	Structure in charge of coordinating the SFPs, and local development plans 
	Level 1 - National/Federal
	 
	 
	 
	 

	
	Level 2 - Provincial/Regional
	 
	 
	 
	 

	
	Level 3 - District 
	 
	 
	 
	 

	
	Level 4 - Commune 
	 
	 
	 
	 

	
	Level 5 - Village/communities
	 
	 
	 
	 

	Top-down information mechanism 
	General organisation
	 
	 
	 
	 

	
	Tools 
	 
	 
	 
	 

	
	Incentive for the lower level to collaborate
	 
	 
	 
	 

	Bottom-up information mechanism 
	General organisation
	 
	 
	 
	 

	
	Tools 
	 
	 
	 
	 

	
	Reporting system (IMIS)
	 
	 
	 
	 





[bookmark: _Toc435713531]Horizontal coordination at the operational level
	
	
	Design
	Implementation

	Category
	Criteria
	Main features
	Gaps
	Main features 
	Issues 

	Communication and promotion of the SPF
	Actors in charge of promoting social protection 
	 
	 
	 
	 

	
	Role of local social welfare officers 
	
	
	
	

	
	Means and scope of communication
	
	
	
	

	
	Communication outreach
	 
	 
	 
	 

	Selection of recipients
	Actors in charge of the selection of beneficiaries
	 
	 
	 
	 

	
	Process and tools used to select recipients
	
	
	
	

	
	Schemes outreach 
	
	
	
	

	Application process
	Generic process to apply to a scheme 
	 
	 
	 
	 

	
	Accessibility of the process for disadvantage groups (esp. remote areas)
	
	
	
	

	
	Identification system(s)
	 
	 
	 
	 

	Delivery of benefit 
	Actors in charge of delivering benefits in cash
	 
	 
	 
	 

	
	Actors in charge of delivering benefits in kind
	
	
	
	

	
	Accessibility of the delivery points
	 
	 
	 
	 


	Monitoring system
	Actors in charge of monitoring social protection schemes at the local level
	 
	 
	 
	 

	
	Dialogue in the local monitoring system
	
	
	
	

	
	Grievance and appeal mechanism
	 
	 
	 
	 

	
	
	
	
	
	

	Other local delivery mechanism or shared tools: databases, e-administration and so on
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[bookmark: _Toc435713532]Sample of flash report
In order to follow the implementation project of the SSDM in Cambodia, a weekly flash report is produced by the lower administrative layer involved in the project (commune). These reports are shared, discussed and compiled successively by each layer of the administration until it reached the national level.
Each layer of the administration is then using the same format and receives a limited number of these flash reports. The flow is starting with very concrete questions and information which are progressively reshaped at each level of the administration in order to bring the right information to the right person.
The report uses a combination of quantitative data under the form of a graph that synthetises the actual advancement of the implementation project, and qualitative data to provide key information on the accomplishment but also in order to prepare the next steps. 
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[bookmark: _Toc435713533]International Labour Conference – Recommendation No. 202 
Recommendation concerning national floors of social protection
The General Conference of the International Labour Organization, 
Having been convened at Geneva by the Governing Body of the International Labour Office, and having met in its 101st Session on 30 May 2012, and 
Reaffirming that the right to social security is a human right, and 
Acknowledging that the right to social security is, along with promoting employment, an economic and social necessity for development and progress, and 
Recognizing that social security is an important tool to prevent and reduce poverty, inequality, social exclusion and social insecurity, to promote equal opportunity and gender and racial equality, and to support the transition from informal to formal employment, and 
Considering that social security is an investment in people that empowers them to adjust to changes in the economy and in the labour market, and that social security systems act as automatic social and economic stabilizers, help stimulate aggregate demand in times of crisis and beyond, and help support a transition to a more sustainable economy, and 
Considering that the prioritization of policies aimed at sustainable long-term growth associated with social inclusion helps overcome extreme poverty and reduces social inequalities and differences within and among regions, and 
Recognizing that the transition to formal employment and the establishment of sustainable social security systems are mutually supportive, and 
Recalling that the Declaration of Philadelphia recognizes the solemn obligation of the International Labour Organization to contribute to “achiev[ing] ... the extension of social security measures to provide a basic income to all in need of such protection and comprehensive medical care”, and 
Considering the Universal Declaration of Human Rights, in particular Articles 22 and 25, and the International Covenant on Economic, Social and Cultural Rights, in particular Articles 9, 11 and 12, and 
Considering also ILO social security standards, in particular the Social Security (Minimum Standards) Convention, 1952 (No. 102), the Income Security Recommendation, 1944 (No. 67), and the Medical Care Recommendation, 1944 (No. 69), and noting that these standards are of continuing relevance and continue to be important references for social security systems, and 
Recalling that the ILO Declaration on Social Justice for a Fair Globalization recognizes that “the commitments and efforts of Members and the Organization to implement the ILO’s constitutional mandate, including through international labour standards, and to place full and productive employment and decent work at the centre of economic and social policies, should be based on ... (ii) developing and enhancing measures of social protection ... which are sustainable and adapted to national circumstances, including ... the extension of social security to all”, and 
Considering the resolution and Conclusions concerning the recurrent discussion on social protection (social security) adopted by the International Labour Conference at its 100th Session (2011), which recognize the need for a Recommendation complementing existing ILO social security standards and providing guidance to Members in building social protection floors tailored to national circumstances and levels of development, as part of comprehensive social security systems, and 
Having decided upon the adoption of certain proposals with regard to social protection floors, which are the subject of the fourth item on the agenda of the session, and 
Having determined that these proposals shall take the form of a Recommendation; adopts this fourteenth day of June of the year two thousand and twelve the following Recommendation, which may be cited as the Social Protection Floors Recommendation, 2012.

I. Objectives, scope and principles
1. This Recommendation provides guidance to Members to: 
(a) establish and maintain, as applicable, social protection floors as a fundamental element of their national social security systems; and 
(b) implement social protection floors within strategies for the extension of social security that progressively ensure higher levels of social security to as many people as possible, guided by ILO social security standards. 
2. For the purpose of this Recommendation, social protection floors are nationally defined sets of basic social security guarantees which secure protection aimed at preventing or alleviating poverty, vulnerability and social exclusion. 
3. Recognizing the overall and primary responsibility of the State in giving effect to this Recommendation, Members should apply the following principles: 
(a) universality of protection, based on social solidarity; 
(b) entitlement to benefits prescribed by national law; 
(c) adequacy and predictability of benefits; 
(d) non-discrimination, gender equality and responsiveness to special needs; 
(e) social inclusion, including of persons in the informal economy; 
(f) respect for the rights and dignity of people covered by the social security guarantees; 
(g) progressive realization, including by setting targets and time frames; 
(h) solidarity in financing while seeking to achieve an optimal balance between the responsibilities and interests among those who finance and benefit from social security schemes; 
(i) consideration of diversity of methods and approaches, including of financing mechanisms and delivery systems; 
(j) transparent, accountable and sound financial management and administration; 
(k) financial, fiscal and economic sustainability with due regard to social justice and equity; 
(l) coherence with social, economic and employment policies; 
(m) coherence across institutions responsible for delivery of social protection; 
(n) high-quality public services that enhance the delivery of social security systems; 
(o) efficiency and accessibility of complaint and appeal procedures; 
(p) regular monitoring of implementation, and periodic evaluation; 
(q) full respect for collective bargaining and freedom of association for all workers; and 
(r) tripartite participation with representative organizations of employers and workers, as well as consultation with other relevant and representative organizations of persons concerned.

II. National social protection floors 
4. Members should, in accordance with national circumstances, establish as quickly as possible and maintain their social protection floors comprising basic social security guarantees. The guarantees should ensure at a minimum that, over the life cycle, all in need have access to essential health care and to basic income security which together secure effective access to goods and services defined as necessary at the national level. 
5. The social protection floors referred to in Paragraph 4 should comprise at least the following basic social security guarantees: 
(a) access to a nationally defined set of goods and services, constituting essential health care, including maternity care, that meets the criteria of availability, accessibility, acceptability and quality; 
(b) basic income security for children, at least at a nationally defined minimum level, providing access to nutrition, education, care and any other necessary goods and services; 
(c) basic income security, at least at a nationally defined minimum level, for persons in active age who are unable to earn sufficient income, in particular in cases of sickness, unemployment, maternity and disability; and 
(d) basic income security, at least at a nationally defined minimum level, for older persons. 
6. Subject to their existing international obligations, Members should provide the basic social security guarantees referred to in this Recommendation to at least all residents and children, as defined in national laws and regulations. 
7. Basic social security guarantees should be established by law. National laws and regulations should specify the range, qualifying conditions and levels of the benefits giving effect to these guarantees. Impartial, transparent, effective, simple, rapid, accessible and inexpensive complaint and appeal procedures should also be specified. Access to complaint and appeal procedures should be free of charge to the applicant. Systems should be in place that enhance compliance with national legal frameworks. 
8. When defining the basic social security guarantees, Members should give due consideration to the following: 
(a) persons in need of health care should not face hardship and an increased risk of poverty due to the financial consequences of accessing essential health care. Free prenatal and postnatal medical care for the most vulnerable should also be considered;
(b) basic income security should allow life in dignity. Nationally defined minimum levels of income may correspond to the monetary value of a set of necessary goods and services, national poverty lines, income thresholds for social assistance or other comparable thresholds established by national law or practice, and may take into account regional differences; 
(c) the levels of basic social security guarantees should be regularly reviewed through a transparent procedure that is established by national laws, regulations or practice, as appropriate; and 
(d) in regard to the establishment and review of the levels of these guarantees, tripartite participation with representative organizations of employers and workers, as well as consultation with other relevant and representative organizations of persons concerned, should be ensured. 
9. (1) In providing the basic social security guarantees, Members should consider different approaches with a view to implementing the most effective and efficient combination of benefits and schemes in the national context. 
(2) Benefits may include child and family benefits, sickness and health-care benefits, maternity benefits, disability benefits, old-age benefits, survivors’ benefits, unemployment benefits and employment guarantees, and employment injury benefits as well as any other social benefits in cash or in kind. 
(3) Schemes providing such benefits may include universal benefit schemes, social insurance schemes, social assistance schemes, negative income tax schemes, public employment schemes and employment support schemes. 
10. In designing and implementing national social protection floors, Members should: 
(a) combine preventive, promotional and active measures, benefits and social services; 
(b) promote productive economic activity and formal employment through considering policies that include public procurement, government credit provisions, labour inspection, labour market policies and tax incentives, and that promote education, vocational training, productive skills and employability; and 
(c) ensure coordination with other policies that enhance formal employment, income generation, education, literacy, vocational training, skills and employability, that reduce precariousness, and that promote secure work, entrepreneurship and sustainable enterprises within a decent work framework. 
11. (1) Members should consider using a variety of different methods to mobilize the necessary resources to ensure financial, fiscal and economic sustainability of national social protection floors, taking into account the contributory capacities of different population groups. Such methods may include, individually or in combination, effective enforcement of tax and contribution obligations, reprioritizing expenditure, or a broader and sufficiently progressive revenue base. 
(2) In applying such methods, Members should consider the need to implement measures to prevent fraud, tax evasion and non-payment of contributions. 
12. National social protection floors should be financed by national resources. Members whose economic and fiscal capacities are insufficient to implement the guarantees may seek international cooperation and support that complement their own efforts.

III. National strategies for the extension of social security 
13. (1) Members should formulate and implement national social security extension strategies, based on national consultations through effective social dialogue and social participation. National strategies should: 
(a) prioritize the implementation of social protection floors as a starting point for countries that do not have a minimum level of social security guarantees, and as a fundamental element of their national social security systems; and 
(b) seek to provide higher levels of protection to as many people as possible, reflecting economic and fiscal capacities of Members, and as soon as possible. 
(2) For this purpose, Members should progressively build and maintain comprehensive and adequate social security systems coherent with national policy objectives and seek to coordinate social security policies with other public policies. 
14. When formulating and implementing national social security extension strategies, Members should: 
(a) set objectives reflecting national priorities; 
(b) identify gaps in, and barriers to, protection; 
(c) seek to close gaps in protection through appropriate and effectively coordinated schemes, whether contributory or non-contributory, or both, including through the extension of existing contributory schemes to all concerned persons with contributory capacity; 
(d) complement social security with active labour market policies, including vocational training or other measures, as appropriate; 
(e) specify financial requirements and resources as well as the time frame and sequencing for the progressive achievement of the objectives; and 
(f) raise awareness about their social protection floors and their extension strategies, and undertake information programmes, including through social dialogue. 
15. Social security extension strategies should apply to persons both in the formal and informal economy and support the growth of formal employment and the reduction of informality, and should be consistent with, and conducive to, the implementation of the social, economic and environmental development plans of Members. 
16. Social security extension strategies should ensure support for disadvantaged groups and people with special needs. 
17. When building comprehensive social security systems reflecting national objectives, priorities and economic and fiscal capacities, Members should aim to achieve the range and levels of benefits set out in the Social Security (Minimum Standards) Convention, 1952 (No. 102), or in other ILO social security Conventions and Recommendations setting out more advanced standards. 
18. Members should consider ratifying, as early as national circumstances allow, the Social Security (Minimum Standards) Convention, 1952 (No. 102). Furthermore, Members should consider ratifying, or giving effect to, as applicable, other ILO social security Conventions and Recommendations setting out more advanced standards. 

IV. Monitoring 
19. Members should monitor progress in implementing social protection floors and achieving other objectives of national social security extension strategies through appropriate nationally defined mechanisms, including tripartite participation with representative organizations of employers and workers, as well as consultation with other relevant and representative organizations of persons concerned. 
20. Members should regularly convene national consultations to assess progress and discuss policies for the further horizontal and vertical extension of social security. 
21. For the purpose of Paragraph 19, Members should regularly collect, compile, analyse and publish an appropriate range of social security data, statistics and indicators, disaggregated, in particular, by gender. 
22. In developing or revising the concepts, definitions and methodology used in the production of social security data, statistics and indicators, Members should take into consideration relevant guidance provided by the International Labour Organization, in particular, as appropriate, the resolution concerning the development of social security statistics adopted by the Ninth International Conference of Labour Statisticians. 
23. Members should establish a legal framework to secure and protect private individual information contained in their social security data systems.
24. (1) Members are encouraged to exchange information, experiences and expertise on social security strategies, policies and practices among themselves and with the International Labour Office. 
(2) In implementing this Recommendation, Members may seek technical assistance from the International Labour Organization and other relevant international organizations in accordance with their respective mandates.
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