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I. Purpose

The objective of peace building has, since the end of the war, been a key priority of the Government of Sierra Leone. After the war, it became necessary to put structures in place to consolidate gains made in restoring peace to avoid a relapse into conflict.
Out of the desire to consolidate peace was born the National Security & Central Intelligence Act (2002) which established the Office of National Security (ONS) and the Central Intelligence & Security Unit (CISU). The ONS reserves the mandate to coordinate the roles and responsibilities of all security sector institutions while CISU is the main intelligence organization which feeds intelligence into the larger framework via the ONS.
The formation of Provincial and District Security Committees, coordinated by ONS staff in respective districts, largely ensured a unified approach to national security matters down to the Districts. However, the architecture lacked a presence at Chiefdom level to ensure real early warning systems from grassroots level. Similarly, ONS has both unilateral and multilateral partnerships with all security sector institutions, especially the primary security forces (SLP and RSLAF) and coordination is well organized at national and District levels. However, a similar mechanism for coordinating intelligence gathering, analysis and response was lacking at the chiefdom level. These weaknesses were seen as particularly acute in border areas, vulnerable as they are to illicit cross-border activities and territorial incursions.
The ONS has since its establishment proven adept at recruiting, training and maintaining highly professional staff. However the basic communications infrastructure was at the outset of this project severely lacking, to the extent that there was no internal computer network in place for staff to communicate with each other. Documents were saved on memory sticks in public internet cafes before being transferred to printers for printing. Needless to say, such a setup seriously compromised not only the efficiency of work but the very integrity of systems revolgin around classified and at times highly sensitive information.
The project aimed to address these weaknesses by piloting Chiefdom Security Committees in 17 vulnerable border regions and by equipping ONS in Freetown with the basic communications infrastructure to conduct their work with efficiency and integrity, including a secure internal computer network as well as vehicles for rapid deployment to security hot spots. As a whole, the project aimed to enhance the capacity of the Office of National Security (ONS) so as to strengthen warning systems, collaboration between as well as among security sector agencies and community participation in security mechanisms, with the overall objective of consolidating peace, identifying flashpoints and providing a secure environment for sustainable development.
This project related directly to the priority areas of Justice and Security as laid out in the country’s PBF Priority Plan in accordance with the Strategic Planning Framework guiding the operations of the Fund. As intended, the project focused on realizing quick impacts that bring visible and tangible peace dividends, including strengthening the local security apparatus, and on being catalytic by piloting a new mechanism which can be expanded if successful. Most importantly, the project responded to the call of the Priority Plan for urgent attention to improved coordination and operational capacities of the security agencies to ensure national and human security objectives.
The original end date of 31 August 2009 was extended to the end of the year as activities got off to a late start. The revised end date of 31 December 2009 was subsequently extended until end of Q2 2010 to conclude a few key outstanding activities, notably the procurement of ICT equipment and a vehicle as well as the final payments to the Chiefdom Security Coordinators. The project met this revised end date and was operationally closed in Q3 2010, with financial closure pending at the time of writing.

II. Resources 

Financial Resources: PBF Funding: USD 1,576,538
III. Implementation and monitoring arrangements
A Project Board (PB) of partners and collaborating organizations including UNDP, ONS/CISU, and DFID was set up to provide overall oversight for the implementation of the project. The PB met monthly to discuss the implementation of project activities, lessons, challenges and to review implementation plans. The PB also provided overall guidance for the monitoring and evaluation of the entire project and was tasked with critical advocacy activities linked to the project at stakeholders’ level. The PB’s decisions required ONS/CISU’s contribution at the highest level but were in consultation with UNDP. UNDP being the recipient agent ensured full programmatic and fiduciary responsibility for the implementation using its standard policies and procedures.

Activity level monitoring on a daily basis was the primary responsibility of ONS in collaboration with UNDP. Together, they ensured efficacy in quality of delivered materials, efficiency in their costs and timelines of delivery. Quarterly monitoring was further supported by the PBF Technical Secretariat for informing the PBF Steering and Technical Committee and for triangulating monitoring information fed into its system by UNDP. All procurement of vehicles and ICT equipment was conducted by UNDP directly or by the ONS with the close participation of UNDP procurement officers and (where relevant) IT specialists as well as the National Public Procurement Authority.
An end-of-project review was undertaken by a national consultant between 18 June and 12 July 2010, based on a primary field survey of eight (8) of the 17 project chiefdoms using focus group discussions and in-depth interviews. The conclusions were broadly positive and are reported in the results section below.
IV. Results 

The expected outputs have been achieved and the project has, according to the end-of-project review report (see more below), “achieved its intended objectives in demonstrating the usefulness of CHISECs for extending the national security architecture to the chiefdom level”. 
An early warning system of threats to national security has been piloted throughout the country to provide reliable and vital information on the security situation on the ground back to the ONS. Community level capacity for coordination of security matters has been enhanced through the engagement and training of 22 Chiefdom Security Coordinators (CHISECs), who were also provided with the necessary ICT equipment. The logistics and operational capacity of the ONS to monitor and respond to security situations has been improved through the provision of key items, incl. 15 vehicles, 15 motorbikes, office equipment and furniture. Also, a comprehensive needs assessment for ICT and security equipment was conducted and critical gaps addressed through the provision and installation of the necessary equipment.
According to the Office of National Security, the CHISECS have demonstrated clear value for both local coordination of security matters and the provision of early warning and information for emerging issues. ONS therefore plans to continue and scale up the programme to more chiefdoms around the country, which is the best review a pilot programme can receive. 
The report from the end-of-project review undertaken in July 2010 broadly corroborates the views of the ONS with regard to the high level of usefulness of the project, concluding that the CHISEC initiative has proven to be “relevant, cost-effective and a pragmatic solution to the security situation in Sierra Leone” and should be scaled up to additional chiefdoms, notably in border regions. 

The end-of-project review report further notes that the CHISECs “are perceived [by local security stakeholders] as playing a vital role in ensuring early warning, improving coordination between security actors and providing a forum for resolution of local conflicts and thus preventing escalation to violence” and that “in particular, it has demonstrated clear added value in strengthening the coordination of local security actors and providing wide participation in the identification of and response to local security threats”. 

With regard to the participation of women in the local security structure, the report “found that there were women present and was informed that they play a very vital role in contributing to the deliberations and resolutions. When interviewed separately in the [focus group discussions], they [...] said that they were allowed to express their views frankly in the Meetings and in most discussions their inputs were solicited and incorporated in the resolutions.”

With regard to the participation of youth, who are of particular importance to peace consolidation efforts in Sierra Leone, the report found youth representatives “unanimous in their views that the CHISEC initiative was a positive improvement in affording them the opportunities for engagement with the traditional authorities and other security personnel. They felt that their views were incorporated into the discussions and they were always in attendance in the meetings. It was also said that they had regular meetings with their peers to communicate security decisions arrived at in the meetings”
V. Future work plan
The Government of Sierra Leone is preparing to partially take over financing for the CHISECs and the Office of National Security is currently preparing a proposal for further funding to scale up the initiative to further security vulnerably chiefdoms in border areas.
VI. Abbreviations and acronyms
CHISECs





Chiefdom Security Committees

MDTF






Multi Donor Trust Fund

ONS






Office of National Security
� The term “programme” is used for programmes, joint programmes and projects.


� The start date is the date of the first transfer of funds from the MDTF Office as Administrative Agent.


� 29 September 2010





