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IRAQ

PILOT EMERGENCY REDEPLOYMENT PROJECT
CONCEPT NOTE

I.
INTRODUCTION
A.
Key Issues

1.
Continued violence and social and economic insecurity define the context of present day Iraq and are the most critical issues to be addressed through emergency mitigation measures. Along with death and destruction unemployment is one of the major social and economic consequences and perpetuating factors of the continued conflict. Estimates of unemployment and underemployment range between 25 and 50 percent of the workforce with considerable variation across Governorates. Within this workforce a critical group includes the former military and militia members. It is expected that some 250,000 to 300,000 members of the former military, some with disabilities and another 20,000 private militia members will soon need to find jobs in the private sector. Without jobs and sustainable livelihoods, these individuals and their households are vulnerable to poverty and social and political risk to the formation of a stable Iraq. The UN needs assessment (October 2003) links job creation, even if temporary and unsustainable as a critical measure towards stability and security.
2.
Concern over the employment prospects of former military and militia has continued among Iraqi authorities as well. Consultations and discussions with the World Bank and the Veteran’s Affairs office of the Department of Defense and the Ministry of Labor and Social Affairs have all confirmed the importance of the issue. The National Development Strategy focuses on unemployment and acknowledges the contribution of former military and police in particular as contributing to the problem. 
3.
The 2003 United Nations/World Bank Needs Assessment called for “quick” employment opportunities for the unemployed and vulnerable groups and establishing programs that upgrade skills for vulnerable groups. The Assessment notes that job creation is critical even if it is temporary given the extreme unemployment and its consequences. The companion Livelihoods and Employment working paper further noted that the dissolution of the old Iraqi army, police force and security organizations could affect up to 1 million workers and requires a national program of re-integration into productive sectors of society.

4.
Former military and militia members face dual challenges when returning to civilian life. Former soldiers in particular tend to have a skills and employment profile that puts them at a disadvantage compared to other unemployed persons. The generally high unemployment rates in the economy imply that many former military and militia are likely to join the ranks of the insurgency if they do not receive some form of assistance. Without jobs and sustainable livelihoods, these individuals and their households are vulnerable to poverty and social and lifestyle adjustments, and risk becoming an increasing burden to society and to the formation of a stable Iraq.

B.
Rationale for Bank Involvement

5.
The World Bank’s Interim Strategy Note for Iraq lists three immediate objectives: (i) build Iraqi institutional capacity; (ii) prepare and start implementing emergency operations to address urgent needs (generate employment; restore essential infrastructure and services); and (iii) lay the groundwork for Iraq’s medium term reconstruction and development. Addressing the needs of the former military and militia is clearly consistent with these objectives.
6.
The Bank has had experience supporting redeployment and reintegration efforts in other settings, providing a basis on which to design an effective approach for Iraq. Most recently, in Bosnia and Herzegovina, the Bank supported a similar pilot redeployment program, as well as a separate Emergency Demobilization and Redeployment Project following the demobilization after the Dayton Peace Agreement. In addition, the Bank has been involved in helping implement a range of active labor market programs, both in the region and elsewhere, with experiences of transition countries of particular relevance. While the conditions in Iraq are quite distinct from other post-conflict environments, the lessons from other interventions suggests that well-designed interventions can have a significant effect on helping demobilized soldiers to find productive employment. 
II.
THE PROJECT
A.
Objectives

7.
The primary objective of the proposed project is to assist the most vulnerable of the former members of the military and ex-militia with improved opportunities for a self-reliant economic existence.  The project would assist the former soldiers/militia members to reintegrate and redeploy within the economically active labor force by helping them find employment and create sustainable jobs and businesses.
8.
A secondary objective of the project may be to test different active labor market measures that encourage employment generation and small business development within the Iraq context.  However Iraq’s current conflict context presents significant development challenges and is a very fluid environment in terms of security and social stability.  Therefore the achievement of the secondary objective will be given less weight then under a post conflict project scenario. Those measures that have impacts in a pilot form could have applications on a broader scale and for the larger population, including civil service restructuring and privatization of SOEs, for example.

9.
The potential beneficial social, economic and political impacts of successful reintegration justifies directing assistance to former military and militia members, even though not all of them will be among the poorest currently in Iraqi society. Ongoing work assessing local skill needs and business opportunities will help guide and refine assistance provided to ex-soldiers under the project components, and project participants would choose from a menu of activities that best meet their individual needs. More specifically, the project would have five components as summarized below.
B.
Components

Component 1: Stakeholder Workshops and Training (US$0.5 million)
10.
A series of stakeholders workshops would be held at the outset (during project preparation) and then throughout project implementation to define and redefine the design of every aspect of the project including; needs assessment surveys; defining the beneficiary groups, eligibility criteria; selection of regions for implementation and implementation modalities. Training in redeployment programs would be provided to the individuals nominated and selected for project implementation as well as to staff members of the Ministries of labor, war veterans, defense and social affairs. The workshops and trainings would be critical to building trust and a team for the successful implementation of the project and future employment services.  

Component 2: Needs Assessment Counseling, Job Search, Referral (US$1 million)
11.
Needs assessment counseling would be required to delineate the beneficiary group for the project. The eligible group for participation under the project would be picked on the basis of eligibility criteria which would be developed through needs assessments. All participants would receive counseling support on: (i) professional orientation; (ii) job search; (iii) activity referral; and (iv) social and life counseling to ease transition to full civilian life. Counseling services would be offered throughout project implementation.
Component 3:  Support for Employment Readiness (US$17 million)
12.
The Employment Component would provide three types of support for employment readiness:

(i)
Skills training to include institution-based training; on-the-job/apprenticeship training; or business management training;
(ii)
Preparation for self-employment to include agribusiness (agriculture, according to the World Bank/UN assessment could contribute significantly to economic growth and job creation); business advisory and incubator services; and access to financial services and microcredit; and reconstruction-oriented public works. Regarding the latter, the needs for physical reconstruction of infrastructure, housing, and other structures are immense and will continue to be for the foreseeable future.

Component 4: Monitoring and Evaluation (US$1 million)
13.
A key component of the proposed project is monitoring the activities and services it provides against performance indicators and modifying project elements as necessary. This continuous focus not only on the services provided by the project but also the developments in the job market is expected to help the project meet its objectives. An evaluation of all pilot components would be conducted to determine their potential applicability for wider implementation. The design of the monitoring system and arrangements for the independent team that would be responsible for carrying it out would be detailed during project preparation. 

14.
Performance Indicators. The key performance indicators would include: (i) the number and percentage of ex-soldiers employed or self-employed one year after having received assistance; (ii) the continuation of their employment beyond a certain period of time, i.e. 6 months or a year; (iii) the continuation of their business enterprises beyond a certain period of time after registration. 
15.
The indicators would be measured through: (i) the confirmation of employment contracts and business registrations by the implementing entity and extension agents; (ii) a close supervision and monitoring throughout the life of the project; and (iii) the calculation and comparison of average costs per successful redeployment.  In addition, performance would be judged on the basis of the more in-depth evaluations of the pilot implementation experiences.

16.
Reserve Funds. A project of this nature needs to be demand-driven within realities of the job market as well as the agreed eligibility parameters of the project.  In order to provide flexibility to the operation, a certain amount of project funds will be kept in reserve (unallocated) initially, and will be committed to expand successful activities and services and to meet additional demand. Progress against performance indicators, as monitored by the M&E component, would be the basis for allocation of funds, with the exception of new initiatives. 
Component 5: Project Implementation (US$2 million)
17.
The project would be implemented by an implementing agency (to be decided during the stakeholders workshop) through extension staff in the Governorates and through demand-based service contracts with service providers for counseling services, employment and business advisory services and training services. The unit would be established specifically for the project, but would build on the development of ongoing Iraq activities. Staffing will be independent, however secondments from Government ministries would be possible to develop capacity for the eventual assumption of some project activities into core ministries. A close relationship between the related ministries is envisioned, however the implementation should remain a distinct entity since project activities are new and would be implemented selectively on a pilot basis, something that would be difficult to justify if implemented directly by a line ministry with national coverage.
18.
The implementing entity would be responsible for the implementation of the project components, for overall Financial Management System (FMS), procurement, Management and Information System (MIS), Monitoring and Evaluation (M&E) and developing and updating operations manuals.  It would maintain and update the database on service providers and on the former military and militia participants.  It would also coordinate and liaise with other Government agencies, with domestic stakeholders and international donors and the World Bank.  

19.
Service Providers and Technical Assistance. Service providers, through service contracts with the implementing entity, would be responsible for the implementation of the main components, i.e. Counseling, Employment and Training activities. Service contracts between the implementing entity and service providers would be performance-based. To the extent possible, the service providers would include local NGOs, firms, agencies and some Government providers which would implement individual program activities. Since their capacities are still limited, the project would strengthen and build the capacities of the local agencies involved in implementation -including employment agencies, counseling providers (general, professional, business), and training providers – through financing of workshops, training courses and regional study tours. Technical Assistance The Project would extend this capacity building support to the parent ministries, i.e. the Ministry of Labor and Social Affairs, Veterans Affairs in the Ministry of Defense, Ministry of Education, and Ministry of Industry, to facilitate supervision, coordination and cooperation within and between entities.

C.
Risk and Measures for Mitigation

20.
Continued violence, daily killings, insecurity, destruction of property, and a breakdown of the rule of law characterize Iraq today. The World Bank/UN Needs Assessment of October 2003 notes the difficulties in conducting the assessment in 2003. A number of people involved in the assessment were killed due to a bomb blast. The violence is ongoing. Under such circumstances the need for stability and security are high and the need to show some modicum of success in achieving this through social and economic interventions is critical. The project therefore would need to move forward on a step by step basis with each step including the stakeholders’ workshops measured as an achievable project outcome. In addition the project coverage may need to be tailored to realistic achievable goals in terms of number of persons assisted and the area of coverage in the country.
21.
Another challenge is the high level of lack of trust and lack of information by Iraqi citizens for foreign interventions. A high level of mistrust and misinformation characterize the current conflict context and require measures for change. One of these measures would be a continuous consultation with key stakeholders. Under the project such workshops will be held with stakeholders from the Ministries of Defense, War Veterans, Labor and Social Affairs and members of the civil society to refine, as necessary, project design, including the needs assessment component, and eligibility criteria.
D.
Indicative Costs

22.
The project is expected to be implemented over a period of 3 years 
	Component
	Activity
	Estimated Cost

	Stakeholder Workshops
	
	US$ 0.5 million

	Needs Assessment and Counseling
	Needs Assessments and Counseling, job search, referral services
	US $1.0 million

	 Employment
	Skills enhancement
	US$17.0 million

	
	Self-employment assistance
	

	Monitoring and Evaluation
	
	US$1.0 million

	Project Implementation
	
	US$2.0 million

	Total
	
	US$21.5 million


