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EXECUTIVE SUMMARY

1) EVALUATION OBJECTIVES, SCOPE AND METHODOLOGY

The objectives of this joint UNICEF/DFID evaluation were to:

- Examine the relevance and timeliness of preparedness planning, early intervention and the
90-Day plan, as well as the effectiveness and efficiency of management and operational support;

- Extract lessons to help UNICEF enhance its preparedness and its ability to respond in a
meaningful and effective way to emergencies.

Over a month-long period, the Evaluation Team visited Sudan, including Khartoum and the three
Darfur states, UNICEF Regional Office (RO) in Amman, UNICEF New York headquarters
(NYHQ), and conducted telephone interviews with additional key UNICEF and DFID staff and
external stakeholders. A desk study, including a review of financial and supply records, was carried
out before and during the mission. Two feedback workshops took place during the evaluation: one
in Khartoum (3-4/11/04) and one in Geneva (19/11/04). The findings and recommendations of this
evaluation will be integrated into a wider learning process within UNICEF and their application will
strengthen DFID/UNICEF working relations.

i) DARFUR: THE CRISIS NOBODY WANTED

Although in early 2003, initial signals indicated that a crisis was developing in Darfur, the
international community was distracted by other international events, including the Naivasha Peace
process in Sudan and the Kassala Floods. As the crisis gradually escalated in Darfur and the number
of IDPs and refugees continued to rise throughout 2003 and early 2004, affected populations began
to assemble in camps. In Summer 2004, OCHA estimated that approximately 2 million people had
been affected by the crisis, including IDPs, refugees in Chad and resident populations across a vast
area. The challenges facing the international community were, and continue to be, overwhelming.

i) THE UNICEF RESPONSE

Prior to the crisis, UNICEF was involved in Darfur through its regular programmes. The UNICEF
response to the Darfur emergency comprised four phases.

Early phase: from March/April 2003 to beginning October 2003

UNICEF was among the very few agencies present in Darfur, and responded early with small-scale
interventions. Government restrictions, limited resources and insufficient implementing partners
have impacted UNICEF’s capacity to respond.

Intermediate phase: from November 2003 to early Spring 2004

Security conditions worsened and access to a widely dispersed population was severely restricted.
At this point, only limited emergency funding was available for Darfur. The UNICEF Country
Office (CO) provided some relief where access and resources permitted. Awareness started to grow
at NYHQ and Regional Office (RO) of the developing emergency situation.

Development of a fully-fledged response: May to September 2004
UNICEF activated the corporate trigger on 20 May 2004%, declaring Darfur an organisation-wide
emergency. UNICEF’s response had expanded significantly by June/July 2004.

! The Corporate trigger is a mechanism aimed at mobilizing the whole institution to meet the challenges of a large scale
emergency. It implies that responding to this crisis takes precedent over most of the other priorities.




Stabilisation phase: October 2004 to present day

Now that operations are relatively well resourced, both in human and financial terms, UNICEF has
begun to consolidate its activities. The recent nomination of a UNICEF Special Representative for
Darfur, with authority in both Sudan and Chad, has also had a positive impact on the Darfur
operation. The challenge facing humanitarian agencies now is to maintain momentum, reinforce
coordination activities, improve the quality of the response and lay down a long-term strategic plan.

iv) FINDINGS

UNICEF was one of the few agencies present in Darfur during the early stages of the crisis. The
early warning signals raised by UNICEF field staff triggered a small-scale response in 2003. Over
2003 and during the first part of 2004, the early UNICEF response, along with that of other UN
agencies, NGOs and institutional donors, was by and large inadequate. This was due to a
combination of factors, some internal (both institutional and country-specific) and some external.
Following the activation of the corporate trigger, all emergency UNICEF systems prioritised
support to the Darfur response.

Response per sector

In all sectors, the timeframe presented in the Core Commitments for Children in Emergencies
(CCC) was irrelevant, as it sets the planning process for a rapid-onset emergency whereas the
situation in Darfur is best described as a slow onset, protracted crisis. Yet in the long run, most
CCC sectoral targets were met.

Child Protection. UNICEF child protection interventions focused on three components: analysis and
monitoring of the situation, creation of a protective environment for children and provision of
assistance for the establishment of Children’s Spaces. Collaboration between protection and
education sectors was very positive. UNICEF should be commended for having been the first UN
agency to address SGBV in the emergency and for assuming the lead role in this difficult and
sensitive sector. Problems were encountered in the reporting and treatment of GBV cases.

Education. Education is one of the ‘success stories’ of the Darfur operations. Over 140,000 children
were taken care of in schools erected with support from UNICEF. The sector benefited from strong
in-house expertise and from the recently published “Guidelines for education in emergency” (May
2004). Climatic conditions caused damage to temporary classroom materials, prompting a
widespread need for repairs.

Water and Environmental Sanitation (WES). Water and Sanitation was a critical sector in the
response. UNICEF’s WES Section was not adequately prepared and had only a limited number of
partners. Inappropriate technical choices in the early stages of the emergency significantly reduced
the impact of UNICEF’s response. The NYHQ WES section has been weakened over the years and
it is no longer able to play a significant supportive role for field operations. WES teams stepped up
interventions during implementation of the 90-Day Plan. At the end of the 90-Day plan, UNICEF
and partners were providing drinkable water to 832,000 people and had constructed 28,000 latrines.
These achievements, in conjunction with a large-scale hygiene campaign, contributed significantly
to reducing the risk of epidemics. At the time of the evaluation, the status of services, i.e. number of
functioning latrines/hand pumps, etc. was not known. Quality problems and maintenance issues
indicated that a sustained effort in this sector is still required.

Health and Nutrition. The vaccination campaign implemented in Darfur and Eastern Chad was
relatively successful, with 2,023,000 children vaccinated. However, the window of opportunity
created by this vaccination campaign was not utilised for other programmes due to security
restrictions. UNICEF was one of the main suppliers of drugs and medical equipment to over 100
health facilities run by NGOs and the Ministry of Health (MoH).
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UNICEF supported a wide range of programmes for the management of malnutrition though
various means, including the provision of specialised products and support to micro-nutrient
deficiency. The significant decrease in malnutrition rates can be attributed to a combination of
factors, including the distribution of WFP food aid, high resilience levels amongst IDPs, WES
interventions, improved control of most diseases and UNICEF/NGO nutrition interventions.

Management of the Emergency Programme

UNICEF staff has approached the response with dedication and commitment but their ability to
respond was hampered by ineffective preparedness measures. The period from November 2003
until June 2004 was particularly difficult and frustrating. The Naivasha Peace process, constraints
imposed by the Government of Sudan (GoS), insecurity and UN security regulations and lack of
funds hindered UNICEF’s and other agencies’ capacity to deploy staff in the field and to access
affected populations. Additionally, UNICEF operations were severely constrained by the lack of
implementing partners in Darfur. Whilst UNICEF’s efforts have visibly been gathering momentum,
monitoring, reporting and overall sector-based analysis could have been improved. As a result of
this situation, questions were raised regarding UNICEF’s capacity to report adequately.

Despite the existing chain of responsibility, UNICEF Regional Office (RO), NYHQ Emergency
Operations (EMOPS) and Programme Funding Office (PFO) were unable to play a strong advisory
role and counsel the CO when necessary. Furthermore, offers of strategic advisory support were
often not taken up by the CO.

Field offices struggled to obtain necessary operational equipment. Some offices have only recently
become fully operationally equipped.

Resource mobilisation

Financial resources were slow in arriving, despite the early mobilisation of the Emergency
Programme Fund (EPF) and, subsequently, the Central Emergency Reserve Fund (CERF). Prior to
the declaration of an organisation-wide emergency, identification and strategic deployment of
human resources was sluggish and insufficient personnel has proved to be one of the most
significant constraints in the UNICEF response in Darfur. However, throughout the summer of
2004 staffing levels greatly increased and this has already had a positive impact on UNICEF’s
coordination role, monitoring capacities and overall credibility amongst partners.

Coordination

UNICEF participated fully in United Nations Country Team (UNCT) meetings and assessments
throughout the crisis. However, relations between UNICEF and other agencies (Office of the UN
Humanitarian Coordinator (RC/HC) and OCHA) became strained. UNICEF undertook the
responsibility of coordinating several sectors - child protection, education, water and sanitation, and
nutrition as well as certain aspects of health - yet did not have sufficient technical expertise to
ensure effective coordination until July-September 2004. As the number of NGOs deployed in the
region rose, so did UNICEF’s coordination role become increasingly crucial.

Cross-border issues

Chad and Sudan Country Offices did not develop a joint operational strategy until the nomination of
the UNICEF Special Representative for Darfur. Reintegrating the Darfur programme into the
country programme remains a challenge for the future.
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Communication and Advocacy

At end 2003 and in February 2004, UNICEF issued strong statements with regards to the growing
violence affecting children and women in Darfur. Later, the CO adopted a communications policy
with a fundraising and visibility perspective, as opposed to advocacy. Opportunities to disseminate
UNICEF advocacy and programme activities via Arabic-speaking media were not pursued, despite
the strategic importance of circulating UNICEF messages in the region and the impact this could
have had on both advocacy and fundraising.

DFID-UNICEF relations

Criticisms voiced by DFID at HQ and country level were coupled with targeted support (financial,
HR, in-kind) to assist UNICEF in improving its response. The procurement process suffered
significant delays as a result of inappropriate technical choices and incorrect specifications issued
by the CO. Both partners should examine the added-value of DFID procuring on UNICEF’s behalf.

v) CONCLUSIONS

The conclusive judgments on the UNICEF response to the Darfur crisis, with a special focus on the
90-Day Plan, have been summarised according to the OECD/DAC evaluative criteria.

Relevance. The sectors of intervention (child protection, education, WES, health and nutrition) were
extremely relevant to the Darfur crisis, while the operational strategies and timeframe were in many
instances less so. In 2003 and early 2004, Sudan was confronted with a series of emergencies which
placed the CO under extreme pressure. This hampered CO’s ability to appreciate the nature or
magnitude of the crisis, which in turn weighed heavily on the shift from a development approach to
a fully-fledged emergency response.

Effectiveness. The very early response in 2003 with initial provision of supplies from the
contingency stockpile was effective, even though limited. Activities carried out over the period
from November 2003 to May 2004 were far less so. Until the corporate trigger was activated,
UNICEF recruitment processes could not support the emergency response. UNICEF was heavily
reliant on external surge capacity, a risk for an institution with both operational and normative roles.
Additionally, certain technical choices significantly limited programme effectiveness.

Efficiency. In the absence of operational partners, the use of private contractors (in June 2004) in
drilling and latrine construction to meet increased targets proved cost-effective, although quality
issues later became apparent. The June 2004 participatory field workshops significantly raised the
implementation rate. Standby arrangements with certain institutional donors (for example, DFID)
and NGOs are very efficient mechanisms, although there is a risk that UNICEF’s corporate image
may suffer. Attempting to mainstream emergency relief into development programmes at the
expense of the emergency response capacity should be avoided.

Impact. After months of difficulties, the activities of UNICEF and its partners finally started to have
an impact in most sectors of intervention during the 2004 rainy season. Achievements include better
access to water, improved nutritional status, higher enrolment rate in schools, etc. However,
relatively weak monitoring systems, limited UNICEF’s capacity to measure progress and assess
impact. Continuing violence against women and children seems to indicate that the initial UNICEF
advocacy has, like many other similar efforts, been largely ignored.
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Coordination and coherence. UNICEF’s initial performance in coordination does point to a global
weakness in UNICEF emergency coordination capacity (see Appendix 7). The lack of leadership on
protection issues in the UN system made the articulation of child protection activities with the rest
of the protection sector more complicated. Internal coordination between the different stakeholders
within the UNICEF structure has not always been optimal. Chad and Sudan coordination is still at
its early stage. The recent nomination of a UNICEF Special Representative for Darfur and Eastern
Chad and the establishment of a dedicated team should ease the burden on the CO.

Sustainability

Whether sustainability is prioritised in Darfur operations is likely to depend on how situation
evolves. There are three likely scenarios: firstly, the situation continues to deteriorate with
increasing demand for emergency relief; secondly, the status quo is maintained and interventions
will, broadly speaking, focus on care and maintenance; or thirdly, the situation stabilises creating
ad-hoc requirements for rehabilitation. Expansion of the programmes to as yet inaccessible areas,
support to non-1DP affected populations and quality control represent key challenges. The relatively
high level of assistance provided to IDPs will make it more difficult for them to return to their
villages, underlining the importance of routinely providing support to host communities. Certain
issues, such as the importance of a response with a longer-term outlook, of ensuring a degree of
sustainability and of taking the fate of the resident populations into account, did not receive
sufficient attention during the early phases of the operation. Planning an exit strategy, programme
stabilisation and a post-emergency strategy are nevertheless recommended good practice.

In conclusion

The difficulties experienced by UNICEF in its management of the Darfur crisis have raised some
questions about the agency’s capacity to deliver and coordinate emergency operations. The quality
of the relationship between DFID and UNICEF has suffered to a certain extent, despite clear
improvement in UNICEF’s performance from June 2004 onwards. However, this evaluation
exercise proves that both parties are committed to restoring confidence levels.
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MENDATIONS

The following table summarises the main recommendations of the evaluation

Table 1: Main reco

mmendations

GENERAL RECOMMENDATIONS FOR UNICEF

Recommendations
to enhance UNICEF
Emergency
Response Capacity

CCCs should be revised, especially the timeframe, which is not adapted to slow onset crises and
protracted conflicts

UNICEF should continue to improve its early warning and preparedness system by strengthening
OPSCEN and EMOPS Geneva, creating an ERT, boosting its surge capacity and developing standard
operational procedures.

UNICEF should strengthen RO and EMOPS roles in their guidance role to CO.

The creation of a dedicated emergency team at CO level should be compulsory procedure in times of
emergency.

UNICEF should continue to develop and promote strong advocacy tools regarding children in war and
SGBV.

WES NYHQ emergency staffing capacity should be increased urgently. WES NYHQ should ensure
the WES Emergency Preparedness and Response Plan of Action 2004-2005 targets are financed and
met.

The question of whether UNICEF should become operational in circumstances where there is a lack of
partners should be explored further.

Operational
recommendations
for the management
of Emergency

Greater attention should be paid to systems aimed at monitoring the crisis situation and how operations
are running, as they provide essential information for programme management.

The importance of sector and inter-agency coordination should be acknowledged with an appropriate

Programme level of resource allocation.
RECOMMENDATIONS FOR THE CURRENT DARFUR OPERATION
General CO should further explore means of gathering information on inaccessible areas. CO should continue

recommendations

to ensure that all major planning exercises include Zonal Offices as well as partners.
Focus on quality should be supported by an overall improvement of monitoring and reporting systems.

A follow-up multidisciplinary evaluation exercise to assess progress should be included in 2005 Action
Plan.

Cross-border issues

The CO should continue to regularly update contingency planning on a cross-border basis Significant
energy has still to be invested in the Chad/Sudan coordination.

CO should ensure that joint planning meetings between technical sectors are held regularly for
information exchange and identification of cross-sector synergies.
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SECTOR-BASED RECOMMENDATIONS

Child protection

Child Protection should be integrated into the overall protection coordination system.

CO and Protection Section should ensure that protection concerns are integrated into preparedness
planning and assessments.

Emergency coordinator and Protection Section should ensure that protection is integrated into
existing sector intervention plans.

CO and Protection Section should engage in dialogue with AU troops on child protection, SGBV and
HIV/AIDS, in order to reduce the risk improper behaviour (as per evaluations in Guinea, Sierra Leone,
Cambodia, etc.)

Education

Z0 and Education Section should define a set of criteria for the location of temporary classrooms in
order to relieve or avoid raising tensions between IDP and host communities.

CO and Education Section should be more involved in seeking a practical solution to the teachers’
salary issue.

Water and sanitation

Schools should be provided with adequate health and WES support
The CO WES and Supply Sections should monitor the quality of hand pump supplies.
CO WES should examine requirements for maintenance and repair of existing water and sanitation

systems, including, where relevant, the social organisation that would be responsible for undertaking
these activities.

Health

Information on the options for the design of a regularly updated primary health kit should be
disseminated to NGOs and other partners.

Health Section should a) develop a strategy for monitoring health economics in order to reduce the
risk of system abuse, for example, IDPs having to pay for drugs and medical care, and b) strengthen its
capacity to advise the government and the affected population when the situation has become
sufficiently stable to return to a cost-recovery system in healthcare.

Nutrition

UNICEF’s position in the nutrition sector has to be strengthened at all levels, including HQ and RO.

HQ should press for systematic UNICEF involvement in inter-agency missions related to nutrition. A
senior in-house nutritionist should be assigned to these missions in order to retain a leading role.

RECOMMENDAT

IONS FOR THE UNICEF/DFID PARTNERSHIP

Diversified and coordinated mechanisms to ensure a good dialogue with DFID should be established,
with the PFO retaining its prominent role.




14

EVALUATION REPORT

1. OBJECTIVES OF THE EVALUATION

This evaluation was a joint endeavour between UNICEF and DFID, led by an independent
consultant. The findings and recommendations of this evaluation will be integrated into a wider
learning process within UNICEF, into the DFID-funded UNICEF emergency preparedness and
response capacity-building programme and the DFID-UNICEF Institutional Strategy Paper.

The main purpose of the evaluation is to draw lessons from UNICEF’s response to the Darfur crisis

and to make recommendations in order to strengthen UNICEF’s support to the Darfur operation.

The evaluation aims to carry out a systematic assessment of UNICEF’s experience and performance

in planning, organising and managing the early response. The objectives of the evaluation were to:

- Examine the relevance and timeliness of preparedness planning, early intervention and the 90-
Day Plan, as well as the effectiveness and efficiency of the management and operational
support;

- Extract lessons to help UNICEF enhance its preparedness and its ability to respond in a
meaningful and effective way to emergencies.

Although in many respects this mission resembles a ‘real time evaluation, it is not labelled as such
because it was not designed according to the UNICEF pilot RTE methodology.

The Terms of Reference are presented in the Appendix 1.

2. METHODS

2.1. PRESENTATION OF THE METHOD

The team was composed of two consultants from Groupe URD (a French-based research and
evaluation institute, www.urd.org), a senior staff member from UNICEF NYHQ and a highly
experienced member of the DFID-CHAD team. The team members represent a variety of
institutional and cultural views and a wealth of experience, which proved to be a great asset in the
evaluation process. Additionally, the team comprised two women and two men and this attention to
gender balance enabled the Evaluation Team to assimilate gender issues at all times.

The evaluation used the methodology recommended in the various reviews of good practice in the

sector, such as ALNAP, ODI and OECD/DAC. This included:

- Documentation review at various levels and across a range of sectors, including financial and
logistical data;

- Discussions with UNICEF staff in the Darfur offices, Khartoum Country Office (CO), the
Regional Office (RO) in Amman and New York Headquarters (NYHQ);

- Discussion with institutional stakeholders in Darfur and Khartoum, including UN agencies, host
government, NGOs and donors;

- Visits to the intervention sites in IDP camps in the three Darfur states;

- Discussions with beneficiaries during individual or semi-structured group interviews.

The report meets most of the requirements of UNICEF’s ‘Evaluation guidelines’ and complies
wholly with ALNAP’s “evaluation proforma’.
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Information was triangulated and validated through a series of mechanisms, including:

Regular feedback sessions with the UNICEF CO;

Visits to UNICEF Regional Office (RO) in Amman and UNICEF New York headquarters
(NYHQ);

A two-day workshop in Khartoum, with the participation of UNICEF staff from the three Darfur
Field Offices (FO), Khartoum Country Office, Chad Country Office, the Regional Office and
New York Headquarters;

A meeting with DFID staff in Khartoum;

A feedback presentation to the donor community in Khartoum;

A presentation of findings was held in Geneva, which was attended by representatives from
UNICEF NYHQ, RO, CO and DFID.

The Evaluation Team’s itinerary is presented in Appendix 2, a list of people consulted during
interviews and by phone is presented in Appendix 3, and Appendix 4 presents a bibliography.

A general methodology was established whereby the evaluation team would examine UNICEF’s
preparedness and response in relation to:

the UN Country Team and the international community’s response to the Darfur crisis;

a timeframe ranging from the initial stages of the crisis (February 2003) to the end of the 90-
Day Plan (June-August 2004), covering the implementation of the 120-Day Plan and field visits
in late October 2004;

the overall UNICEF set-up, taking into account the viewpoints of the UNICEF Country Office,
Regional Office, New York headquarters, Supply Division in Copenhagen and EMOPS in
Geneva;

inter-agency mechanisms, taking into account the views of a wide range of donors, UN agencies
and NGOs.

An accountability framework was drawn up, as illustrated below.

Diagram 1: Accountability framework
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In order to inform stakeholders of the Evaluation Team’s progress, the following documents were
prepared and circulated:

an Inception Report one week into the evaluation timetable, indicating how the evaluation
process had been initiated and how it was developing;

an Interim Report with findings, conclusions and recommendations, which was presented to key
stakeholders on the Evaluation Team’s departure from Khartoum on 10 November 2004;

an initial version of the Executive Summary and Recommendations, which was circulated prior
to the Geneva workshop on 19 November 2004.

2.2. LIMITATIONS

Several limitations have affected the Evaluation Team’s work, including:

Limited duration of the evaluation, albeit a common factor in most evaluation exercises:
evaluating a significantly large and widespread humanitarian programme in a complex
emergency context over a three-week period is a demanding exercise.

Complex set-up with a large number of stakeholders: the Evaluation Team invested a significant
amount of time in interviewing institutional donors, other agencies, UNICEF Amman and New
York, which left less time available for information gathering at beneficiary level.

Inconsistent sets of data used in different publications and reports. The triangulation of various
sources of quantitative data represented a significant problem. UNICEF quantitative data from
various sources often did not match and errors were identified, which made it necessary to re-
transcribe data correctly into new spreadsheets. Certain data contained in this report may not
match the Humanitarian Profiles because in some instances it has not been possible to identify
the origin of the Humanitarian Profiles data;

Tight time schedules: a second series of interviews with UNICEF sector coordinators would
have been extremely useful upon return from field visits.

Information management in general could be improved at CO and ZO level: tracking down
documents and information proved time consuming.

Information has not always been made readily available and cooperating with certain sectors has
been cumbersome: information has in certain instances not been forwarded.

The Evaluation Team dispersed just after the Khartoum learning workshop, limiting the time
available for collective drafting®. Despite the best efforts of the team, drafting the report within
the given deadlines proved difficult.

2 Departure of DFID representative on 5 November, UNICEF representative on 6 November and team leader on 7
November.



17

3. DARFUR: BACKGROUND

3.1. AFRAGILE AREA

The ‘Country of the Fur’ has always been a case apart in the Sudanese chess game. The region was
integrated into Sudan in 1916 under the Anglo-Egyptian condominium. The Sultanate, run by the
Fur Sultans, is part of a transition belt between desert and tropical zones. Darfur represents a contact
zone between pastoral groups and farming communities and has always benefited from dynamic
commercial exchange, Confrontation regarding land or water rights are fairly recurrent but are often
settled by means of traditional conflict-solving mechanisms. The region has been severely
weakened in recent years due desertification and has experienced regular food security crises, of
which the most significant were in 1973, 1985 and 2000. Darfur populations possess an
extraordinary capacity to cope but their resilience has been placed under serious pressure recently.
These factors have inevitably had repercussions on the recent course of events.

For many reasons, Darfur remains an area that has been overlooked repeatedly by central
government. This led to a serious feeling of injustice and dissatisfaction amongst the Darfur
population and tensions have run high on a number of occasions. The Darfur region was divided
into three administrative sectors, the three Darfur states, as part of a ‘divide-to-rule’ strategy.

3.2. THE CRISIS

The history of Darfur consists of low intensity but cyclical crisis events. Although initial signals
indicated that a crisis was developing in this remote western part of Sudan, the international
community’s attention was focused on other events. At this time, access for journalists was
extremely limited. The Iraq war and a series of natural disasters, including the Bam earthquake in
Iran, were dominating on the international scene. Apart from the response to the Kassala floods in
August 2003, the primary focus in Sudan was on the North-South Naivasha Peace Process. Hence,
the UN Country Team focused all its efforts on preparing the 2004 Appeal for Sudan Assistance
Programme (ASAP) in the event of lasting peace. As a result, most agencies, including UNICEF,
were geared towards rehabilitation and development operations.

It was only when the number of IDPs began to rise sharply and the crisis spilled over into Chad in a
significant way that the media began to cover the widespread suffering. The region made a dramatic
comeback to the front pages in March 2004 when the then UN Humanitarian Coordinator,
Dr. Mukesh Kapila, declared Darfur ‘the world’s worst humanitarian disaster’. After months of
efforts to relieve constraints, significant amounts of humanitarian aid finally began to arrive in
Darfur in early June, and by August the number of aid workers present in the region increased
significantly.

With the gradual escalation of the crisis in Darfur, the number of IDPs and refugees swelled to
unprecedented levels throughout 2003 and into 2004. In summer 2004, OCHA estimated that
approximately 2 million people had been affected by the crisis, which included IDPs, refugees in
Chad and resident populations across a geographical area the size of France. The challenges facing
the international community were, and continue to be, overwhelming.
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Displacement rates varied in the three Darfur states and three distinct phases can be identified:
Phase 1: Up to November 2003, a sense of urgency had not fully emerged in the aid sector.

Phase 2: From December 2003 to April/May 2004, the situation worsened and access was
extremely difficult.

Phase 3: From April/May 2004 onwards, the situation is marked by a sharp rise in the IDP
population.

Graph 1: Number of IDPs in Darfur
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3.3. THE INTERNATIONAL RESPONSE: FACTS AND FIGURES

The slow response to the Darfur crisis is the joint responsibility of the Sudan government, the UN
system as a whole, the donor community and NGOs. The UN Country Team did not grasp the
gravity of the situation in Darfur until end 2003, at which point the alert was raised. Field visits and
flights over the affected areas in early 2004 enabled the international community to verify the extent
of the crisis.

Several constraints affected the international response to the unfolding Darfur crisis, including:

- The UN Country Team’s (UNCT) persisting focus on the development and recovery oriented
2004 Appeal for Sudan Assistance Programme (ASAP);

- General desire not to upset the Sudanese government at a crucial time in the North-South
negotiations;

- Restrictions imposed by the Sudan government in terms of visas and travel permits dramatically
affected the rate at which emergency relief teams were deployed on the ground, at least until a
“fast-track system’ was established in June 2004, thanks to pressure exerted by the international
community.
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The delay in mobilising an adequate response is clearly illustrated in graph 2 below.

Graph 2: Aid community presence in Darfur
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Donor funding for the international humanitarian response was initially slow to arrive and was
provided by-a few key institutional donors, as illustrated in graph 3 below.

Graph 3: Resources mobilised for the Darfur crisis
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However, the international community’s efforts speeded up in May and June 2004.

Graph 4: Population covered by assistance
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4. UNICEF INTERVENTIONS IN DARFUR

UNICEF has been present in Sudan for over three decades. Prior to the onset of the current crisis,
regular country programme activities 2002/2003, and in particular the Child Friendly Community
Initiative project (CFCI), focused on supplying integrated service packages to the most vulnerable
communities within the three Darfur states.

UNICEF’s response to the Darfur Crisis has received criticism from both institutional donors and
other UN agencies. While some criticisms regarding UNICEF’s internal preparedness and
management of the initial response are valid, UNICEF was by no means the sole body responsible
for initiating a tardy and inadequate response. The donor community, many UN agencies and the
majority of NGOs were also late in gearing up.

The UNICEF response to the Darfur emergency comprised four phases.

Early phase: from March/April 2003 to beginning October 2003

UNICEF was among the very few agencies present in Darfur. With three national staff based in
Nyala, UNICEF’s response was comprised of small-scale interventions. Over this period, the field
offices submitted requests for further support and staff were dispatched from the Nyala office to El
Geneina and El Fasher. Government restrictions, limited resources and insufficient implementing
partners, excluding government agencies, have impacted the UNICEF response.
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Intermediate phase: from November 2003 to early Spring 2004

Security conditions worsened and access was severely restricted. At this point, only limited
emergency funding was available for Darfur, yet the wider donor community was slow to respond.
The UNICEF Country Office (CO) continued to provide support where access permitted, relying to
a large extent on existing human and financial resources. There was a growing awareness at
UNICEF NYHQ and Regional Office (RO) of the developing emergency situation.

Development of a full-fledged response: May to September 2004

UNICEF activated the corporate trigger on 20 May 2004, declaring that the situation in Darfur was
an organisation-wide emergency. UNICEF’s response expanded significantly by June/July 2004
thanks to a substantial injection of experienced emergency personnel and financial resources. The
response shifted towards emergency programming which had a significant impact on the ground.
On 13 August 2004, the Corporate Trigger was extended for an additional two months, i.e. to
19 October 2004, on the grounds that Sudan was in the throes of the rainy season and the UNICEF
response, though solid, was unable to respond to the large scale of the crisis. With the onset of the
rains, the risk of water-borne diseases has increased and it was necessary to scale up efforts,
particularly in WES, nutrition and protection. The UNICEF 90 and 120-Day Plan provided targets
for the response. NGO implementing partners began to arrive in greater numbers.

Stabilisation phase: October 2004 - present

Now that operations are relatively well resourced, both in human and financial terms, UNICEF has
begun to consolidate its activities. The recent nomination of a UNICEF Special Representative with
authority in both Sudan and Chad has also had a positive impact on the Darfur response. The
challenge now is to maintain momentum, reinforce coordination activities, improve the quality of
the response and lay down a strategic long-term plan.

The CO drew up the 90-Day Plan which covered June to August 2004 and included health,
nutrition, child protection, education and WES as target areas. This was the first time that CO was
able to provide a well-structured and detailed plan, which included supply requirements.

5. GENERAL FINDINGS

Despite numerous difficulties, which are outlined below, it is the Evaluation Team’s appraisal that
UNICEF staff has approached the response with dedication and commitment. The comments
attached should be seen within in the broad understanding that, despite a difficult early phase lasting
until June 2004, UNICEF relief efforts have since gathered momentum in Darfur. As the response
geared up, these efforts have had a tangible impact on the lives of more than two million
beneficiaries.

5.1. UNICEF SHIFTS QUICKLY INTO FIRST GEAR, SLOWLY INTO SECOND AND THIRD

The situation in Sudan, with ongoing peace efforts in the South, efforts being undertaken to prepare
for the possibility of lasting peace, and long term development programmes in the North, shaped the
UNICEF response. In this situation, shifting from a development-oriented operational mode,
characterised by bilateral dialogue with the government, to an emergency response was a
problematic and lengthy process. The strategy adopted by the UNICEF sections of the Darfur
Initiative (September 2003) and the Sudan 2004 Consolidated Appeal Process (CAP) does not seem
to have changed dramatically from the development-style approach that was in place in Autumn
2003.
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The CO was not prepared to deal with a crisis of this magnitude. The most recent Emergency
Preparedness and Response (EPR) process took place in November 2001, with a contingency plan
to target 35,000 people within ten days over a two-month period. Although it did include a multi-
risk analysis, it focused on a natural disaster or a small-scale conflict, and was not subsequently
updated®. All stockpiling was geared towards this contingency plan.

Given the limited presence of UNICEF in Darfur, the early warning/response issued by the Nyala
office was timely (Oct 2003) but small-scale and reactive rather than pre-emptive. Early warnings
from Nyala staff resulted in a site-specific response but CO was slow to realise the scale of the
crisis.

At regional and HQ levels, UNICEF was slow to provide support until the corporate trigger was

activated. Among the reasons for the slow response were:

- UNICEF’s emergency response systems were not triggered at an early stage, indeed, the
Corporate Trigger mechanism was only created in January 2004 and regular procedures were
not geared towards an emergency response;

- Access to Darfur was very limited due to insecurity and logistical constraints (security
deteriorated drastically in December 2003 and all staff had to be relocated);

- Besides the government partners, there were very few NGO implementing partners operating in
Darfur;

- There were limited funds available to scale up the response in the initial stages and reluctance
on the part of the CO to exceed the US$2m Emergency Programme Fund (EPF) loan, in view of
possible repayment difficulties;

- Delay in amending activities in the Project Plan of Action from development to emergency
focused interventions.

Following the corporate trigger on 20 May 2004, support systems began to gear up within weeks.
The interim Head of Office who arrived in Khartoum early June managed to maintain and indeed
boost the momentum of the emergency response. This included a rapid deployment of emergency
staff, participatory planning, and ‘off the shelf’ emergency planning for CO core staff. These
measures had a tangible effect on IDP camp management.

® The CO submitted a request to the RO on 30 March 2004 for a visit from EMOPS Geneva to update the EPRP, but it
was agreed that the timing was not appropriate.
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Box 1: Positive achievements

Despite the complexity of the situation and the many logistical, security and resource constraints that were encountered
by the Sudan Country Office, the evaluation findings suggest that there were many positive achievements where
UNICEF’s response improved the conditions of the IDPs and where the staff can feel justifiably proud of their hard
work.

Among these were the following:

Initial advocacy (Dec 2003/Feb 2004) of UNICEF on access and the rights of women and children in Darfur;

The provision of emergency supplies from the contingency stockpile;

The mobilisation of resources, in early 2004, to increase the level of interventions (funds from EPF and CERF were
released);

The declaration of an organisation-wide emergency in May 2004 substantially bolstered UNICEF’s Darfur
Response;

Participatory workshops which brought Khartoum staff to each of the Darfur states to engage with Field Offices
and partners on the 90-Day Plan are an example of good practice;

Carrying out mass polio and measles vaccination campaigns (UNICEF, WHO and local structures) in both
government and SLA controlled areas;

Achievement of key targets in each sector of the 90-Day Plan, including meeting deadlines to deliver reliable,
drinkable water in some areas, for example, Mornie prior to the rainy season;

Eventual use of private contractors (June 2004) in drilling and latrine construction to meet increased targets.
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5.2. OPERATIONAL CONSTRAINTS

5.2.1. Political aspects and remoteness

Until June 2004, the GoS imposed a number of restrictions on travel permits, visa applications and
customs procedures. Staff were unable to travel to the region, situation assessments could not be
carried out and emergency supplies could not be delivered. This situation dramatically improved as
of June 2004, when the government established a fast-track system as a result of international
pressure.

The Sudan Liberation Army (SLA) and the Justice and Equality Movement (JEM) continued to set
higher conditions for entry into the areas under their control, hindering operations even further.

Darfur is an extremely remote and isolated region, EI Geniena being the furthermost point inland in
Africa. The terrain is harsh and tarmac roads are extremely limited and, in most areas, the only
transport network is made up sandy roads, which quickly become inaccessible during the rainy
season®, making transport difficult and costly. Apart from air transport, which has its own
limitations due to climatic conditions and cost, movement of goods and personnel is fairly
restricted, especially during the rainy season.

5.2.2. Security

The security situation was probably the main constraint, although conditions have fluctuated during
the period under review. Following a relatively tense mid-2003, access improved gradually, until it
deteriorated severely once again during the first months of 2004. After an easier period from May to
mid October 2004, security has begun to deteriorate once again recently.

UNSECOORD?’s capacity to establish security clearance has been a constraint at times. Security
Officers were not deployed full time in the field until February/March 2004. When there were only
a limited number of agencies on the ground, the UNSECOORD team that was deployed was
apparently sufficient but with the increasing number of projects, agency staff and sub-offices being
opened, UNSECOORD’s capacity became overstretched. The most complex issue currently under
discussion is the evacuation of non-UN Staff. Security measures adopted by the UN and NGOs vary
significantly and this affects the way humanitarian staff work in the field. UNICEF staff are
governed by UN security rules which are more stringent than those applied by some of the NGOs.
This has resulted in NGO staff having, at times, better access to areas to initiate activities and
monitor results.

MOSS (Minimum Operating Security Standards) compliance was a major challenge as each
security officer assessed the security threats in a different way. The minimum standards were raised
significantly late in the emergency. The efficiency of certain components of the country-specific
MOSS (Thuraya in every car, anti-personnel mine protection for each vehicle, etc.) is questionable.
It is possible that while anti-personnel mine protection, in particular, may give one a sense of
security, in reality it offers little protection against the threat of anti-tank mines.

UNICEF nevertheless tried its best to adhere to MOSS, as far as possible, taking into account the
regular changes. This has meant considerable effort focused on changing office/guesthouse
locations and retrofitting offices and vehicles with equipment that could have been provided with
greater efficiency when the vehicles were first procured or offices first installed.

* Darfur is part of the sahelo-saharian belt with 200-400mm of rain over a three-month period, resulting into frequent
flash floods.
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5.2.3. Other constraints

UNICEF faced a range of external and internal implementation constraints, some of which were
specific to the organisation while others were similar to those faced by other UN agencies and
NGOs:

- UNICEF does not implement directly, but works through government and non-government
implementing partners. Although, this strategy works well in a development programme, it is a
constraint when a quick action response is needed, where the Government is seen as party to the
conflict and where NGO partners in the field are scarce. The lack of international presence in
the area, coupled with a nearly total absence of local NGOs made UNICEF’s task of identifying
an implementation strategy more difficult.

- As the timeframe of the CCCs is related to rapid onset crises, meeting the CCC targets in the
context of the Darfur crisis (slow onset crises) is partly irrelevant.

- While external missions are important as a means to raise funds and to advocate in favour of
children’s rights, all three ZOs complained that too many external missions distracted staff from
the management of the emergency programme.

5.3. PROGRAMME DESIGN AND PLANNING

For the 90-Day Plan, UNICEF programme design and planning for the Darfur crisis was Khartoum-
driven and relied strongly on a theoretical quantitative assessment of the needs since access to the
field was extremely limited. Contingency planning did not take place until the preparation of the
interagency contingency plan in March/April 2004. Rapid assessments were conducted sporadically
in most sectors but the Evaluation Team did not see evidence that this fed into analysis/strategic
planning at the Khartoum level. With increased personnel, more comprehensive technical
assessments are now being conducted in most sectors.

The ever-increasing number of beneficiaries created complications for planning. Positively, CO
implemented revised its planning process as the situation changed over the course of the 90-Day
Plan.

An assessment of the Planning Unit's capacity was carried out in Jan/Feb 2004 and the decision was
taken to create a post for an international Planning Officer in the April budget, as it was concluded
that the Unit did not have adequate capacity to support the challenges that lay ahead. In the
meantime, requests to Regional Office and Headquarters for dedicated Planning Officer support for
the Darfur emergency were treated as a priority. Support was initially provided by a member of
staff from the Afghanistan Office on mission, followed by a mission from Headquarters. This
mission of a member of the NYHQ Humanitarian Response Unit in April 2004 was extended to
assist the CO in its planning activities. It would appear that the Planning Unit is still not fully
integrated into Darfur Planning discussions. Planning requirements are being evaluated within the
context of the new organisational structure and additional resources should be provided if deemed
necessary.

On a positive note, in June 2004, the UNICEF acting Country Representative and new Emergency
Officer organised field-based workshops, whereby Khartoum-based staff travelled to each Zonal
Office to discuss and refine the 90-Day Plan. The process of bringing together UNICEF staff and
implementing partners was extremely positive and enabled UNICEF to fine-tune the 90-Day Plan,
which had originated in Khartoum. The 90-Day Plan as it was finally implemented highlighted the
positive contributions from partners and it is unfortunate that this planning process has not been
repeated subsequently.



26

Although not all UN agencies participated in the development of the UNICEF 120-Day Plan (Sept.-
Dec. 2004), this exercise was constructive and appropriately focused on increasing coverage and
quality of interventions. Visits to the field were carried out individually by section chiefs, but the
120-Day Plan did not replicate the full participatory process of the 90-Day Plan, apparently for
logistical reasons. Although constraints and lessons learned were identified, subsequent planning
seemed to be informed primarily by cumulative quantitative reporting undertaken under the 90-Day
Plan, for example: latrines constructed rather than number/quality of latrines still functioning. The
Evaluation Team did not identify comprehensive assessment documentation on file, nor evidence of
in-depth discussions or participatory planning with partners. The 120-Day Plan (September-
December 2004) is often perceived as largely a fundraising tool although it is supported by a
detailed implementation plan.

Planning for UNICEF activities in 2005 was already underway during the evaluation mission. This
process should positively identify gaps and requirements, if devised with clear baseline information
on current conditions, capacities and gaps®. It is positive that in water and sanitation, approval has
been given by the new UNICEF Darfur/Eastern Chad office for a comprehensive baseline survey.

5.4. MONITORING AND REPORTING

5.4.1. Assessment

Despite UNICEF’s long-term presence in Sudan and in Darfur’, little relevant baseline data on
Darfur was available at the onset of the crisis®. Since UNICEF is not involved in IDP registration,
needs assessment and quantitative targets were often based on data produced by different UN
agencies and NGOs. OCHA made a commendable effort to ensure a follow-up of the needs
assessment process with the monthly publication of the UN Humanitarian Profile, although defining
needs often relied heavily on computer generated information as opposed to real field assessment.

Assessing the situation regularly is essential in order to obtain relevant information for the
identification of the population’s needs and keeping track of trends and dangers. The very
unpredictability of population movement, including cross-border displacement, requires constant
monitoring of the situation in order to understand the dynamics of the crisis and thus adjust
UNICEF action plans. At the ZO level, the HZO is in charge of coordinating the assessments of the
various technical sectors.

5.4.2 Monitoring and Reporting

Monitoring comprises two main branches:
- situation monitoring;
- programme monitoring.

Situation monitoring consists of a series of information gathering and triangulation exercises. This
has required much involvement from UNICEF Country Representative and the ZO, implying
regular contact with various sources, especially at interagency level. UNICEF situation monitoring
was more focused on assessing the situation in the IDP camps rather than tracking the overall
situation in the region. As a result, very little information related to resident communities is
available. Due to access restrictions, UNICEF was also unable to assess the situation in rebel-held
areas.

% See Darfur Planning Meeting 12-13 September 2004.

® The Evaluation Team was unable to ascertain to what extent this was being carried out in all sectors.

" Until November 2003 , UNICEF presence in Darfur was confined to a field office in Nyala, South Darfur. This Field
Office was in charge of overseeing all UNICEF supported activities throughout all three Darfur states.

8 Despite various projects developed by the PME (SITAN), very little specific information was available.
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Programme monitoring is a different exercise, involving the CO and ZOs. The objectives of
programme monitoring (reporting, quality control, updated contingency planning) and the end-users
(Representative, Section chiefs, Communication) were not clarified in sufficient detail to the staff.
Therefore, staff did not always fully understand the link between reporting/analysis, planning and
programme revision. Criteria and indicators for the various technical sectors were often defined
only as quantitative targets in the OCHA-led 90-Day Plan. Intermediary and task-related indicators
and benchmarks, and related monitoring and reporting mechanisms are often lacking in programme
descriptions. As a result, field staff encountered difficulties in monitoring activities.

CO level: Planning, Monitoring and Evaluation section

The Planning, Monitoring & Evaluation (PME) section provides support to programmes in all
technical sectors and to the country programme as a whole. In the case of the Darfur emergency,
PME did not have the capacity to provide sufficient support to meet the ever-increasing demands as
the situation unfolded. The unit did not provide sufficient guidance to the programme sections on
how to set up proper monitoring mechanisms. Reviews of the CO organisational charts from
September 2003 and July 2004 indicate that the unit did not receive additional staff to respond to
the new challenges. The limited numbers of staff within PME had a direct impact on its ability to
support field staff in planning and implementing comprehensive monitoring systems. By contrast,
the Protection and Health sectors have undertaken substantial efforts to develop monitoring
mechanisms. A comprehensive set of indicators has been designed, taking into account a large
number of variables. The various sectors submit draft reports and the PME unit is in charge of the
final editing and formatting. Unfortunately, the Evaluation Team noticed a significant number of
calculation and typing errors, a problem that has also been commented on by donors and NGOs.
The credibility of data produced by UNICEF has suffered as a result.

ZO level

At field level, staff were responsible for monitoring the interventions carried out in their respective
sectors. The responsibility for coordinating monitoring efforts between the different sectors lies
with the Head of the ZO. In most instances, the direct reporting line was to the Khartoum-based
sector chief. In the Darfur offices, only one staff member has been recruited for full-time
monitoring of health and nutrition interventions, sectors in which he has limited experience. This
issue was noted in the Humanitarian ResponseUnit (HRU) May 2004 Darfur field visit report but,
as yet, no action has been taken to rectify this situation.

The effectiveness of UNICEF’s operations depends upon the capacity of its implementing partners.
Thus, monitoring the activities implemented by these partners is an essential task for UNICEF field
staff. UNICEF’s capacity to monitor programmes in the field was hampered by UN security
clearance procedures, which limited field staff travel to UN no-go zones. At the same time,
assessing partners’ capacity has not been systematic prior to signing of agreements.

Monitoring improved during the 90-Day plan period but remains short-term oriented with little
concern for longer-term impact. Monitoring continues to verify compliance with targets, outputs
and numbers of beneficiaries, with insufficient focus on the quality or the impact of the services
provided.

The reporting demand placed on ZO staff is high. Vast amounts of quantitative data are collected in
the field and sent to CO but the Evaluation Team did not see evidence that this information was
being analysed, due to time constraints. This weakness in data analysis renders the adjustment or
improvement of programmes difficult. Different reporting forms (zonal sitreps, monitoring
checklists, field visit) have been developed by the M&E section as a result of the request made in
early June by the emergency officer and the CO Representative. Effective monitoring tools were
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available® but staff on the ground either did not know of their existence and/or did not use them.
The main objective of adopting new monitoring and reporting systems, according to the emergency
officer, was to meet donors’ specific requirements in terms of data provision and frequency of
reporting.

The amount of time ZO staff spent visiting the camps was limited, due to their involvement in
coordination activities. In most instances, only limited consultation with the targeted population has
taken place. Efforts to monitor the assistance delivered through the government were apparently
less rigorous than for NGO interventions.

5.4.3. Knowledge management

A high turnover of international staff has hampered monitoring on the whole. Vacant positions have
required ad hoc placements and staff, who were allocated new and/or additional responsibilities,
often received little preparation. The lack of staff continuity has also limited the development of an
institutional memory at ZO and CO level. Institutional memory has been further stunted by the
absence of a system for documenting field experience or preparing comprehensive handover notes
as a guide for new recruits, and the generally weak management of filing systems.

5.5. COORDINATION

5.5.1. UN Country Team (UNCT)

Towards end August 2003, Darfur began to feature in the agenda of UNCT Meetings but was not
seen as a priority. The arrival of an OCHA Area Coordinator for Darfur, coupled with the
recruitment of staff for OCHA field offices in Darfur and the release of the UN Darfur Initiative in
Sept 2003, can be interpreted as indications of initial concern. However, the UNCT minutes reflect
a general lack of urgency until December 2003, when discussions on the subject of access gained
momentum It was only in February 2004 that interagency Darfur morning meetings were initiated,
and in April 2004 that an interagency contingency plan was drafted. Top-level missions intensified
in April 2004, including Dr Kapila, RC/HC, who issued a strong departing statement, Jan Egeland,
OCHA and Jim Morris, WFP. These were followed in June by the visits of the UN Secretary
General (UNSG), UNICEF’s Executive Director Carol Bellami and high-ranking officials from
donor governments.

UNICEF fully participated in UNCT meetings throughout the crisis and was an active participant in
inter-agency planning mechanisms, including Darfur Initiative, Interagency Contingency Planning
and 90-Day Plan. UNICEF CO and field staff also participated in a number of inter-agency
assessment missions.

As the UN country team’s engagement intensified, it appears that relations between UNICEF and
other agencies (RC/HC Office and OCHA) became strained. In Spring 2004, OCHA criticised
UNICEF for not having reacted quickly enough and for insufficient capacity. OCHA’s criticism of
inadequate UNICEF reporting on programme achievements was raised during UNCT meetings.
This tension impacted on coordination efforts as information exchange between the two agencies
apparently suffered.

The fact that the position of Resident Coordinator/Humanitarian Coordinator was left vacant for a
few months at a critical period (April-August 2004) created a level of uncertainty in the UNCT,
although a series of highly experienced people were placed for short periods in this key role. With
the arrival of the current RC/HC, unity within the UNCT has reportedly improved dramatically.

® For example, the document “Guidance on Civilian Protection in Darfur” presents valuable recommendations for
monitoring humanitarian assistance in Darfur from a protection oriented perspective.
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UNCT’s expectations regarding UNICEF’s operational role and capacity were high in most sectors,
largely due to the key role that UNICEF has played in Operation Lifeline Sudan. This did not match
UNICEF Khartoum’s understanding of its role. Additionally, the HC/OCHA voiced strong doubts
as to whether UNICEF could become ‘directly operational’ and ensure service delivery in the
absence of implementing partners, a role that UNICEF was not prepared to undertake'®. Similarly,
OCHA requested that UNICEF undertake the responsibility for coordinating the NFI/Shelter
sector*’. Although UNICEF agreed to appeal on behalf of this sector, UNICEF assessed it did not
have the capacity to coordinate the sector. While the Evaluation Team finds it positive that UNICEF
did not take on a role that it could not fulfil, this continues to be an issue of contention amongst
UNCT team members.

UNCT’s reluctance to air and resolve issues has proved detrimental to the maintenance of a good
working relationship between UNICEF and the RC/HC Office.

5.5.2. Sector coordination

UNICEF was expected to play a lead agency role in four key sectors, namely child protection,
nutrition, primary education, and water and sanitation, an ambitious commitment.

The Darfur experience shows that coordinating several sectors is by no means simple and comes at
a price. Indeed, an effective performance in coordinating several technical sectors depends upon the
agency’s ability to identify the necessary resources, both financial and human, and to prioritise.

The sector coordinators were formally nominated in March 2004 when the interagency Contingency
Plan for Darfur was drafted. Roles were reallocated in June during a visit by a top-level OCHA
delegation. UNICEF participated in sector coordination prior to its appointment in June, yet its
performance and capacity in this role varied according to the sector in question. However, the
Evaluation Team could not find evidence that this role had ever been clearly defined by the UNCT
or the CO.

Throughout the early phase of the response, UNICEF Zonal Offices were not equipped with
sufficient technical expertise to ensure effective coordination. With the arrival of additional
technical staff over July-September 2004, UNICEF performance improved. However, effective
coordination requires that coordinators are competent in the appropriate technical field, that they
possess coordination and facilitation skills and adopt a strategic approach to coordination. At the
time of the present evaluation, UNICEF was gradually undertaking a systematic analysis of each
sector and was engaging in forward planning. However, UNICEF does not have sufficient
information management capacity and technical staff are not always skilled facilitators, an essential
quality for sector coordinators.

Despite the high degree of commitment demonstrated by all UNICEF staff involved in coordination
activities at both CO and ZO level, this continues to represent a major challenge for UNICEF*2.
There is no clear UN guidance, however, on how to lead sector coordination in the field and there
are no minimum standards within UNICEF for effective coordination.

19 This was a key issue for most UN agencies in Darfur.

1 OCHA was in need of a coordinating agency with a logistic capacity, while the donors were looking for a cost-
effective mechanism to ensure proper management of procurement, delivery and reporting.

2 UNICEF will need to examine its capacity to invest in key sectors globally and make some hard choices regarding
prioritisation. If UNICEF does not have the capacity to undertake effective coordination in all five sectors, it should
focus on those it can do well and engage in dialogue with the wider International Community to identify an alternative
agency.
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5.6. UNICEF INTERNAL COORDINATION

5.6.1. Country Office—Regional Office-Headquarters coordination

Interaction between the CO, RO and HQ has not always been optimal throughout the crisis,
although improvements were noted post-May 2004, and, more recently, with the appointment of a
UNICEF Special Representative for Darfur and Eastern Chad.

The CO dealt with the initial response in relative isolation apart from its support structures within
the RO and HQ. The CO’s initial impression that it could handle the situation, followed by the slow
realisation that the emergency was going to exceed their limited resources, delayed early
engagement with RO and HQ (sitreps to RO and NYHQ only commenced in Dec 2003). Requests
for ad hoc staffing support increased in early 2004 but did not include dialogue regarding the
overall UNICEF response strategy, nor advance contingency planning.

The CO was apparently not fully aware of the range of emergency tools, including human resource
pools, emergency planning and response templates, or funding streams, such as the terms of the
EPF. This points to a relatively ineffective dissemination at Country Rep/Senior Management level
of the work carried out by EMOPS over the past few years. Importantly, NYHQ did not realise the
extent of CO’s reluctance to exceed current funding levels, which was also preventing the country
team from exploring alternative options. It was only in May 2004 that HQ confirmed that CO
should not let its capacity to repay the EPF loans restrict its emergency response.

The CO did not significantly expand its staffing structure at Khartoum level in the initial stages,
despite repeated prompting from NYHQ. As a result, existing CO staff, particularly the
management structure, were placed under extreme pressure. Designating a specific team for Darfur
within the CO was not seen to be necessary, although Darfur-specific meetings with section chiefs
began in late 2003. The search for a Field Operation Officer commenced in February 2004 but the
position was only filled two months later. NYHQ later decided to upgrade this position to
Emergency Coordinator for Darfur (confirmed beginning June 2004). This appointment had a
substantial positive impact.

NYHQ was slow to realise that the CO required strengthening. RO contact with the CO was
maintained throughout 2003 and the CO’s request to establish two additional Zonal Offices in
November 2003 was processed quickly. However, it is only as a result of visits to Khartoum and
Darfur in late 2003 (Emergency Advisor visit in December 2003) that the RO began to appreciate
the rate at which the situation was escalating and the CO’s limited capacity.

Offers of strategic advisory support (i.e. RO advisers, nutrition consultants, stress counsellors, etc)
from the RO were in many instances not taken up by the CO due to concerns regarding costs,
perceived limited added value and appropriateness, and general work overload at Khartoum level.
Although CO seems to have another perception of events, this created a certain feeling of frustration
at RO level. Information flow between CO and Regional Advisors varied depending on the sector,
but in many cases was not optimal, which further limited the regional advisors in assisting the CO.

The absence of a WES regional advisor was a notable gap in the Darfur crisis. The RO did provide
support on Child Protection via the RO Assistant Emergency Officer, which was highly
appreciated. However, the RO Assistant Emergency Officer’s post remained vacant for a four-
month period until August 2004, severely affecting key support work.
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With the exception of the Department of Human Resources (DHR), technical engagement from
NYHQ was minimal during the initial response, apart of the Darfur-related mission carried out by
EMOPS Director in December 2003. Technical capacity evolved with time, however, with an
increasing number of visits from top-level delegations, including EMOPS Director and UNICEF
Executive Director in June 2004, and EMOPS Directors again in September. The deployment of an
advisor from NYHQ HRU strengthened UNICEF CO’s capacity at a critical time, yet most NYHQ
technical advisors that the Evaluation Team consulted have not visited Darfur nor do they appear to
have had much involvement beyond participating in conference calls with CO.

UNICEF’s decentralised organisational structure did not simplify its handling of the Darfur crisis.
Despite the RO having direct supervisory responsibility over the CO, and NY EMOPS’s role in
emergency situations, neither the RO nor NYHQ felt empowered to engage with and challenge the
CO in its management of the crisis. Although the RO ordered a number of field visits and support
visits throughout the response, the RO and NYHQ could have been significantly more rigorous in
imposing structural support on the CO.

Post-May 2004, engagement between the CO and HQ intensified. However, UNICEF will feel
overload ‘if the alert is sustained is sustained over a long period or if more than one large-scale
emergency occur simultaneously. UNICEF is currently examining ways of diversifying its response
options at HQ, RO and CO levels to better react to emergencies (see Appendix 6).

The Evaluation Team views the appointment of a UNICEF Special Representative and the cross-
border approach to Darfur and Chad as a positive step forward in UNICEF’s response. However,
the challenge remains to ensure connectivity with the wider UNICEF Sudan programme, which will
entail the eventual re-integration of emergency interventions into the country programme, as and
when appropriate. Additionally, given Sudan’s history of disasters and emergencies, the creation of
a Special Representative should not detract from the CO upgrading its preparedness status.

5.6.2. Coordination between Country Office and Zonal Offices

In October 2003, when the crisis was developing, the Nyala sub-office sent a memorandum to the
CO suggesting that a task force be drawn up and requesting support in the form of additional staff
and drivers. This request did not receive any follow-up from the CO. When attacks against civilians
increased in the region, the Nyala sub-office was divided up in order to ensure an UNICEF presence
in the three states. UNICEF deployed staff to the three state capitals as early as November 2003 and
Zonal Offices were established in El Geneina and in El Fasher in February 2004, an appropriate and
timely move.

However, due to the slow deployment of additional staff and, in some cases, operational equipment
(including vehicles, computers, radios, etc), the Zonal offices struggled to keep up the momentum
in the early months. A lack of communications equipment and other basic office infrastructure in
the initial stages hampered information flow and increased the feeling of isolation. This has
improved only very recently with the installation of VSAT and other communications equipment.
Since programme staff was deployed prior to support staff, the Regional Programme Officer (RPO)
was obliged to spend a considerable amount of time setting-up the office, which detracted from
programme implementation

Prior to the introduction of the 90-Day Plan, the Zonal Offices were not fully involved in the
decision-making process with the CO in Khartoum, and, to a certain degree, this situation persisted
into the 120-Day Plan, resulting in low morale and a general lack of understanding of the overall
UNICEF strategy.
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Limited communication between technical staff in the field offices and the supply section in
Khartoum meant that the dispatch of relief items was difficult to follow up. This was particularly
true for the nutrition sector, since nutrition supplies are delivered directly to implementing partners
in Khartoum.

The management of the emergency response was not integrated into existing country programme
infrastructure in Darfur, but replaced it. This point was raised on several occasions by the GoS as an
important issue requiring urgent attention.

Despite the fact that the general situation and ongoing events throughout the three Darfur states
were obviously interlinked, the ZOs worked predominantly as separate units. At programming and
operational levels, management, and to a large extent communication, were top down between
Khartoum and the field offices. There has been limited information-sharing between field offices,
even when events in one state have had implications for the neighbouring state, such as population
movement.

5.6.3. Cross-sector links

To what extent internal coordination facilitated multi-sector approaches and synergies remains to be

seen. It is evident that attempts to coordinate and synergise programme activities have been made,

as demonstrated by the collaboration between:

- WES and Education, in order to ensure that schools are equipped with water points and latrines;

- Education and Child Protection;

- Health and Nutrition, in order to ensure that Nutritional Centres are supplied with the necessary
drugs required for treating the children in their care.

This cooperation has been attributed to personal relationships across sectors rather than a particular
strategy.

5.7. RELATIONS WITH DONORS AND FUNDING

5.7.1. Emergency funding mechanisms

Significant resources for the Darfur Emergency began to be mobilised in early 2004. Up until
October 2003, interventions in Darfur were funded from Regular Resources (RR) and non-
emergency Other Resources (OR). In the month of October alone, four orders were placed for
drugs, medicine, tarpaulin, therapeutic feeding sachets and UNIMIX for a total value of
approximately US$115,000 (including freight) using emergency funds from USAID/OFDA™. On
19 December 2003, the CO received a US$2 million loan from the Emergency Programme Fund
(EPF). Two loans totalling US$5.3 million from the Central Emergency Fund (CERF) and US$2.5
million from additional Regular Resources (RR) were also made available for the Darfur
emergency.

UNICEF produced a three-phase plan for donors:
- Phase 1: April-May 2004;

- Phase 2: June-August 2004;

- Phase 3: Sept.-Dec. 2004 inclusive.

This was a positive initiative, which was launched earlier than many other UN agencies. CO staff
highlighted that the plan constituted a useful starting point for organising the initial response. Apart
from a few of the early donors, such as Italy, Ireland and Norway, which supported the early
UNICEF emergency activities, the donor community began to engage in February 2004.

3 PBA SM 03/0566-02
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Although funding was slow during 2003, the increase in 2004 ensured that 70% of the total funding
requirement of US$61.9 million presented by UNICEF within the 90-Day Plan was reached by end
September.

Graph 5: Change in funding contributions
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The allocation of funds per sector is also an important factor as certain sectors were better resourced
than others. Health & Nutrition and WES represent altogether 2/3 of the whole resources.

Graph 6: Funding contributions by sector

Repartition by sector

EH&N
mR&S
OWES
OEduc

m Chld Prot
m Other

Source: UNICEF CO

5.7.2. DFID - UNICEF Relationship

DFID and UNICEF are already engaged in various types of partnership through the Institutional
Strategy Paper (ISP)' and country-level grants®®. In addition DFID and UNICEF are currently
implementing a programme to develop UNICEF’s emergency preparedness and global response
capacity'®. Both the DFID-UNICEF ISP and the current capacity building programme are
approaching their final year and an evaluation of each is currently being organised.

1 Budget of £56 million (2003-2006).
5 Budget of £61 million for 2003 (Source: UNICEF statistics).
16 Budget of £15.65 million (2002-2006).



34

Through these partnerships, DFID and UNICEF have developed a relationship marked by honest
critical dialogue, accompanied by targeted support aimed at improving UNICEF’s overall capacity
to deliver in emergency response.

The relationship between DFID and UNICEF during the Darfur operation has been characterised by
the same principles of frank exchange. At headquarter and country levels regular communication
has taken place, both bilaterally and in wider donor forums. UNICEF HQ was proactive in taking
advantage of meetings and written correspondence with the Secretary of State to request assistance
from DFID in lobbying for better access to NGOs. DFID made the most of opportunities at all
levels to express concern regarding the speed and capacity of UNICEF’s in-country response from
early February 2004.

Due to a perceived lack of progress in addressing concerns at country level, DFID London pursued
contact with Senior Management of UNICEF HQ in Spring 2004 to discuss Darfurt’. While
addressing issues at senior level was positive, more frequent mid-level operational HQ-London
contact between the DfID Sudan Unit and EMOPS might have been more effective in resolving
operational questions.

Criticisms voiced by DFID at country level and via NYHQ were coupled with targeted offers of
support (financial, HR, in-kind) to assist UNICEF CO in improving its response. Simultaneously,
uncoordinated contacts between different sections or levels (HQ, CO and even within CO) of
UNICEF and DFID did add to the impression of chaos.

Table 2: DFID resources to UNICEF programmes in Darfur

Financial totals Human Resources (3 months) | In-kind contributions (DFID procured)
£1 million (Feb.-Dec. 2004, although 4 WES staff Truck-mounted Drilling Rig with truck
pledged in October 2003 against UN (not yet delivered)

Darfur Initiative) 1 Health

1 pick up and 3 water tankers
£1.5 million (May-Dec. 2004) 2 Nutritionists
NFIs in kind = £1.365 million
£1.915 million (Sept.-Oct. 2004
pledged) Contribution to common pipeline
(mosquito nets worth £122,000)

DFID funding, first pledged in October 2003 and paid early 2004, and other support assisted
UNICEF in escalating its response. DFID human resource contributions via surge capacity were
critical in ensuring that additional emergency technical staff were deployed in key sectors (water
and sanitation, health and nutrition). However, delays in obtaining responses from UNICEF
HQ/Programme Funding Office (PFO) on Terms of Reference (TOR) and candidate selection
(6-14 days) should be examined to ensure the process can be speeded up in the future. Although the
Programme Funding Office should be kept informed of discussions with DFID, contact on surge
capacity should be centralised with one surge capacity focal point within UNICEF (DHR NY or
EMOPS Geneva).

7 June/duly 2004 correspondence and meetings between Hillary Benn, UK Secretary of State for International
Development, and Carol Bellamy, Executive Director, UNICEF, meetings between DFID and UNICEF staff regarding
the global capacity building programme, DFID speech during Executive Board Sept. 2004.
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The UNICEF policy of only accepting new vehicles, which apparently differs from other UN
agencies, increased costs and lead times for vehicle procurement. The added value of DFID
procurement of some in-kind items (drilling rig, mosquito nets) is questionable. The DFID
procurement of the drilling rig was especially problematic, as extensive delays were experienced in
finalising specifications with UNICEF CO and identifying a supplier that was acceptable to
UNICEF. The specifications that were supplied by the WES Section to DFID were inaccurate’® and
WES Section’s choice of an expensive heavy drilling rig over lighter, and less expensive, rigs (a
decision which was queried by DFID in writing) raised questions about UNICEF’s emergency
technical capacity in country and caused extensive and avoidable delays.

Again, although the PFO should be kept informed by correspondence, an appropriate technical focal
point should be identified with the responsibility of processing specifications. In the case of the
drilling rig, the HQ WES Department was not informed of the discussion on specifications. Despite
initiating procurement discussions in June, specification was finally agreed by UNICEF in
September/October 2004. The DFID-procured rig is expected to arrive in December 2004/January
2005.

5.8. STAFFING ISSUES: A MAJOR BOTTLENECK

5.8.1. Strategic deployment of Human Resources

Slow identification and strategic deployment of human resources (i.e. getting the right people in the
right place at the right time) have proved a major constraint for the UNICEF response in Darfur.

Table 3: Field Staffing for Darfur operations

August 2003 February 2004 June 2004 July 2004 August 2004 Sept 2004

3 national staff. 6 national staff + 1 49 staff (of 58 staff (of 67 staff (of 71 staff (of

No member of international (RPO El | whom 30 whom 31 whom 35 whom 37

staff in Khartoum | Fashir). Periodic international international international international

was deployed full- | support from CO staff) + 22 staff) + 13 staff) + 11 staff) + 10

time on Darfur. when access vacancies vacancies vacancies vacancies
permitted.

Source: Interview and documentation from HR Officer, CO

Table 4: Staffing requests for Darfur operations

Oct 2003 April 2004 May/June 2004 August 2004 | Sept 2004

Request for 2 Request 15 Corporate Trigger. Target increased | Target Target

international staff (NOC/ | international to 71 (34 international) field staff. A | increased to increased

L3) to head two new technical staff for specific Darfur department 78 field staff to 81 field

Zonal Offices. Request Zonal Offices established in Khartoum for first staff

upgraded to L4. time.

Source: Interview and documentation from HR Officer, CO

A number of the findings detailed below have been identified in previous evaluations and in
previous reviews™. UNICEF has made some progress in developing competency profiles, the HQ
web-based roster and improving stand-by arrangements. However, the slow updating of the HQ
roster, low prioritisation of human resource contingency planning and staffing strategies at country
level, as well as gaps in staff development in emergency response, continue to hamper UNICEF’s
response capacity.

181t is technically impossible to construct a drilling rig based on specifications provided.
1%In particular, the recent review of Rapid Deployment of Human Resources in Emergencies, Heffnick, July 2004.
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The lack of an early warning system to trigger strategic analysis of staffing needs at all levels
hindered advance contingency planning by DHR and RO. The CO relied on immediately available
RO resources for the immediate response. The CO request for additional staff in all sectors for
Zonal Offices was only submitted in April 2004. This substantial request for members of staff with
similar profiles understandably took time to fulfil. Early warning would have allowed DHR and RO
to begin sourcing potential candidates well in advance. DHR and RO proposed a number of initial
mission assignments from the RO as well as national staff from other COs to fill initial gaps.
However, in many cases, these proposals were rejected, as candidates had not passed through the
vetting procedure and their profile was perceived to be inappropriate®.

Given the slow recruitment process and ongoing regular programmes, the CO staff quickly became
overstretched. Slow identification and recruitment of Darfur-specific staff at Khartoum level for a
variety of functions, including emergency coordination®!, technical and operational support limited
both the level of support that should have been provided to Darfur field offices, as well as ongoing
country programmes.

Staffing levels greatly increased over the summer months. This has already had a positive impact on
UNICEF’s coordination role, monitoring capacities and overall credibility amongst partners. This
will hopefully be pursued further with the deployment of a number of Darfur-specific sector
coordinators and the setting up of a distinct UNICEF Darfur/Eastern Chad department.

5.8.2. Recruitment processes
Prior to 20 May 2004, the pace of recruitment was extremely slow at all levels.

Correspondence and interviews in CO, RO and DHR NY indicate that the organisation did not
always treat the issue of recruitment with the required urgency. Requests to other COs in the
MENA region to release staff went unanswered for a period of weeks. The CO requested two
internationals (L3) to staff the two new Darfur Zonal offices in October 2003. These posts were
eventually filled in February and April 2004.

Several discussions regarding recruitment were established via numerous channels but were loosely
coordinated. There was no ‘one-stop shop’ for HR needs.

Following the corporate trigger the process underwent a dramatic improvement, in part due to
additional staffing in DHR NY. The CO staff increased from three Nyala national staff in Spring
2003 to a total of 81 staff, of which 40 international staff, for the Darfur operation by September
2004.

Overall though, capacity at all levels was overstretched. CO HR was headed by an L2 and no action
was taken to strengthen this position despite the additional workload in 2003 and 2004. The MENA
HR Unit was also understaffed, with one HR officer for the region. The lack of adequate staff in the
CO HR unit resulted in delays in responding to procedural requests from RO/HQ (i.e. drafting
TORs, selection of candidates). Despite the clear overload, CO did not request additional HR staff.
Additionally, according to the RO/CO, it was unclear who should vet and contact potential
candidates, and in most cases this fell to the CO, prior to the corporate trigger. Consequently, the
CO HR unit became overloaded, resulting in the CO Representative playing a large role in vetting
potential staff. CO email requests surprisingly did not reflect a feeling of urgency as the delays
stretched into months, nor did they indicate the overload experienced by the CO. It was only on
31 March 2004 that the CO requested that RO and HQ screen candidates prior to sending them to
CoO.

20 The exception is the deployment of the RO Child Protection Advisor.
2! See section on Management of the Response for further details on the delay in setting up of coordination structures.
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Other humanitarian emergencies impacted UNICEF’s recruitment efforts for the Darfur crisis, for
example, similar profiles were required in Chad and Haiti. A large number of agencies were
recruiting from the same candidate pool and often for the same type of expertise. At one time DHR
was reportedly recruiting 26 nutritionists.

Table 5: DHR overview/Sourcing for Darfur (April-October 2004)

Index Count Status
Post/Functional Area External® Internal® | Stand-by Arr.* Total Selected®
Total 106 44 23 173 52

On a positive note, UNICEF adopted a range of strategies to identify potential staff, including
secondment, staff on mission, external recruitment and surge capacity. Given the constraints
outlined above, this diversity was essential for identifying the required number of staff and
necessary profiles.

External surge capacity and stand-by arrangements with DFID, RedR Australia and NRC
constituted critical stopgap measures. This enabled UNICEF to tap key expertise in water and
sanitation, nutrition, education and child protection.

Delays in recruitment procedures were experienced due to medical clearance procedures required
by New York, albeit a standard requirement for UN agencies. However, DHR did allow some
candidates to undertake medical screening in Khartoum to fast track deployment.

The CO faced a challenge in raising awareness amongst new recruits regarding UNICEF’s mandate
and strategies®. The induction given to new recruits, especially those new to UNICEF, did not
provide sufficient exposure to these issues. In some cases, newly recruited Zonal Office staff
requested a brief presentation on child rights-based programming in emergencies. DHR is currently
compiling a briefing pack to address this shortcoming, but the pack should be accompanied by in-
country briefing.

5.8.3. Contractual terms

A number of contractual factors hindered rapid redeployment of human resources within UNICEF.
Many new recruits are contracted on a Temporary Fixed Term (TFT) contract which does not have
the same stability as a two-year Fixed Term (FT) contract. Thus, UNICEF experienced difficulty in
attracting experienced international or national staff to the Darfur response who were expected to
give up fixed term contracts for short-term TFTs if they desired to join the emergency response.

Alternatively, staff can be released on secondment from other COs. However, the Evaluation Team
was informed that CO representatives from other offices showed reluctance in releasing staff to
Sudan CO until the corporate trigger was activated.

22 External candidates considered for posts identified from various sources (e.g. Global Web Roster).

23 Staff members from various offices considered for internal redeployment on mission status.

24 personnel from Stand-by Partners reviewed for deployment.

% Number of staff selected in the various functional areas in support of Sudan/Darfur operations. This figure reflects the
number of staff who at some point have served in Darfur between 19 April-19 October 2004, or staff that were selected
over this period and are in the process of being deployed.

%8 This includes CRC, rights-based approach to programming, protection, CCCs, etc.
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The high cost of replacing staff on secondment was a consideration in the CO’s acceptance of these
staff during the early response (the CO must pay for their replacement and allowances while in
Sudan). Additionally, secondments are only a short-term solution for a CO facing a sustained
response. Deployment of experienced emergency national staff from other country offices occurred
in two cases. Many members of staff declined requests to deploy to Darfur due to contractual and/or
financial considerations. This aspect deserves further investigation.

A review of staffing requirements was completed in August 2004. Contracts were extended to up to
twelve months and budgetary measures were taken in order to create fixed posts for key positions.
Nevertheless, many staff initially recruited through both surge capacity and secondments
mechanisms, were approaching the end of their initial contract at the time of the mission. Unless a
clear commitment is made by both staff and CO to extend these contracts, the CO may find itself
with a depleted team in the coming months.

5.8.4. Staff care

From the early response into Summer 2004, poor working and living conditions in the Zonal
Offices created additional stress, fatigue, presenting a health risk for field staff. While living
conditions were acceptable in early stages of a response, they were only just being upgraded in one
of the three field offices at the time of the field mission. A combination of factors, including the
difficult living conditions as well as feeling of isolation borne out of poor communications, has
reportedly deterred staff from extending beyond short-term contracts (3-6 months).

Field staff are extremely committed and work long hours in difficult conditions. Although
international staff is granted Rest & Recreation (R&R), there is no policy of mandatory rest days for
national staff. This should be reviewed to ensure that national staff is cared for adequately during
the response.

Good team management in difficult environments is an important factor in maintaining motivation
and reducing stress amongst field and Khartoum staff. Team management, including stress
management, and training for senior staff at both field and Khartoum levels, have not been
adequately addressed and this continues to be an outstanding need. Resources for stress
management at both HQ and RO level were not tapped by the CO. A request for the NYHQ stress
counsellor was not submitted and although stress counselling was offered via the RO, the CO did
not pursue this opportunity.

Due to overload at Khartoum level, the HR Unit responsible for the recruitment of new staff has a
relatively limited capacity for undertaking other aspects of personnel management, which are
essential for ensuring staff wellbeing and professional efficiency. The new UNICEF Darfur/Eastern
Chad department should set up a separate Human Resource Unit for Darfur to ensure that staff
wellbeing is catered for.

5.8.5. Staff capacity building

Capacity building for incoming staff within UNICEF CO appears to be limited. While new staff did
receive an induction CD-ROM, the Evaluation Team is unclear as to whether the Programming
Process Course was included in all cases. Induction varied in duration and was reduced in length as
more staff arrived. This placed external recruits without extensive UNICEF experience at a
particular disadvantage.
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Training in Emergency Preparedness and Response did not take place for all UNICEF staff.
Although partners (GoS and NGOs) benefited from a number of workshops, it is a concern that
UNICEF staff were not prioritised. Indeed, in Nyala only two UNICEF staff participated in a
workshop as facilitators. Despite time constraints, the Evaluation Team commends the many efforts
of individual staff members and Zonal Offices in taking the initiative to attend individual training
and improve management and technical skills.

5.9. SUPPLIES AND LOGISTICS

5.9.1. Background

A large proportion of funds allocated to the Darfur Emergency has been channelled into supplies.
By October 2004, over US$28m have been requisitioned for supplies, compared with US$8.5m on
in 2002 and US$9.3m in 2003, for the entire Sudan Country Programme. As early as January 2004,
the CO progressively mobilised resources and raised the demand for supplies through its orders for
Darfur. Although the CO did not provide a formal emergency/contingency supply plan, the CO
informed the Supply Division (SD) of their potential supply requirements so that SD could be ready
to respond.

In April and May 2004, ordering of supplies increased significantly. Large volumes of AD
(disposable) syringes, safety boxes, and cold chain supplies (refrigerators, icepacks, etc) were
ordered for the measles campaign. A charter was arranged and a rigorous follow-up was carried out
with the *DOLTA’ supplier for ice packs in India.

In April 2004, the SD Emergency Coordinator set up the ‘Darfur Team’ in Copenhagen, consisting
of the SD Emergency Coordinator, the Customer Service and Field Support Centre (CSFSC),
Supply Planning Officer & Focal Point for Sudan, Chief Warehouse & Logistics Centre and other
relevant staff, including Shipping and the Contracting Centre Representative who is responsible for
monitoring the orders received from the CO. The Darfur Team met on a daily basis to discuss issues
and review the status of orders. Tracking orders and creating a space for dialogue between staff
from various centres helped speed up order processing and shipping and overcome obstacles.
CSFSC was also created a Status Report, listing all the approved Emergency orders with details and
status.

In view of the emergency, SD also authorised other UNICEF offices to engage in procurement. The
India office supplied hand pumps and the Sudan CO could undertake local procurement of jerry
cans for a total value of up to US$1m.

The report served as the basis for Darfur Team’s meetings in Copenhagen. CSFSC ensures that the
report is updated regularly and circulates it to the rest of the SD staff, NY Supply Section, NY HQ
Emergency unit, CO and RO. The Supply Section in the CO also forwarded this report to all
departments concerned in Khartoum. A separate report is issued indicating the shipping status of
orders issued by Copenhagen.

The mobilisation of all the stakeholders in the supply chain was extremely important, in view of the
magnitude of the demand. A wide range of items, occasionally in high volumes, had to be procured
and dispatched to the operation.
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Box 1: Items supplied by SD until August

SD supplied the following items:

ORS, Anti-malaria tablets, Communication equipment, IT equipment, Toyota vehicles fitted with
ballistic blankets and communication equipment, Educational kits, Recreational kits, Blankets,
Therapeutic spread, Unimix, Artesunate tablets, Medical equipment, Water purification tablets,
F-75, Electric Pump, Oxygen concentrator, Pharmaceuticals, Artesunate tablets, Ferrous salt + folic
acid, Squatting plates, Watsan items, infant length/height measuring boards, Oxfam kits, School-in-
a-box & replenishment kit, RubbHalls, Mosquito Nets, Sulfadox + Pyrimeth tables, Generators,
Submersible pumps, Unimix, ReSoMal & IT equipment.

Box 2: Items supplied by SD during the 120-Day Plan

Communication equipment, Pharmaceuticals, ORS, Artesunate tablets, Sulfadox + Pyrimeth tables,
Therapeutic spread, Watsan items, Oxfam kits, Mosquito Nets, Unimix, F-75, F-100,ReSoMal, FG
Wilson Generators, Tarpaulins, Blankets, Sleeping mats, Measles vaccines, Syringes and safety
boxes, Cold chain items, Toyota vehicle fitted with ballistic blankets and communication
equipment, School-in-a-box and Replenishment kit, Trauma kit and refill, medical supplies, IT
equipment, Therapeutic spread, Watsan items, Oxfam well digging kits, Mosquito Nets, FG Wilson
Generators, Meningitis vaccines, School-in-a-box & replenishment kit, IT software, First Aid Kit A,
Travel/Survival items, Midwifery kit, Haemoglobin colour scale, Branded items, lodized oil
capsules, Education kits, Recreational kits, Bentonite, Submersible pumps, Centrifugal pumps,
Collapsible water tanks, Calcium Hypochlorite & Aluminium sulphate.

Mid-September 2004, the Supply/Logistics Officer of UNICEF Sudan gave a presentation to
Supply Division staff in Copenhagen on the Darfur emergency. This was helpful for staff to
understand the nature of emergency and the impact that supplies and equipment handled by SD
were making.

5.9.2. Key general findings

Although the procurement systems have worked well in the emergency response, management of
the logistical system was not optimal until mid-2004.

There has been no substantial staffing increase in the supply section in Khartoum to deal with the
emergency. Only one additional professional officer at the L2 level was brought in during 2004 to
help on a temporary basis. The office is only now recruiting a professional national officer for the
Supply Section in Khartoum.

Throughout 2003, the stockpile of emergency goods was insufficient given the scale of the
emergency and this problem is linked to the low-level emergency preparedness plan. The stockpile
was substantially improved by the start of the 90-Day Plan in June 2004.

Field staff were often unaware, or received delayed information, about supplies that were ordered
and delivered to implementing partners (e.g. NCW/WES, MOH, NGOs) at CO level. Although
UNICEF has the right to monitor supplies delivered via the government and NGO partners, field
staff, many of whom were new to UNICEF, were unclear about their right to access supplies
provided by UNICEF in GoS and NGO warehouses, even though this subject is apparently covered
during the orientation briefing. This has caused difficulties in planning and monitoring.




4

In typical development programmes, UNICEF is not responsible for the management of
warehouses, as supplies are handed over to partners at the port of entry. UNICEF nevertheless
maintained storage capacity in Sudan even before the Darfur crisis erupted and was obliged to rent
warehouse capacity in the three Darfur states to cope with the influx of large quantities of
emergency supplies. Despite some efforts, there was insufficient training for field logistics staff,
many of whom were new to UNICEF, in warehouse management. Training manuals on logistics
and warehouse management could have been sourced from other agencies (WFP, WHO) in order to
boost UNICEF logistical capacity. UNICEF Sudan operates a country-developed tracking system
(ESMS) as a countrywide UNICEF emergency tracking system is still under development.

A joint UN Task Force (chaired by UNICEF) undertook a market survey in 2003 and put forward a
list of suppliers. During 2004, UNICEF assessed markets for major items that were required for
Darfur before floating the bids for NFI. UNICEF has been procuring items directly from Dubai-
based suppliers that have been vetted by UNICEF Copenhagen in the Dubai Initiative.

A market survey is now being proposed with support of the Supply Division in Copenhagen to
update this information. UNICEF has been using United Nations Joint Logistics Centre (UNJLC) as
the main transporters and no major problem has been reported. As a precaution, UNICEF has
chartered a plane to prevent a bottleneck from jeopardising an operation.

5.10. TELECOMMUNICATIONS

Telecommunications is an essential component of an efficient emergency response. However, HF
radios were not always available in all locations and in all vehicles by December 2003. Zonal
Offices experienced delays in receiving equipment due to difficulties in obtaining authorisation and
custom clearance. The field offices were quickly equipped with Inmarsat or alternative light satellite
equipment. With lower initial cost but expensive running costs, this was a suitable arrangement for
the early phase of the operation.

When it was decided to change the equipment for a system that was better adapted to a complex and
long-lasting large-scale crisis, the necessary material was not available on the market?’. UNICEF’s
flyaway VSAT systems had already been assigned to other emergencies, such as Iraq and Liberia.
There was a significant delay in ordering and receiving the equipment and, in the meantime,
UNICEF had to rely on standard VSAT systems.

5.11. UNICEF CROSS-BORDER RELATIONS

As Darfur populations fled into neighbouring Chad, the situation had clearly developed into a
cross-border crisis. Each CO was preoccupied with its own country programmes and developing a
country-specific emergency response. As a result, both sides failed to develop a coherent
operational strategy and harmonise activities, such as standardised sector approaches where
appropriate, joint advocacy, logistics, etc. Optimisation of human resources and physical assets
(drilling rigs) was reduced to a minimum.

Opportunities for information gathering on aspects such as population movement, protection,
security, health, and water, were not taken up by the Chad CO. Despite initial discussions facilitated
by the RO Emergency Officers MENA and WCARO, neither the Chad nor the Sudan CO
committed to establishing a joint approach.

The slow initiation of the UNICEF response on the Chad side impacted negatively on UNICEF’s
interventions in Sudan. The CO Khartoum could have benefited from both information gathering
and needs assessment, as well from joint advocacy, which was suggested by the regional assistant

27 According to a discussion with ITD in NYHQ.



42

emergency officer but not taken forward by CO Chad or CO Sudan. With the exception of a limited
exchange regarding educational material and some notable steps in child protection®, technical
information sharing and development of cross-border strategies are commencing only now. Water
and sanitation, as well as Expanded Programme for Immunisation (EPI) campaigns, are two areas
which offer concrete opportunities for synchronisation and coordination.

5.12. WORKING IN SLA- AND JEM-HELD AREAS

Access to areas held by the Sudan Liberation Army (SLA) and by the Justice and Equality
Movement (JEM) was limited due to GoS policy, UN security regulations and unclear lines of
command on the SLA/JEM sides. UNICEF’s highly visible role in the Asmara Talks between GoS
and the SLA ended with a breakthrough agreement for the polio campaign to be run on both sides of
the frontline. This was among the first UN humanitarian interventions in rebel-held areas, alongside
WEFP food distributions with the support of the Sudanese Red Crescent.

Access to beneficiaries in rebel-held zones has been a major problem facing UNICEF and other UN
agencies. By working through NGO not submitted to the same security constraints, UNICEF was
able to support activities in places where access was not possible for UN staff. As a result, six
health facilities have been supported in North Darfur and four in the Jebel Marra region, which,
according to the implementing partner, GOAL, are located in SLA-held areas. UNICEF also
supports a Therapeutic Feeding Centre run by MSF-Holland in disputed areas in West Darfur. The
WES sector’s strategic choice to work through the government WES/NCW meant that activities in
this sector could only be implemented through NGOs in SLA/JEM areas, despite an early
agreement in which SLA consented to allow technical personnel to enter the areas under its control.

Due to prolonged insecurity, travel restrictions prevented UNICEF, and other UN agencies, from
distributing emergency supplies to IDPs in rebel-held areas. While placing agency staff at extreme
risk is not acceptable, further assessment of the varying degrees of safety risk is merited given the
importance of a prompt response. Permanent efforts in formal negotiation with warring parties may
ensure quicker access to rebel-held areas in the future. Due to lack of contingency planning with
regards to inaccessible populations, UNICEF was unable to respond adequately when access
opened up. As a result, it was not possible to develop activities and needs assessment processes in
N. Darfur SLA-controlled areas, although some regions were cleared for access by UNSECOORD.

With regard to the return of IDPs to their location of origin, contingency planning exercises should
also address the question of defining clear criteria for the shift from relief to return and recovery,
including indicators on the improvement or deterioration of the socio-political and security situation
in the region.

5.13. COMMUNICATION AND ADVOCACY

Until June 2004, the media had only very limited access to Darfur. Most journalists were unable to
obtain visas or travel permits. Those that did gain access were only able to do so if they were
accompanying a high-level delegation. As a result, coverage of the crisis was extremely limited in
the early phases resulting in a low impact for advocacy and low donor interest. At a certain stage, it
was only by means of clandestine entry from Chad that the images of the situation began to reach
the outside world.

%8 Child protection became an issue for coordination between Chad and Sudan only in mid-July 2004. Since then, the
Child Protection section has had regular correspondence with Chad with regard to separated children. It was also agreed
at that time that conferences between child protection staff should take place weekly. Developing these cross-border
links was limited by the absence of child protection staff on the Chad side.
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Communication, including its critical advocacy component, was neither prioritised in the CO Sudan
emergency preparedness plan®, nor in the developing Darfur response. Until the preparation of the
120-Day Plan, the CO did not develop a specific Communications Strategy with clearly defined
objectives, activities and indicators for each level of the organisation.

There also does not appear to have been a clear strategy either within the Communications, Policy
and Programme Unit or EMOPS to guide NYHQ’s approach. Even though the Communication
Officer’s position remained vacant from January to March 2004, the CO did not actively seek
support or advice from the RO or NY HQ, despite RO and HQ’s experience in communications in
difficult environments®. UNICEF should urgently clarify its communications strategy at all levels.

During the early response, the CO lobbied the GoS in order to improve access, and discussions were
also held with institutional donors. However, given the highly sensitive nature of the situation, and
earlier warnings from GoS against making public statements, advocacy at country level was not
rigorously pursued® through Spring 2004. Faced with the dilemma of having to prioritise either
advocacy or implementation, UNICEF shifted its focus from advocacy on access and children’s
rights (only two advocacy statements to date, issued in Dec. 2003 and 20 Feb. 2004) to issuing
press releases on programme activities. Discussions with donors on these issues of concern were
also limited at country level, although communication between NYHQ and DFID London
continued to include requests for lobbying assistance into Spring 2004.

UNICEF continues to engage in non-public advocacy at the NYHQ level, which is positive. NGOs
are currently making public statements on the rights of children in Sudan (for example, recent Save
the Children Press Release) while UNICEF pursues less visible forms of advocacy. Given
UNICEF’s mandate and role in the Sudan response, reluctance at all levels to take a prominent role
through public statements constitutes a lost opportunity.

From Spring 2004, CO has approached communication from a fundraising and visibility perspective
(especially in favour of UNICEF National Committees) rather than advocacy. Understaffing in the
Communications Unit and the perceived sensitivity of many advocacy issues limited the
opportunities to develop a proper advocacy strategy. This resulted in a fragmented approach to
Communication.

The CO Communications Unit was overloaded until the recent arrival of a Darfur-specific
communications officer in October 2004. Efforts to bolster the Communications Unit were
hampered by lack of funding until a small contribution of US$167,500 was earmarked for this
purpose in March 2004. This oversight was perhaps due to inadequate information regarding the
importance of communication and advocacy to the donor community. A Communications Kit was
developed over this period and is distributed to all visitors.

CO engagement with the media was effective. However, the Communications Unit largely targeted
media from Western and traditional donor states. Opportunities to disseminate UNICEF advocacy
and programme activities to Arabic-speaking media were by and large ignored, despite the
importance of counter-balancing anti-Western and anti-UN messages and stereotypes with positive
images. The recent 120-Day Communications Strategy includes outreach to Arabic-speaking media,

2 Although communication is included in the CCCs in emergencies, and is identified as best practice in the recent Iraq
Lessons Learned exercise.

%0 An advocacy in emergencies toolkit is being developed by NYHQ.

1 1t is worth noting that following Mukesh Kapila’s statement in March 2004, the Government of Sudan did not
approve a visa for a temporary replacement until June. The UN was essentially leaderless at a critical time. UNICEF, as
well as other UN agencies, refrained from issuing overly critical statements in March-May so as to avoid causing longer
delays in the appointment of an Acting UN RC/HC, and a negative impact on operations. During this period, advocacy
efforts focused on placing pressure on the GoS to relax travel restrictions.
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thanks to the efforts of the RO Communications section. It is important to follow up this dynamic
with proactive coordination between RO and CO. A number of communications initiatives were set
up but not prioritised by the CO and were seen as a burden by the field offices. Video phones
disseminated to the field have remained largely unused.

CO engagement with donors took place via regular donor meetings and two donor briefings in April
and June 2004. These were positive initiatives to address concerns and questions from the donor
community. Regular bilateral meetings also took place. In addition, the CO provided assistance and
briefed all government representatives who visited Sudan during the period under review, which
represents a considerable investment. Fundraising visits from National Committees, while
important, placed a burden on field office operations. CO requests to HQ to minimise and/or
combine visits have helped ease the pressure.

5.14. IMPLEMENTATION IMPROVES, NEED FOR STRATEGIC THINKING INCREASES

With the initiation of the 90-Day Plan and the activation of the corporate trigger, HR capacity
increased and CO management began to catch up with implementation. By mid-June 2004,
management dynamics had shifted and the pace had increased. The field offices in Darfur rose to
the challenge and finally had the resources to do so. The number of NGO partners rose, as did
implementing capacity. UNICEF’s coordination role became subsequently more crucial Increased
funding for the emergency allowed the CO to feel more secure, thus enabling the team to scale up
the level of inputs. While the response through the 90-Day Plan Response was well underway,
strategic multi-scenario contingency planning had not been carried out. For example, a clear
strategy had not yet been devised on how to empty latrines that had nearly reached their capacity.
The new management structure comprising a UNICEF Special Representative for the Darfur
emergency caters for contingency planning, a necessity given the ever-changing context.

6. SECTOR RELATED FINDINGS

6.1. CHILD PROTECTION

6.1.1. Situation analysis

The protection of civilian populations and providing security for humanitarian staff are, and remain,
priority concerns. In Darfur, protection activities were implemented in a context of a poor human
rights culture. Even the strongest statements issued by senior officials have not prevented human
rights violations and abuses from taking place on a regular basis. For UNICEF, the main protection
concerns are related to physical protection, freedom of movement, protection against forced
relocation, sexual and gender based violence (SGBV) and access to basic entitlements as defined in
the Convention of the Rights of the Child.

Social norms regulating behaviour have been weakened by displacement, and as a result, people
have been placed in situations where there is an increased risk of violence. Rape, physical violence
against women and children, neglect and verbal abuse are the most common types of SGBV in and
around the camps in Darfur.

The presence of military and police forces, as well as other armed groups, also contributed to the
increased risk of violence against the displaced population. Cases of people being forcibly
relocated, violence against women and girls collecting firewood and children becoming associated
with armed forces are reported on a regular basis. In some cases, humanitarian interventions have
inadvertently increased IDP vulnerability and insecurity: for example, where camp populations have
been targeted by armed groups for receiving humanitarian assistance. The general situation
regarding protection in camps is also directly related to the absence of adequate camp management.



45

Some members of camp security have used their position to profit financially. While the
Government of Sudan is increasing pressure on IDPs to return to their places of origin, IDPs in the
camps continue to express considerable fear about the idea of return home. Hence, achieving
security and ensuring protection in the region are basic conditions for ensuring a transition to
sustainable return and recovery.

6.1.2. Child protection programme

In UNICEF Sudan Annual Report of 2003, humanitarian assistance to Darfur in 2004 was clearly
defined as a priority. In February 2004, the child protection section undertook a series of
comprehensive rapid assessments in Darfur but the section suffered from a lack of adequate human
resources. The head of the child protection unit had the dual responsibility of fulfilling the role of
section head and child protection coordinator for Darfur. Hence, the 90-Day planning exercise, the
deployment of child protection officers to Darfur and the increase in partners on the ground
contributed to a dramatic increase in child protection interventions.

The overall goal of the 90-Day Plan in Darfur was to strengthen aspects that help foster a protective
environment for IDP children, such as advocacy with government and NGOs, capacity building for
partners providing assistance for children, establishment of services for recovery and reintegration
of children affected by the conflict as well as monitoring and reporting of activities to better
coordinate the response.

Child protection monitoring

Monitoring the child protection situation constituted an important aspect of the 90-Day Plan with
the objective of providing sustainable information on child protection issues and building a
protective environment for children living in IDP camps. The strategy focused on collecting data on
the following categories: children arrested by the police, children bearing arms, separated and
unaccompanied children, abandoned babies and sexually abused children.

Final reports comprised exclusively quantitative data. Causes have in most instances not been
identified nor documented properly, as was recommended in the technical guideline®. Further
advocacy work was not possible due to the lack of comprehensive incident reports and ZO level
was not sufficiently active in advocating with authorities on their duty to investigate incidents, and
to prosecute and punish perpetrators. The link between monitoring, reporting and advocacy was not
always clear to field staff. It remains unclear as to whether the CO optimised UNICEF’s traditional
comparative advantage to advocate on child protection issues in the emergency.

Child protection data collection was not systematically shared with other technical sectors nor
incorporated into programming decision. This might be due to the lack of communication channels
between the different sectors and to insufficient understanding of rights-based approach in most
sectors. An exception to this lack of articulation between the CRPB and other sectors is the joint
response to separated children implemented by education and child protection sectors, which was
integrated into strategic programming focus on children’s spaces. This initiative had an extremely
positive effect, since children’s spaces were available in all IDP locations, with attendance of over
100,000 children by the end of the 90-Day Plan period®. Another positive result of this
collaboration is the focus on the participation of the children themselves in decision making and
running the children’s spaces, in accordance with Article 12 of the Convention of the Rights of the
Child. In practice, UNICEF concentrated child protection monitoring efforts only in, and around,
schools and play areas. No comprehensive child protection monitoring activities were conducted in
host communities and in SLA/JEM-controlled areas, although some had been cleared for access by
UNSECOORD. As a result, in the context of the Darfur emergency, UNICEF’s child protection

%2 See Chapter 7, Protecting the Rights of the Child, Identifying priorities, p416.
* According to the Darfur Humanitarian Response Report on Child Protection sector of August 2004.
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activities focused on protecting children in IDP camps but failed to defend the integrity of
humanitarian assistance by ensuring access to all in need*.

Despite the fact that a significant number of child soldier cases has been reported, the decision to
extract an agreement from combatants to protect children was not yet considered to be
appropriate®.

As part of the child protection monitoring activities, contact with the Chad Office with regard to
separated children has been established, but is not maintained on a regular basis. CO ensured that
the operational framework developed with ICRC and other child protection agencies for
inter-agency cooperation on separated children in Darfur and related forms and training manuals
were transferred to the Chad office. Further cross-border links were limited by the absence of child
protection staff on the Chad side.

Sexual and Gender Based Violence (SGBV) and Sexual Exploitation and Abuses (SEA)

Cases of rape and other forms of violence have been reported on a regular basis but were not
properly recorded or followed up. This may be due to the fact that despite an early commitment
from UNFPA and UNICEF’s role in coordinating the sector during the 90-Day Plan, a lead UN
agency had not been appointed for the SGBV and SEA sector. UNICEF failed to establish a clear
procedure on how to report SGBV and SEA cases and referral systems for the physical and
psychosocial recovery of rape victims.

In terms of prevention of violence, lessons from past emergencies were not adequately taken into
account. In situations of high food insecurity and shortage in basic items, women and girls may find
themselves coerced to engage in casual or commercial sex as a survival strategy to gain access to
food and other fundamental needs. UNICEF should have pushed harder to ensure that all
humanitarian activities, and especially food distribution, were implemented in such a way to
minimise the risk of SGBV and SEA®. Field staff did not explore alternative ways to prevent
SGBV inside and around the camps, for example by increasing women’s involvement in
programme design and implementation, representation of women on management committees and
participation in the distribution of food and non-food rations, post distribution monitoring, etc.

Capacity building

One of UNICEF’s main objectives for the 90-Day Plan was to build capacity of staff involved in
education (teachers), psychosocial support (animators) and SGBV registration (police). As a result,
numerous training sessions took place during the review period (see table 6), including training for
police members on SGBV, training on the Convention of the Rights of the Child (CRC) for aid
workers and training on children’s rights. In addition, aid workers, police forces and UNICEF staff
were also trained on children’s rights and rights-based programming.

Table 6: Training in Child Protection during the 90-Day Plan

Psychosocial support | Recreation facilities | Human Rights awareness | SGBV awareness SGBV
Teachers & animators In & out of schools Aid workers Aid workers Police staff
Target Results| Target Results Target Results| Target| Results|Target| Results
300 744 | 100,000 85,470 1,000 722 500 955 200 424

Source: UNICEF report on the 90-Day Plan

% See CRC and technical note pp410-411

% See Article 38 of the CRC, 1989, Armed Conflicts, as well as the Optional Protocol to the CRC.

% See CCCs Operating approach, point f: ‘Operationalize humanitarian response mechanisms that prevent and limit the
exposure of children and women to abuse, violence, exploitation and HIV/AIDS.”
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Coordination of the many ongoing and planned training activities is weak, with the risk of
duplicating work. For example, OHCHR and UNDP are also involved in police training. UNICEF
should be credited however for its diplomacy in trying to bring many agencies together in the
protection sector. More work nevertheless needs to be carried out on the promotion of the Code of
Conduct against Child abuse.

6.1.3. Sector coordination

No UN agency has a clear protection mandate for IDPs. In Darfur, collaboration between UN
agencies specifies that the RC/HC should organise protection coordination, whereas traditionally
OCHA would assume this role. UNICEF has assumed the lead in child protection interventions and
has participated in the prevention of sexual and other abuses in IDP camps. ICRC has its own
approach derived from International Humanitarian Law (IHL).

At CO level, UNICEF tried to ensure that all protection issues were addressed with due
consideration to the special protection of children and to guarantee that all initiatives include a
special focus upon women and children’s rights. At field level, the coordination mechanisms
established vary widely from one state to another. In some cases, coordination was limited to
sharing information about child protection programmes amongst the organisations involved in the
sector, while in others, staff were more active in providing strategic guidance. But in all three states,
field staff made an effort to inform implementing partners from all technical sectors about the
referral process for separated or unaccompanied children. Nevertheless, at the end of the 90-Day
Plan, the family reunification programme still had to be put into operation. In mid July, an inter-
agency agreement between UNHCR, ICRC and UNICEF laid down a framework for joint efforts on
cross-border issues related to unaccompanied and separated children. Unfortunately, and despite
coordination efforts, the child protection sector still had no overall view of what was being done,
where and by whom. As a result, UNICEF was unable to prevent duplication and, in some cases,
competition between agencies.

6.1.4. Conclusion

The different technical sectors within UNICEF operations placed varying degrees of importance on
the issue of child protection. With regard to prevention of SGBV, high levels of awareness were
encountered in the education sector, yet much less so in Health or WES. UNICEF child protection
staff have a limited understanding of the Principles and CCCs in emergencies. Opportunities for
cross-sector exchanges and collaboration have been lost.

In quantitative terms, training targets have been reached. But as training sessions only lasted a
couple of hours, it is difficult to appreciate what results were expected in terms of capacity building
and/or changed behaviour. Child protection and education sectors worked closely and successfully
in seeking to mitigate the risks by providing education in safe environments.

In some cases, limited consideration for beneficiaries” and/or local partners’ culture has sometimes
resulted in delivering an inappropriate service and caused negative reaction from the community.
This was the case for psychosocial support programmes, which were perceived by some UNICEF
Sudanese partners as being overly Christian-oriented. Similarly, gender issues were not always
taken into account. For example, sports and recreational kits contained fewer options for girls.
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6.2. EDUCATION

6.2.1. Situation analysis

Darfur is one of the most deprived regions in Sudan with regards to primary education. In 2003,
Darfur’s primary education system was characterised by extremely low enrolment levels, gender
disparity and poor educational efficiency. Student enrolment indicators were among the lowest in
the country. The emergency had disrupted schooling, both for displaced and refugee populations
and resident communities, whose schools were occupied by displaced persons.

Apart from the Ministry of Education (MoE), SCF-UK was the only partner that was operational
within the basic education sector prior to the escalation of the crisis.

6.2.2. Education programme

In the early stages of the emergency, the education sector suffered from insufficient funding since
education was not perceived as a priority by most institutional donors. Prior to the 90-Day Plan, the
education sector had developed an emergency education plan for 2004. Its aim was to improve the
learning environment through rehabilitation and construction of classrooms, provision of water
points, construction of latrines and provision of educational equipment. Thanks to previous
interventions in Darfur, UNICEF was prompt in setting up additional temporary school facilities
and in providing classrooms, and education and recreational kits to IDP camps.

The strategic response implemented by UNICEF education unit at the beginning of the emergency
was modified not in nature but in terms of scale. It is only with the introduction of the 90-Day Plan
that the importance of caring for children’s psychological needs in a conflict environment was taken
on board.

From this moment onwards, the education strategy was clearly oriented to providing normalcy and
reducing the effects of trauma, and thus aimed for the rehabilitation of both individuals and affected
communities. The 90-Day Plan focused on restoring learning opportunities for children affected by
the crisis, rehabilitation and construction of classrooms, teacher training and distribution of
education and recreational supplies.

In some cases, the quality of recreational kits is reported to have been very poor. Construction of
temporary classrooms relied on local materials, tents and plastic sheeting. In some cases, the
selection of material was not appropriate since plastic sheeting is fragile and not adapted to the
climate in Darfur. Storms and rain have caused damage, not only to plastic sheeting classrooms, but
also to local materials used for classrooms and it has been necessary to carry out repairs, and even
rebuild a number of classrooms.

Table 7: Activities in Education during the 90-Day Plan

State IDP + host Enrolment Classrooms
constructed/rehabilitated

6-13 yrs Actor Target | Results 31/08 Cov. (%) Target Results| Cov. (%)
N. Darfur 60,591 UNICEF 24,000 30,960 129 212 284 134
Partners 27,200 8,532 31 20 4 20
S. Darfur 49,409 UNICEF 25,000 25,387 101 104 211 203
Partners 6,000 5,200 87 n/a 80 n/a
W. Darfur 80,548 UNICEF 30,000 19,336 64 318 106 33
Partners 29,000 1,600 5 n/a 14 n/a
Total 190,548 Total 141,200 91,015 60 654 699 97

Source: UNICEF report on the 90-Day Plan

UNICEF support for psychosocial orientation within short-term teacher training programmes was
positive.
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Water points and latrines were not always functioning in the school facilities visited. Emergency
school feeding remains to be implemented and textbooks were not supplied in sufficient quantities.

6.2.3. Sector coordination

Coordination within the education sector was until recently limited due to low numbers of
implementing partners and also capacity. The number of education partners increased and allowed
the 90-Day Plan to become operational in June. UNICEF was very active in advocacy for the
provision of Emergency School Feeding as a strategy to maintain enrolment.

6.2.4 Conclusion

UNICEF succeeded in providing emergency education in a protective environment to a large
number of displaced and resident children, both girls and boys. The UNICEF *School in a box’ and
other components of the ’return to school’ programme represent an important contribution to the
wellbeing of roughly 140,000 children.

UNICEF’s clear mandate and guidelines for education in emergencies helped UNICEF staff in their
work. Despite the discrepancy between the 90-Day Plan targets and achievements, UNICEF results
in terms of registration and enrolment of students has to be commended. UNICEF’s main challenge
now is to ensure that enrolment of students is maintained. The increased demand for education has
raised concerns regarding MoE’s ability to provide and pay trained teachers.

The UNICEF response in education conforms to the CCC objective to promote access to education
for all children in affected communities, with a special focus on girls.

6.3. WATER AND SANITATION

6.3.1. Situation analysis

Darfur is characterised by a complex hydrogeology, including a localised water table in deep
fragmented strata, as well as a large, relatively shallow, underground water table which is supplied
on a yearly basis by a wadi system (wells are dug in the main course of the river, where the water
table is close to the surface). Most settlements were historically located in areas where the wadi
system was relatively accessible. Over the past decade, water has been tapped from deeper levels by
drilling rigs, engine-operated pumps and hand pumps. In general, access to water was limited in
most areas before the crisis, with water sources supplying a few hundred families per settlement.
Sanitation management systems, including latrines, are non-existent in many Darfur villages.

The crisis, with its related displacement, created a situation of extreme overload on existing water
sources, both in urban areas as well as in large camps. Access to an acceptable quantity of drinking
water became critical, not only for the immediate survival of the population but also in order to
control key public health hazards. With densely populated IDP settlements, ranging in size up to
80,000 people, appropriate sanitation management and hygiene promotion became essential.

6.3.2. Water and Sanitation programme

UNICEF’s water and sanitation strategy consisted of providing support to the following activities:
- Coordination;

- Drilling additional boreholes;

- Rehabilitating damaged hand pumps;

- Water tankering;

- Developing a chlorination chain (format varied depending on the location);
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- Digging of latrines by means of a variety of implementing partners (NWC/WES, NGOs, private
sector contractors);
- Developing hygiene awareness campaigns.

Water and sanitation was one of the most critical sectors in the response. Neither the UNICEF WES
staff nor the National Water Corporation NWC/WES staff were fully prepared for, or adequately
staffed to meet the magnitude of needs. Technical choices with regards to drilling rigs in the early
stages significantly affected the impact of UNICEF’s response and therefore service to
beneficiaries.

Despite constraints, water and sanitation interventions gradually increased in intensity during the
implementation of the 90-Day Plan. From June 2004 onwards, significant and tangible
achievements were made, due to the commitment of UNICEF partners and UNICEF WES staff on
the ground. UNICEF reports that safe water has been provided to over 830,000 people®’ by means
of the various technologies presented above. The development of alternative strategies to boreholes
was of particular importance given the low drilling capacity.

These alternative strategies included tankering and purification of water that IDPs were then able to
collect from the reservoirs in their own jerry cans. Water supplies and sanitation facilities were
generally available in all IDP sites visited. Concerns regarding future contingency planning,
expansion to areas not yet accessible, quality control and hygiene promotion are currently being
assessed and solutions identified by incoming UNICEF WES staff.

Table 8: Activities in WES during the 90-Day Plan

Activities Output Numbers of units Population

Water Target| Results| Target| Results
No. of safe water points rehabilitated 200 268 -| 134,000
No. of water yards rehabilitated 5 5 -| 25,000
No. of hand dug wells equipped with centrifugal 5 15 60,000
pumps
No. of new water points with hand pumps 100 233 -| 116,500
No. of high yield boreholes with submersible pumps 2 23 -| 115,000
No. of water tankering operations - 46| 50,000 84,800
No. of population receiving purification tablets - 20,000 | 700,000
No. of hand pump mechanics trained 600 316 - -
No of Community leaders trained in management 60 276 - -

Sanitation
No. of latrines constructed 10,000 28,519 -
No. of social mobilisation trainers trained 200 2685 - -
No. of people who received hygiene education - -1500,000| 614,922

Source: UNICEF 90-Day Plan report

The initial stages of the response were constrained by limited capacity amongst relevant agencies,
including UNICEF WES, NWC/WES, NGOs and private contractors. Although NWC/WES moved
staff to Darfur from other parts of Sudan in April/May 2004, when the IDP population doubled, the
scale of the crisis exceeded their limited capacity. NGO capacity was also extremely limited during
the early response and only began to scale up during the summer of 2004. In the absence of NGO
partners, UNICEF’s eventual use of the private sector, for drilling and latrine construction
beginning in June 2004, was commendable. There are however reported problems regarding poor
quality construction and standardisation.

3" UNICEF September 2004 Donor Report
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UNICEF is now shifting activities from the private sector to NGOs, as capacity in the sector
increases. This is in acknowledgement of the fact that the private sector does not integrate
community-based or participation approaches.

Reliance on the assessment, planning and response proposed by NWC/WES limited options and did
not reflect the independent and proactive nature of UNICEF emergency thinking. This has had a
significant impact on the procurement of drilling rigs. NWC/WES rejected the use of cheaper,
lightweight drilling rigs in favour of more expensive, heavier drilling rigs with significantly longer
lead times. Despite in-house experience with lighter rigs (see box 3), UNICEF WES accepted this
decision. The service provided to beneficiaries and UNICEF’s credibility as the lead agency in
drilling activities have suffered as a result.

The UNICEF WES department quickly became overstretched and could have benefited early on
from emergency water and sanitation experience to bolster its more development-oriented thinking.
Until Sept 2004, field staff, comprising one WES staff member per office®® were working under
extreme pressure and this prevented them from developing a clear understanding of the sector as a
whole and from exploring cross-sector issues, for example health and watsan. If UNICEF wants to
continue to lead sector coordination, there is a clear need to strengthen internal sector capacity, in
terms of monitoring and evaluation, sector analysis, contingency planning and hygiene promotion.

The Oct 2004 Discussion Paper from the WES Darfur Coordinator recommends additional staffing
in hygiene promotion, coordination, logistics, etc, to strengthen capacity in Darfur. The CO is
currently considering this proposal.

Box 3: Drilling rigs

UNICEF took responsibility for coordinating support in drilling, while NGOs focused on hand pump
installation, etc. At the time of the early response, NWC/WES had one drilling rig per state, 10-year old
equipment that required frequent maintenance. In April 2004, UNICEF WES ordered a heavyweight rig for
Darfur, in accordance with NWC/WES’s preference for a rig that was relevant for longer-term development
use.

In February/March 2004, the situation clearly began to call for additional water interventions. UNICEF
Copenhagen offered to airlift a lightweight PAT drill from Bangkok within two days. This offer was rejected
by the CO, following consultation with NWC/WES, on basis that the lightweight drill was unsuitable.
Throughout Spring 2004, UNICEF WES asked to visit the UNICEF programme in South Sudan in order to
observe PAT drills being used. After multiple requests and little response from the South Sudan Office, the
CO did not pursue. Nor, to the knowledge of the Evaluation Team, did the CO request information regarding
whether they might be able to ‘borrow’ rigs, which may have been inactive during the South Sudan rainy
season.

In June 2004, UNICEF formally requested that DFID procure a truck-mounted drilling rig on their behalf.
Although DFID queried the specifications and indicated that perhaps a lightweight (PAT-type) drill would be
suitable, EMOPS NYHQ responded, after consultation with CO, that PAT drills and ‘off-the-shelf” drills in
general, are “not suitable for Darfur’. The NYHQ WES Unit was not consulted by EMOPS, or by the CO. A
£300,000 custom-built drilling rig was therefore procured by DFID, based on UNICEF specifications
(estimated date of delivery December 2004/January 2005). It has since been acknowledged by UNICEF
WES staff that PAT drills are effective in most parts of Darfur. Indeed, NGOs are beginning to use and order
PAT drills with positive results.

Thus, had UNICEF WES ordered PAT drills in early Spring 2004, they could most likely have been in place
within 1-2 months (depending on the quantity ordered). Additionally, for the cost of the £300,000 rig
procured by DFID, which is still not in country, UNICEF could have procured 4-5 PAT drills. It is difficult
to assess the impact on delivery to beneficiaries but it is clear that increased and earlier access to water in
Darfur would have been possible if lightweight drills had been procured in Spring 2004.

* Staffing has now been increased to include four DFID WES experts and a WES Darfur Coordinator, based in
Khartoum.
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As a result of HQ WES’s weakened capacity, the WES sector in Sudan did not get all the support it
required. In addition, the RO does not have a WES officer on its staff, which meant that the CO was
effectively planning and implementing in isolation. Nevertheless, the CO could have benefited from
early HQ technical support on drilling rigs (NYHQ WES was not copied in on correspondence with
DFID regarding the drilling rig) and on emergency strategies. The recent visit of HQ WES to
Darfur has produced some useful recommendations for both Darfur and Chad operations, which
should be taken forward.

The initial draft of the 90-Day Plan denoted full reliance on NWC/WES, with little regard for
options for scaling up implementation, e.g. through private contractors. The original UNICEF target
of 2,000 latrines, out of total of 10,000 for the sector, was scaled up to 40,000 latrines, out of
48,000 for the sector. Although UNICEF was unable to meet its revised targets (achieving 19,728),
the adjustment reflects an improved appreciation of the emergency needs.

Planning for the 120-Day Plan was characterised by many of the same issues raised in section 5.3.
Many of the constraints and problems in the water and sanitation sector identified by the Evaluation
Team were highlighted in UNICEF’s internal Review of the 90-Day Plan®*. However, the
Evaluation Team found little evidence to suggest that the shortcomings of the programme were
addressed in the initial months of the 120-Day Plan. During the evaluation mission, feedback from
field staff indicated that although 1% months of the Plan had elapsed, they had only just begun to
implement against its targets.

Planning and reporting focused largely on quantities of hardware installed, rather than quality and
scope of response. For example, the quantity of hand pumps installed is recorded with little regard
for the existence of maintenance strategies or for monitoring quality (a number of defective India
Mark 11 pumps were delivered and installed). UNICEF WES planning and reporting is largely based
on partners’ reports, although NWC/WES implementation has been integrated into UNICEF
figures™. Due to limited monitoring capacity, the current post-installation status of services (e.g.
number of functioning latrines and hand pumps, etc) is not known. Reports of problems related to
quality, damage and maintenance strategies indicate progress in the sector is not as sustained as
current reporting indicates and there is a clear need for a comprehensive analysis of this sector.

6.3.3. Sector coordination

UNICEF’s performance in coordination was weak during the initial response. It has significantly
improved due to increased technical capacity at field level. During the early response, the choice of
potential partners was extremely limited, but as actors increased, UNICEF began to co-facilitate
coordination alongside NWC/WES via weekly coordination meetings in Khartoum and in Darfur.

Due to limited capacity, UNICEF WES staff have been largely reactive to sector needs and have not
had the time to make effective progress in strategic sector coordination. UNICEF has not yet begun
to establish sector standards, nor has it obtained a comprehensive overview of the sector. UNICEF
has not adequately grasped its role in information management and exchange, again due in part to
its limited capacity and to inaccurate information supplied by partners. Baseline information on
water resources and hydrological data compiled by NWC/WES that have been made available to
UNICEF, have not been circulated systematically to partners.

% See section ‘Interventions in WES’ in the Review of the 90-Day Plan.
“0 See attribution under the 90-Day Plan.
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6.3.3. Conclusion

The 90- and 120-Day plans were useful tools for mobilising UNICEF WES structures. Coupled
with increased emergency technical expertise in the field, the implementation of these plans has
seen marked improvements in the water and sanitation sector. Given the large and ever increasing
scale of needs in this sector, NGO implementing partners, NWC/WES and the limited UNICEF
WES staff on the ground at the time, did achieve an impressive amount. All IDP settlements visited
by the Evaluation Team had functioning water facilities, albeit of varying types and quality, and
some level of latrine coverage. The CCC targets for water were by and large achieved
quantitatively.

Other reported targets under the 90-Day Plan were overachieved, in some cases significantly so.
However, due to concerns regarding quality and information provided by partners, the extent of
successful implementation cannot be confirmed without a comprehensive assessment.

Box 4: SPHERE Standards for planning interventions

There was a heavy reliance on the technical indicators provided in the SPHERE manual (2000 edition), but
in most instances, the key standards, such as, participation, assessment and situation analysis were not met.
Many technical staff stated that the output indicators attached to SPHERE standards are not appropriate
either because of natural and physical factors, or because they exceed the level of access prevailing in the
region and consequently risk creating a pull factor. Although the SPHERE indicator is 15 litres of
water/person/day, the WES target was 20 litres/person/day, and 1 latrine/20 people. Furthermore, a large
number of these technical indicators are not met for 90% of the population in Sudan. Additionally, it was
pointed out that the planning timeframe set out in the 90-Day Plan was not sufficient to meet these
indicators, given the logistic and security conditions in Darfur. Many technical staff were concerned to see
these references being used to assess needs and measure the gaps in the Humanitarian Profiles.

It was planned that one NGO in each IDP location would coordinate activities in hygiene promotion
and sanitation, UNICEF would provide soap, chlorine, jerry cans and promotion materials and that
NWC/WES would make sanitation and hygiene staff available.

There was little evidence put forward to indicate that gender issues were being dealt with
sufficiently in this sector. Only a few examples were observed where a clear distinction existed
between latrines for men and latrines for women. In many other cases, latrines were situated in
between rows of houses.

A series of comprehensive assessments undertaken during Oct/Nov 2004 by UNICEF WES
emergency staff should provide useful recommendations to guide future WES operational
strategies. Future UNICEF planning should be based on a realistic assessment of both UNICEF’s
and partners’ capacity to implement, monitor and effectively coordinate this key sector.

6.4. HEALTH AND NUTRITION

6.4.1. Situation analysis

The health situation in Darfur has always been precarious and availability of health services rather
low, often only existing in the main cities. Due to its remoteness and weak economy, it has
reportedly been difficult to attract government health staff to the Darfur region. To this extent,
MEDAIR was the only NGO to implement a public health programme in the area. The scope of the
programme was fairly limited and was based in and around El Geneina, West Darfur. The referral
pyramid, comprising health posts, district hospital, provincial hospital, State Hospital was, by and
large, non functional, although the highest referral levels were eventually used by UNICEF for
some of its national programmes, such as EPI although coverage remained very limited. Traditional
medicine was in most instances providing the initial and often the only treatment.
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The conflict created a totally new health environment in the quasi-urban concentrations. Many
people were wounded as a result of the conflict. The displacements and concentration of the
population in camps created additional epidemiological risk in areas where water was scarce and
hygiene habits rather primitive. The WFP/FAO/UNICEF/CDC food security and nutrition survey
attempted to estimate the severity of the health situation by means of an assessment of the
retroactive crude mortality rate over the previous seven months (see table 9). The result of the
survey indicates that the overall situation was globally just below emergency threshold while it was
much more serious in affected areas. Findings do not correlate with an equally recent WHO survey,
which indicate how careful one should be in the use of numbers.

The crude mortality rate (CMR) for the period February to August 2004 was 0.72 deaths/10,000 persons/day and the
under-5 mortality rate (USMR) was 1.03 deaths/10,000 persons/day. Both of these figures fall below the emergency
benchmarks. Due to the different sample population and a different recall period, it would be incorrect to compare these
findings with previous mortality surveys conducted in IDP camps, such as the recent survey by the World Health
Organization. Data from this survey suggest that mortality is highly clustered. For example, although not statistically
significant, mortality rates appeared higher among the displaced population compared with residents. The CMR was
also found to be significantly higher for males than for females, whereas there was no significant difference between
boys and girls under-5.

Extract from “Emergency Food Security and Nutrition assessment in Darfur, Sudan, WFP, October
2004

Table 9: Mortality rate in Darfur

Mortality rates expressed as deaths/10,000/day (95% Confidence Interval)
All population Displaced Non-displaced
{n=5,347) (n=3,3302) (n=1,994) Threshold
CMR* 0.72 (0.45-0.99) 0.88 (0.49-1.27) 0.46 (0.21-0.71 1/10,000
USMR* 1.03 {0.38-1.68) 1.15 {0.27-2.03) 0.80 (0.07-1.53) 2/10,000

*CMR= crude mortality rate as deaths per 10,000 persons per day
*USMR= under five mortality rate as deaths per 10,000 under five per day

Nutrition status prior to the crisis is not known, despite sporadic surveys carried out in the area as a
result of the drought in the early 2000ies. However, it is likely that the nutrition status in Darfur was
similar to that observed in neighbouring parts of the agro-ecological belt of Africa, especially of the
rural arid and semi-arid belt bordering the Sahara: precarious food security with relatively high rates
of global malnutrition, but impressive resilience resulting in limited severe acute malnutrition.

Displacement and loss of assets induced a depletion of food security assets: livestock was
slaughtered or stolen, food stocks were burned or families in flight were unable to transport crops in
significant quantities. Yet, the rate of severe acute malnutrition, which prevailed during the early
part of the crisis, is due in most instances to illness and water-born diseases. Adults and children
had to adapt to a totally new living situation characterised by high population density and
overcrowding, etc.

The prevalence of global acute malnutrition (wasting and/or oedema) was 21.8% among children aged 6-59 months
[95% Confidence Interval (Cl) 18.2-25.3]. This figure markedly exceeds the 15% threshold used in emergencies to
define a 'serious situation'. Severe acute malnutrition (severe wasting and/or oedema) was present in 3.9% of children
[95% CI 2.3-5.6]. More than half of children had anemia (55.2%) a condition that is often indicative of iron deficiency.
Among non-pregnant mothers, anemia prevalence was 28.0%, and the prevalence of iodine deficiency among adult
women, as determined by visible goiter, was 25.5%. The prevalence of diarrhea in children was 41.0% and acute
respiratory infection was 18%.

Extract from “Emergency Food Security and Nutrition assessment in Darfur, Sudan, WFP, October 2004
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Table 10: Prevalence of acute malnutrition in Darfur (WFP/FAO/UNICEF/CDC report)

Table 5.3 - Prevalence of acute malnutrition (< -2 whz) among children 6 to 59 months

(N=844)
Acute Malnutrition Prevalence 95% CI
Global acute malnutrition 21.8% (18.2, 25.3)
Severe acute malnutrition 3.9% (2.3, 5.6)
Edema 9% -

6.4.2. Health and Nutrition programme

UNICEF’s response in the Health and Nutrition sectors in Darfur focused on how to improve the
health of mothers and their children.

Health

Health activities comprise the following components:

- Support for coordination efforts in collaboration with MoH, WHO and major NGOs;

- Monitoring of the health situation through the network of partners;

- Direct vaccination campaigns (polio, measles and standard EPI) in some areas;

- Provision of vaccines and key cold chain components to NGOs (cold boxes, ices boxes);

- Provision of health kits for health institutions and health posts run by GoS and NGOs;

- Provision of equipment for organisations working in Mother and Child Health (MCH);

- Provision of mosquito nets (Long Lasting Treated Net, or LLTN) through the UNJLC as part of
a more elaborated malaria control programme;

- Monitoring the UNICEF supported programmes in order to adjust content and report to donor.

Table 11: Activities in Health during the 90-Day Plan (to be completed)

Activity Target Results
No. of children 6 months to 15 years to be vaccinated against measles 2,260,000 2,023,000
No. of children 6 months to 15 years to be vaccinated against polio 1,031,000 1,011,463
No. of preghant women to be vaccinated against tetanus 22,000 18,000
No. of health facilities receiving technical, drug and equipment support 100 127

Source: UNICEF Report on the 90-Day Plan

The vaccination campaigns have undoubtedly had a significant impact in preventing outbreaks of
‘camp syndrome’ diseases, such as measles. Most informants praised UNICEF’s efforts to negotiate
and implement vaccination programmes on both sides of the front line. There is however a degree
of debate regarding the true extent of coverage achieved by the vaccination campaigns. A recent
WFP/CDC survey, in which FAO and UNICEF were also involved, gives the following coverage
for the measles and Vitamin A programmes:

Table 12: Coverage of measles vaccination and Vitamin A distribution in Darfur

Program | Coverage®* | 95% CI
Measles coverage in previous 6 months

Children 6-59 months 65.1% (55.7, 74.6)
Children 9-59 months 66.7% (56.8, 76.6)
Vitamin A coverage in previous & months

Children 6-59 months 74.1% (67.2, 81.1)
Children 9-59 months 74.2% (66.8, 81.5)

* 05% coverage needed to prevent measles outbreaks
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This survey is the most extensive multi-stakeholder study carried out in the Darfur since the
beginning of the emergency and the estimated vaccination coverage, with its confidence interval,
falls mid-way between the numbers produced by various agencies, including UNICEF.

A recurring comment in the field is that the ‘standard health kit’ response is valid for only a
relatively brief period. Many NGOs complained that a sizeable part of the health kit lost its
usefulness as the situation evolved and that it was necessary to buy other components on the local
market. Pharmacies in several health structures had entire shelves full of unused drugs. It should be
noted that this comment crops up regularly in the transition period when assistance shifts from
emergency to care and maintenance, and is by no means specific to Darfur operations.

UNICEF was praised by all NGOs interviewed for having changed its malaria treatment strategy
relatively quickly, exchanging Chloroquine, which is known for its high levels of resistance, for the
Artesunate-based treatment.

The mosquito net programme has experienced many difficulties. UNICEF supplied 150,000 Long
Lasting Treated Nets (LLTN) to the Ministry of Health (MoH) for the National Malaria
Programme. However, the LLTN were stocked in the South Darfur Ministry of Health warehouses
for months, while UNICEF and the MoH endeavoured to agree on a distribution plan. Indeed,
UNICEF suggested that the distribution plan discussed in Khartoum in mid-February be reviewed
in order to incorporate free distribution to recent IDP settlements in Darfur but the MoH insisted on
maintaining the cost recovery strategy previously defined. Despite several attempts, UNICEF failed
to persuade the MoH to allocate nets to IDPs. Reported irregularities in the MoH distribution of
LLTN prompted an investigation in August 2004**.

Further clarification is still required with regards to the delay in distribution of LLTNSs until
June/July 2004, how the nets then came to be available on the open market and where the money
generated from the sale of LLTNs was kept and how it was utilised.

At the time of the evaluation, UNICEF was supporting 54 health facilities, including two mobile
clinics from the MoH. The mobile clinics have also encountered several difficulties. In South
Darfur, the Evaluation Team were informed that the resources provided by UNCEF to the MoH
mobile clinic teams were not being used for the running of the clinics*.

Nutrition

Nutrition activities included:

- Support for coordination efforts as lead agency for the sector, including the promotion of
information sharing;

- Provision of high energy and specialised food items for the feeding centres . This included
various kinds of milk formula, as well as the newly developed “plumpeanut” (a extremely
expensive item currently tested for community and home based nutrition programmes);

- Provision of medical supplies for the re-nutrition scheme (de-worming, vitamin, malaria
treatment, etc.);

- Provision of various items for micronutrient deficiency (vitamin A, iron complement for
anaemia, etc.);

- Support to surveys and training (including by involving well known experts to provide in-
country training to staff from NGO and MoH).

* For further information, see ‘Note for the record on the meeting with National Malaria Program on LLTN
Distribution” of 11.02.2004 and The LTTNSs fiasco chapter in the Report on the field trip to S. Darfur 08-13/08/2004.
“The main purpose of the visit was to investigate the reported irregularities involving the distribution of LLTNs sent
earlier to the state.’

*2 See the PHC situation, activities & findings chapter in the Report on the field trip to S. Darfur 08-13/08/2004. ‘MoH
admitted that no mobile teams have been organized ever. Dr. Malik is investigating how the disbursed funds for this
purpose had been utilized.”
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Table 13: Activities in Nutrition during the 90-Day Plan

Activity Target Results
No. of existing supplementary feeding centres to be supported or established 24 30
No. of existing therapeutic feeding centres to be supported or established 24 30

Source: UNICEF report on the 90-Day Plan

The main difficulties encountered by UNICEF and its partners in the Nutrition sector are related to
access to affected areas, irregularity of supply, which is not surprising given the logistical
constraints, and establishing an overview of the sector for future operations, which is mainly linked
to staffing and security constraints.

Access remained a problem, as shown below:

Among children with moderate acute malnutrition, only 18% were enrolled in supplementary feeding. None of the
children identified by the survey to have severe acute malnutrition were enrolled in therapeutic feeding. Measles
vaccination coverage for children aged 9-59 months was also very low, at 66.7% [95% CI 56.8, 77.6].

Extract from “Emergency Food Security and Nutrition assessment in Darfur, Sudan, WFP, October 2004

As the situation improves, activities are shifting from traditional nutrition centres to a community
approach. UNICEF is monitoring the various interventions and provides information and technical
guidance when required.

The various food and nutrition interventions (WFP food aid, UNICEF and NGO nutrition
programmes) have drastically improved the situation, which nevertheless remains precarious. The
WFP/FAO/UNICEF/CDC study confirms this hypothesis as shown in the table below.

6.4.3. Sector coordination

While the primary coordination role in the health sector lies with WHO, one of the key roles
UNICEF has been expected to play is coordinating the Nutrition sector. The Nutrition Sector is
extremely competitive and many NGOs have developed highly sophisticated methods and employ
well-trained staff. Yet, it is also a sector that encompasses several schools of thought. For an
organisation to be recognised as legitimate for the coordination of this sector it must have a team of
senior nutritionists. Several aid actors mentioned to the Evaluation Team that a certain amount of
time was required before UNICEF was perceived as having the necessary staff to deliver the quality
coordination necessary, given the complexity of the situation.

At the time when needs in terms of staffing and support were acute, the NYHQ nutrition team was
reduced to one person. Additionally, only one field-based UNICEF nutritionist participated in the
recent WFP/FAO/UNICEF food security and nutrition survey, compared with numerous senior
WEFP staff, FAO specialists and CDC consultants.

6.4.4. Conclusion

Commendable achievements were made by UNICEF and its network of partners. Other agencies,
especially NGOs such as MSF, that are not required to respect UN Security regulations have
managed to achieve wider coverage in the rural areas, where UNICEF access remains limited. One
important exception was the mass vaccination campaign for polio and measles on both sides of the
frontline. Access to SLA/JEM controlled areas and cross-border cooperation remain important
challenges.

The focus on quantitative information has not always been complemented by enough epidemiologic
data collection in order to monitor trends and appraise impact. However, the situation improved
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during the 90-Day Plan with the deployment of more medical staff in both UNICEF and WHO field
offices.

7. CONCLUSIONS

The year 2003, and the first months of 2004, represented a very difficult period with a slow start to
emergency operations due to: the complex political situation; logistical, security and resource
constraints experienced by the Sudan CO; the CO’s lack of preparedness an emergency of this
magnitude. From June 2004 onwards however, programme activities geared up and many positive
results have been achieved. In recent months, UNICEF’s response and the effective implementation
of programmes though its partners have improved the conditions of the IDPs. UNICEF’s difficulties
in its early management of the Darfur crisis have raised some questions about its emergency
preparedness and response capacity. The quality of the relationship between DFID and UNICEF has
suffered to an extent but this joint evaluation shows that both parties are committed to restoring
confidence levels.

The conclusions below are based on overall performance, using the OECD/Development Aid
Committee (DAC) evaluation criteria.

7.1. RELEVANCE

The technical sectors of intervention (child protection, education, WES, health and nutrition) were
extremely relevant to IDP needs. The problems related to IDP camps and populations on the move
are well known in humanitarian circles, yet the strategy adopted by UNICEF to deal with these
problems is less well developed. It may be misleading to assume that an emergency response can be
mainstreamed into development programmes and this should not be attempted at the expense of
emergency activities.

The question of the relevance of the CCC is also important. The CCC, as they currently stand, are
more appropriate for rapid-onset natural disasters rather than protracted complex conflicts.

7.2. EFFECTIVENESS

The very early response that took place in 2003, with initial provision of supplies from the
contingency stockpile, was effective.

The period from November 2003 to May 2004 was much more difficult for the majority of
humanitarian organisations, UNICEF included, and operations on the whole could not be
implemented effectively during these months, partly due to restricted access®. The lack of
humanitarian organisations in the field particularly affected UNICEF since it works mainly through
implementing partners. When emergency relief operators are limited, UNICEF’s effectiveness
suffers dramatically. The declaration of an organisation-wide emergency in May 2004 substantially
bolstered UNICEF’s Darfur response. In most cases, programmes reached or exceeded the targets
stipulated in the 90-Day Plan.

Until May 2004, recruitment processes had difficulty supporting a large-scale emergency response
and UNICEF was heavily reliant on external surge capacity. This situation is risky for an institution

* The notable exception is MSF, who was able to mobilize its own funds and thus benefit from a greater freedom to
intervene.
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with both an operational and a normative role, for example in the domain of elaboration of policies,
promotion of norms and manuals, etc.

The capacity of the NYHQ WES department is severely depleted and it was unable to satisfactorily
fulfil the role that partners and donors expect in emergency situations. UNICEF effectiveness in the
WES sector has sharply declined over the years.

7.3. EFFICIENCY

UNICEF efficiency relies heavily on that of its partners and this posed a serious problem at end
2003 and during the first six months of 2004. When UNICEF realised that no WES partner would
be present in many regions for some time, the use of private contractors (April/May 2004) in
drilling and latrine construction to meet increased targets was cost-effective, although real capacity
(out of six contractors, only one submitted a bid for the project) and issues of quality arose later.

The June 2004 participatory workshop process, which brought Khartoum staff to each of the Darfur
states to engage with Field Offices and partners on the 90-Day Plan (example of good practice), was
a very efficient mechanism to boost implementation.

The mobilisation of resources in early 2004 from CERF and EPF and standby arrangements with
certain donors (DFID) and NGOs, have proved critical to increase UNICEF’s intervention capacity.
Some technical choices (i.e. the heavy drilling equipment) significantly limited programme
efficiency.

7.4. IMPACT

After months of difficulties, the activities implemented by UNICEF and its partners finally started
to produce a real impact in most sectors during the 2004 rainy season. Relatively weak monitoring
systems and UNICEF’s near-total reliance on partners (due to UN security regulations) did not
permit a thorough assessment of progress and impact, or of the quality of partner information.

The continued violence against children and women seems to indicate that UNICEF’s initial
advocacy, together with the advocacy efforts of the international community (Dec 2003/Feb 2004),
have had a limited impact. It took a strong statement, in which Darfur was compared to the
Rwandan genocide just prior to the latter’s tenth anniversary, to catch the world’s attention.

Many inhabitants from Darfur are now facing a situation where health, education services and
access to water are of a significantly better quality to those in their villages. This level of assistance
may well generate a degree of ‘dependency syndrome’, whereby it is difficult for IDPS to return to
their villages. The demographic and human settlement pattern will therefore be drastically modified
if many choose not to return to their area of origin.

7.5. COORDINATION AND COHERENCE

UNICEF was a full member of the UNCT and participated in all coordination mechanisms. Due to
strained relations, coordination between UNICEF and other actors in the UNCT has at times been
troubled.

Internal coordination between the CO, the RO, NY and Geneva HQ suffered as a result of the
complexity of the organisational set-up and from certain aspects related to the decentralisation
process. In some instances, information has passed through certain channels without reaching all the
stakeholders, generating misunderstandings, or worse, creating tension.

In Darfur, UNICEF faced difficulties in effectively fulfilling the lead agency role simultaneously in
several sectors. UNICEF resources were spread too thin which weakened its technical capacity in
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some sectors. Initial staffing in UNICEF field offices was insufficient which also hindered its
coordination role in all sectors. As UNICEF’s capacity increased, its performance in coordination
improved significantly from mid-June onwards. In sectors where UNICEF was equipped with
appropriate levels of human resources, expertise and technical capacity inputs, progress and added
value were real. The following box presents the key challenges facing an organisation playing the
role of ‘sector lead agency’.

Box 5: Characteristics of a sector lead agency

To play a lead agency role, an agency should:

Be respected and recognised as legitimate by the other stakeholders, and therefore develop the capacity
to:

- be proactive in situation analysis and assessment of risks;

- clarify the different parameters of the situation by proper and shared assessments and handle the issues at

stake in terms of advocacy;

- demonstrate an overall control of the sector;

- give a sense of direction;

- become operational if, and when, required (for example, if there is no potential implementing agency);

- rapidly deploy key technical staff from either HQ or RO, in order to backstop operations.

Bring added value compared to others, by developing capacity to:
- set up and manage a multi-stakeholder coordination system where people will feel comfortable
(i.e. coordinate with rather than be coordinated by);
- set technical standards and provide technical backstop if, and when, required;
- set up and maintain a system for gathering and sharing information, with built-in quality control of the
information;
- set up a supply chain for the key inputs required in the given sector.

Protection and security remain key concerns for most IDPs and humanitarian agencies in Darfur.
The Protection Sector still lacks a lead agency from the UN system, which has created difficulties in
ensuring coherency between Child Protection activities and the rest of the Protection sector.

The recent appointment of a UNICEF Special Representative for Darfur and Eastern Chad and the
establishment of a specific department with emergency expertise are based on the assumption that
this new set-up will ease the burden on staff running the regular Sudan programme and generate a
certain level of coherence, if not synergy, between programmes on both side of the border.

7.6. SUSTAINABILITY

Emergency programme strategies focus on saving lives and sustainability is not necessary a key
objective. Whether sustainability becomes a priority or not in Darfur will depend upon how the
situation evolves. Three main scenarios exist: a deterioration in the context with increasing demand
for emergency relief; status quo with needs for care and maintenance; stabilisation, with ad-hoc
requirements for rehabilitation. Given the uncertainty surrounding ongoing peace talks, proper
contingency planning will prove essential.

In the current context, extending programmes into as yet inaccessible areas and quality control will
be key factors in improving the quality of the response and in ensuring flexibility.

In the health sector, the next challenge lies in health economics. When the time comes to return to
pre-emergency health systems, a gradual transition to cost-recovery is essential. UNICEF has been
involved in the Bamako Initiative since its introduction and should continue to promote sustainable
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heath systems that are coherent with the population’s economic situation. This will be crucial for
the sustainability of programmes that are based on government-managed health structures.

Table 10: Multi-scenario analysis for Darfur

Scenario Description Impact on the populations
Prompt and | This would imply a watertight Some of the population will go back to their villages, others will
durable political agreement between the remain in the quasi-urban settlements where they have managed to
solution three known factions that are identify and adopt survival mechanisms.

currently active in Darfur Itis likely that many families will combine these two approaches.

Access will increase, the nature of the needs will change, funding
requirements will probably not drop for a while, but donor interest

might decline.

Status quo The situation remains as it is, with | Population movements will continue, although at a slower pace,
an acceptable access to large and it is possible that some return movements will be observed.
concentrations of IDPs but limited | In supporting the camp populations, aid programmes will shift
access to the countryside. from a pure emergency approach to a care and maintenance

approach.

There is a risk of donor fatigue.

Deterioration | No political agreement is reached | Needs will continue to rise under the double pressure of a pull

or at least not one with all factions. | factor (aid availability and security) and a push factor (fear and
High insecurity and related access | acute needs in the countryside).

constraints prevail. More people Agencies will experience difficulty in mobilising enough staff and

move to the camps. resources to cope with the scale of the situation.
Combination | A mix of the above three scenarios | Interventions will continue to rise in number but will vary in
or with various outcomes depending | relation to the nature of needs due to the mix of emergency, care
‘contiguum’ | on the area and maintenance and rehabilitation responses. Donor fatigue is a

significant risk.
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8. RECOMMENDATIONS

Table 11: Recommendations for UNICEF and Darfur operations

LEVELS AND
PRIORITY

RECOMMANDATIONS

GENERAL REC

OMMENDATIONS FOR UNICEF

Recommendations to enhance UNICEF’ Emergency Response Capacity

Priority 1

Priority 2

1. The relevance of CCC in slow-onset and protracted crisis should be reappraised. EMOPS should
review the CCCs and develop a CCCs Implementation Handbook (as per recommendations in Heffnick
Study on Rapid Deployment of Suitable Human Resources for Emergencies, July 2004).

2. OPSCEN role/capacity as an early warning mechanism should be assessed by EMOPS and if
necessary strengthened. The CO, with RO support, should undertake a participatory EPRP process. If
deemed necessary, EMOPS Geneva EPRP Unit should support this activity.

3. Roles and responsibilities in emergency response at CO, RO and HQ level must be clarified. The
Office of the Executive Director should continue to stress the responsibility of RO and NY HQ in assessing
CO capacity and if necessary take robust measures to ensure response is sufficient.

4. CO should be instructed to designate a separate emergency officer/task force with clear division of
responsibility early in the crisis. If CO is reluctant to implement, RO/EMOPS should investigate the CO’s
capacity and structural organisation.

5. DHR and EMOPS should review progress in relation to the recommendations provided in the
Heffnick study (the Evaluation Team was unable to assess progress in relation to all recommendations).
Clear policy for HR in emergencies should be documented and disseminated to RO and COs.

6. NY HQ Division of Communications should ensure that guidelines and lessons learnt in
communication during emergencies are packaged and disseminated to CO Communication Units. UNICEF
NY HQ should discuss the possibility of using Advocacy in Emergencies Toolkit as a pilot in Sudan with
CO.

7.  UNICEF NY HQ should examine the possibility of allocating ad-hoc in-house funds for emergency
communications to ensure early support to Communications function. CO should integrate a
Communications strategy when developing future EPRP and contingency plans

8. UNICEF should continue to advocate (to donors but also international humanitarian community) that
education should be treated as a priority in emergency. Since UNICEF recognised the multi-sector nature of
the needs of the affected population and that protection issues were a high concern, a Child Protection plan
should be drawn up with specific activities focusing on general management and on a sector-by-sector
basis.

9. UNICEF still needs to develop appropriate tools and guidelines to enable staff to deal appropriately
with protection issues. Protection issues should be further integrated into the different sectors (components)
of the programme rather than being treated separately.

10. Evaluation Office NYHQ should compile findings and action points on emergency related reviews
undertaken over the past twelve months. EMOPs should compile a list of all emergency tools (and updated
status of development). Both documents should be disseminated to HQ and RO emergency focal points and
countries experiencing, and prone to, emergencies.

11. EMOPS should undertake dissemination of the recently revised emergency funding mechanisms
(CERF and EPF).

12. EMOPS should examine the potential of a RO trigger, as part of a staged approach to supporting
country-level response.

13. UNICEF in general should further invest in the prevention of SEA and SGBV. Causes of threats need
to be identified and documented urgently. Protection issues related to humanitarian assistance should be
identified and addressed at a very early stage in the programme. The link between monitoring, reporting and

advocacy should be strengthened.
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Operational recommendations for the management of Emergency Programme

Priority 1

Priority 2

14. EMOPS should establish standard mechanisms for surge support whereby the first support sent is a
team to back up senior management functions (cf. Liberia RTE recommendation).

15. CO should ensure that baseline assessments are carried out urgently (for example in water and
sanitation) to feed into future planning. CO planning process should then be undertaken for each sector and
operational unit. This should integrate lessons learnt and findings from Zonal Offices.

16. Strong investment in roster development and maintenance, together with diversification of stand-by
arrangements should be implemented.

17. CO should ensure that operation support staff are deployed prior to, or simultaneously with,
programming staff in order to ensure minimum working conditions (computers, printers, etc.) and living
conditions, in compliance with MOSS requirements (proper communication means, evacuation plan in
place). HQ DHR and CO should ensure that the mechanisms and means for proper staff care are in place.

18. UNICEF HQ should examine its role and capacity to fulfil its obligations under the CCCs in
emergencies where implementing partners are limited.

19. UNICEF HQ, RO and CO should analyse their own capacity and subsequently ensure that it can call
on the appropriate technical capacity if required. The emergency HR structures at all levels (NY HQ, RO
and CO) should be reinforced at an early stage in case of large-scale emergencies. If necessary, this should
be undertaken prior to declaring an organisation-wide emergency.

20. A strategy should be designed for CO Communications Unit with specific targets for advocacy and
fund raising. This should be harmonised with the strategies of RO and HQ to ensure coherence in the
messages. This strategy should also include processes and mechanisms for monitoring its effectiveness.

21. CO should update their assessment of the capacity of current partners on the ground. If necessary, CO,
together with RO and EMOPS, should examine alternative implementation modalities if capacity remains
lacking.

22. CO should ensure that a clear monitoring and reporting mechanism is defined at a very early stage in
the project cycle in order for these activities to be integrated into the programme planning process. The
quantity and nature of information gathered should be adapted to the management and coordination
requirements of the different sectors.

23. Outputs should not be exclusively defined in terms of quantitative performance but should include
qualitative impact indicators. Monitoring should be conducted with short-term, mid-term and long-term
goals in mind.

24. Training and staff development are strategic activities, which contribute to an agency’s capacity to run
protracted relief and rehabilitation operations.

25. SD should ensure that a dedicated person in Copenhagen is assigned to support the Sudan operation
(with appropriate funding from the emergency operation’s budget).

26. CO should share detailed supply plans for all programme sectors with SD as early as possible to allow
time for sourcing and procurement of supplies, thus ensuring effective, efficient and timely response.

27. If the decision is taken that UNICEF will manage warehouses in an emergency, it is important to
produce an in-house Logistics and Supply guide (or to adopt one produced by a sister agency) and to
provide training on warehouse management.

28. CO should ensure that all opportunities are explored to reinforce the position of UNICEF in
coordination. A clear strategy should be developed that is supported with manpower and information
management software and hardware and that is coherent with other types of coordination system (including
OCHA and HIC). DHR should develop a roster of people with both technical knowledge, and facilitation
and negotiation skills.

29. In future cross-border crises, relevant COs and ROs should ensure inter-country communication,
technical coordination and information sharing from the inception of the operation through regular contact
between both top management and technical focal points.
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RECOMMENDATIONS FOR THE CURRENT DARFUR OPERATION

Priority 1

General recommendations

Priority 2

30. Proper funding, lines of responsibility and coordination mechanisms should be put in place to ensure
that the creation of the office of the Special Representative for Darfur is an efficient and effective set-up.

31. The CO should continue to regularly up-date contingency planning on a cross-border basis, paying
particular attention to the need for a coherent cross-border approach.

32. Monitoring efforts should not exclusively focus on the situation in the IDP camps but also consider the
impact on host and resident communities.

33. CO should invest further resources in exploring means of gathering information on inaccessible areas.

34.The number of external missions that are sent to ZO through CO should be kept to the minimum
required. Additional staff should be deployed and assigned for this specific purpose

35. CO should continue to ensure that all major planning exercises include Zonal Offices as well as
partners.

36. CO should ensure that joint planning meetings between technical sectors (Health and Water and
Sanitation, Education and Child Protection, etc) are held regularly for information exchange and
identification of cross-sector synergies

37. Sudan and Chad CO should promote cross-border initiatives in all fields, especially in Health,
Education, WES and Protection.

38. CO should recruit a separate HR officer to support the ongoing operation. Development of a
twelve-month staffing strategy, which is currently being undertaken, is essential and should be regularly
updated. Deployment of replacement staff should be organised in order to ensure a proper handover
process.

39. CO should ensure that monitoring takes place in the most appropriate and cost-efficient way.
Additional specialised staff should be hired and assigned to the M&E unit as Darfur focal points in order to
provide technical support to the different programme sections.

40. Greater emphasis should be placed on data analysis, as opposed to data collection. A data specialist
should be recruited and assigned to the PME unit to verify and analyse all quantitative data prior to final
edition of UNICEF documentation.

41. All newly recruited staff should receive a three-day training on UNICEF’s Programme Policies and
Procedures, with special emphasis on Emergency, Rights Based programming, administrative management
and in-country orientation

42. CO should envisage and plan for different scenarios to overcome any break in supply chain links.
Recruiting experienced logistics staff to manage emergency supplies in and out of the warehouses,
distribution and monitoring with beneficiaries, should resolve many of the difficulties encountered.

43. CO/SD should continue to update its information on produce availability through regular market
survey in Sudan as part of contingency and preparedness planning for the Emergency Preparedness.

44. CO should produce a list of the essential documents that should be made available as standard briefing
kit to any new staff, visitors or consultants. Consultants’ time should be maximised for the key tasks of the
exercise for which they are contracted, and not the compilation of basic background information. In order to
achieve this, there is an urgent need to upgrade the filing system.

45, CO should ensure that Zonal Offices are integrated into the decision-making process with the CO in
Khartoum.

46. CO should ensure that women, who represent roughly 65% of the total population in camps, see their
needs clearly integrated in all activities. Monitoring should be gender oriented.

47. A multidisciplinary evaluation might be worth considering for mid-2005.
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SECTOR RELATED RECOMMENDATIONS

Child protection

48. CO and Protection Section should ensure that protection concerns are integrated in preparedness planning. CO and
Protection Section should facilitate the assessment of the specific protection needs of men, women, boys and girls at the
early stage of the emergency.

49. Emergency coordinator and Protection Section should ensure that protection is integrated into existing sector
intervention plans.

50. CO and Protection should engage in dialogue with the AU troops on child protection, SGBV and HIV/AIDS in
order to reduce the risk of improper behaviour (as per evaluations in Guinea, Sierra Leone, Cambodia, etc.).

51. UNICEF should systematically incorporate HIV/AIDS prevention in SGBV activities and provide relevant
information, as stated in the CCCs.

52. SD should ensure that Quality control of recreational kits supplied by Copenhagen be carried out prior to arrival in
country. Greater care should be taken in classroom design so that they can withstand the specific climatic conditions in
the region.

§(53. ZO and Education Section should define a set of criteria for the selection of the location of temporary classrooms,
‘2 | inorder to relieve or avoid raising tensions between IDP and host communities.
(&
>
0| 54. CO and Education Section should be more involved in seeking a practical solution to the teachers’ salary issue.
55. The Emergency Coordinator and the Education Section should ensure that other sectors are providing adequate
support for schools (construction and maintenance of latrines and water points).
56. WES NYHQ emergency staffing capacity should urgently be strengthened.
57. The CO should ensure that the recommendation of NYHQ WES Senior Officer to set up a WES database (including
types of equipment, spare parts, maintenance requirements, etc.) be implemented.
S| 58. The CO should identify alternatives to the heavy drilling rigs of the NWC/WES and diversify its range of technical
& | options.
5
é 59. The CO WES and Supply Sectors should monitor the quality of hand pump supplies.
3+
& |60. CO WES should examine requirements for maintenance and repair of existing water and sanitation systems,
g including (where relevant) the social organisation required to undertake these activities.

61. Enhanced sanitation monitoring should be carried out to verify whether the response continues to meet needs. CO
must urgently engage with partners in planning for alternative options to the existing latrine system in IDP camps in the
process of urbanisation.
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62. Coordination with WHO on establishing coherency between MCH, primary health care, prevention, etc. should be
further nurtured and developed.

63. Information on the options for the design of a regularly updated primary health kit should be disseminated to NGOs
and other partners.

64. Health Sector should a) develop a strategy for monitoring health economics in order to reduce the risk of system
abuse, for example, IDPs having to pay for drugs and medical care, and b) strengthen its capacity to advise the
government and the affected population when the situation has become sufficiently stable to return to a cost-recovery

£ | system in healthcare.

(387

[<5]

T | 65. UNICEF should continue to use EPI, polio and measles vaccination campaigns as well as nutrition surveillance, as a
means of gaining access to, and eventually developing its activities in SLA/SLM and JEM areas. This strategy should be
coherent with activities implemented in Government-controlled areas.

66. In view of the difficult security situation, agencies should take advantage of opportunities to access areas and
populations (multi-sector activities).

67. As part of an integrated approach to SGBV and reproductive health, culturally acceptable HIV/AIDS prevention
messages should be more widely disseminated, including to OAU troops.

68. UNICEF’s position in the nutrition sector has to be strengthened at all levels, including HQ and RO. (This appears to
be currently underway at New York level as a second nutritionist has been recruited recently.)

5 (69. HQ should press for systematic UNICEF involvement in inter-agency missions related to nutrition. A senior in-house

‘E | nutritionist should be assigned to these missions in order to retain a leading role.

>

pd
70. UNICEF should continue to promote good practice information, especially in relation to the new area of community-
based therapeutic feeding.

RECOMMENDATIONS FOR THE DFID-UNICEF RELATIONSHIP

71. Mid-level EMOPS — DFID London contacts must be further nurtured during the crisis response and utilised to
discuss operational concerns. Diversified and coordinated mechanisms to ensure a good dialogue with DFID should be
established, with the PFO retaining its prominent role.

72. DFID should ensure there is clear added value in DFID procurement of in-kind support, especially with regard to the
time factor. If UNICEF requests cash support, DFID should not insist on providing in-kind support.

73. The DFID-UNICEF surge capacity arrangement should be continued. If a revision of the MOU is required, this
should be undertaken immediately to avoid any delays in rapid deployment.

74. UNICEF Evaluation Office should ensure that this review is shared with the external team conducting the review of
the DFID-funded UNICEF capacity building programme for emergency response.
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APPENDIX 1: TERMS OF REFERENCE

BACKGROUND

Darfur is considered the worst humanitarian disaster today. The roots of the current crisis date back to many
decades and encompass a variety of socio-political and economic elements. The current conflict began in
early 2003 when two rebel groups, the Sudan Liberation Army (SLA) and the Justice and Equality
Movement (JEM) attacked government military installations in Darfur. Although the region is uniformly
Muslim, insurgency was provoked by a sense of economic and political marginalization and long-standing
resentment over the government policy supporting militias from the Arab nomadic tribes, at the expense of
predominantly African farming communities. To some extent, progress in the peace talks between the
government and the Sudan People's Liberation Movement/Army provided a trigger to conflict in Darfur as
groups feared they would lose leverage as peace-agreements were reached in the South.

Following a string of rebel victories in the first few months, the conflict shifted from one in which
government security forces tried to route out insurgents—to a full scale crisis in which Arab Janjaweed
militias, backed by regular forces, engaged in unrestrained attacks on civilian populations thought to be
supportive of the insurgency. Attacks led to indiscriminate killings, looting and mass rape. The conflict has
been characterized by massive population displacement in Sudan, and a large movement of refugees outside
of the country into neighbouring Chad.

The effects of the conflict had started to become widely evident by the middle of 2003. By September, UN
agencies had estimated that 500,000 people in Darfur needed humanitarian aid and the refugee numbers in
Chad had reached 65,000. In early November, OCHA had warned that Darfur was facing its worst
humanitarian crisis since 1988 and that the access to humanitarian workers was non-existent in some cases.
By May 2004, the situation had evolved to one of the worst humanitarian crisis ever with the number of IDP
estimated at above one million. Initial estimates for death casualties varied between 30 to 50 thousand people
including a large proportion of children and women. Women and children are also the prime victims of
sexual violence including a large number of reported cases of rapes.

According to OCHA estimates, the total number of IDPs in Darfur as of 1 July was 1,050,506 people,
supported by equally vulnerable host communities, totalling approximately 209,915 people. Some 500,748
IDPs were located in West Darfur, 324,215 in North Darfur and 225,493 in South Darfur. In addition, several
hundred thousand people were affected by the conflict, although remaining in their places of origin. The total
number of conflict-affected people in Darfur therefore was estimated to be no less than two million people
(roughly one-third of the population in the Darfur region). The number of refugees in Chad is estimated to be
around 190.000, spread over 11 camps, almost half of them children.

UNICEF has a long history (over 40 years) of involvement in Sudan. The current (2002-2006) programme of
cooperation between UNICEF and the Government of Sudan (GoS) includes emergency preparedness
planning as one of the cross-cutting strategies. All programmes are expected to develop a high degree of
emergency preparedness by maintaining plans for rapid response to emergencies and also maintain the
capacity for rapid response to emergencies with essential supplies and services. Following this strategy,
UNICEF could act quickly to organise preparedness planning, sectoral emergency plans and provide rapid
response during emergencies.

UNICEF response to Darfur can be loosely defined as having three phases. The earliest phase was February -
October 2003 when UNICEF was able to plan and organise selective but rapid response very early in the
crisis. A second phase began in November 2003 when UNICEF created sub-offices in EI Fasher and El
Geneina. UNICEF already had field presence in Nyala During this period, the 2004 Project Plan of Action
(PPA) allowed more systematic planning for Darfur and a number of activities were implemented as part of
the PPA. To facilitate increased levels of programme/field operation, all 3 zonal offices were gradually
expanded and strengthened during the period March-June 2004. A third phase covers June — August 2004,
when UNICEF involvement was expanded further with the implementation of the 90 Day Plan (June-August
2004). The 90 Day Plan includes programme targets in the area of health, nutrition, child protection,
education and WES.
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UNICEF was a collaborator in developing the UN Contingency and Emergency Response Plan and was
designated coordination roles in water and sanitation, education, child protection (as a subset of protection)
and nutrition as part of the UN 90 Day Plan.

The context of the emergency in Darfur has several other elements relevant for the proposed evaluation:

- the on-going conflict in South Sudan and the recent progress in signing the peace-agreement

- restrictions by the Government for access by the humanitarian agencies/workers to areas affected by the
crisis

- the Government of Sudan as the main implementing partner of the humanitarian response in Darfur, even
during the emergency phase

- presence/involvement of a large number of UN agencies and bilateral donors in Sudan

- limited NGO presence/capacity in the Darfur region due partly to the remoteness of the region

PURPOSE OF THE EVALUATION

The main purpose of the evaluation is to strengthen the on-going UNICEF response to the Darfur crisis
through a systematic assessment of the experience and performance of UNICEF in planning, organising and
managing the early response.

The evaluation will examine the relevance and timeliness of preparedness planning, early intervention, and
the 90 Day Plan, as well effectiveness (progress in terms of outcome and/or coverage/output), efficiency
(analysis of cost/resources invested in relation to the results achieved), and management and operational
support in all three phases. It will also examine issues related to coordination, partnerships and the
overall/sectoral leadership/advocacy role of UNICEF in support of child rights in response to the crisis.

The evaluation will generate detailed recommendations to facilitate learning and immediate support to the
CO and the 3 zonal offices to address the problems, gaps and constrained identified. In addition, the
evaluation will provide lessons and recommendations for CO, RO and HQ for strengthening of preparedness
planning and early response for the future.

SCOPE AND FOCUS

Timeframe: The evaluation will cover all three phases of planning and response (February 2003 - August
2004) while taking due account of the restrictions which existed in accessing areas in Darfur until late 2003
and the fact that the first UN appeal was released in September 2003.

Regular versus emergency programme: The evaluation will assess only the humanitarian response to the
crisis in Darfur but not other aspects of the country programme. In doing so, the evaluation will however,
need to consider the linkages and implications with respect to programmatic, managerial and operational
(including human resources) issues in the Sudan CO and the country programme, including emergency
preparedness planning.

Organisational: Although the main focus is on the performance of the Khartoum Office and the 3 zonal
offices, the evaluation will involve examination of the roles of the Country, Regional Office (MENARO) and
UNICEF HQ*, and UNICEF’s role in the UNCT*.

Cross-border issues (Chad): The evaluation will exclude the humanitarian response in Chad but will
examine the collaboration between UNICEF offices in Sudan and Chad.

Evaluation criteria: The exercise will entail reference to selected evaluation criteria -- relevance,
appropriateness, effectiveness (selected impact/outcome, coverage/output), efficiency (some aspects of
cost/resource allocation/use), -- as specified in the evaluation questions below. Within the overall framework
established by the CCCs, the evaluation will assess both the process as well as results orientation of UNICEF
performance including the application of the human rights-based approaches, humanitarian principles and
results-based planning and management but in consideration of the given context and limitations posed by

* *HQ” here refers to Headquarters in New York, Copenhagen and Geneva
“ hut not other aspects of the functioning of the UNCT, which is being covered by a concurrent OCHA evaluation
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the nature of the Darfur emergency. More specifically, the evaluation will explore the CO experience and
performance with regard to some of the basics of HRBAP in emergencies:

o that the CO approached the humanitarian response with attention to broader protection needs (i.e.
protection considerations were integrated in programmatic response)

e that the CO was aware of the situation of children’s rights in humanitarian crises and documented and
reported this appropriately (i.e. maintaining a wider perspective beyond immediate life-saving
interventions)

¢ that the CO advocated on human rights issues which emerged as the crisis unfolded

that the CO used as a reference the norms of humanitarian law and humanitarian

principles

o that the CO took appropriate positions in terms of calling for accountability for those who have
committed crimes against children and women, as well as for child-sensitive protocols in any truth and
justice-seeking mechanism

¢ that the CO made efforts to build linkages between emergency response and longer-term development
work.

EVALUATION QUESTIONS

Within the limitations posed by the methodology and the specific context of the Darfur emergency, the
evaluation will aim to answer to the following key questions:

a) Emergency preparedness planning

Preparedness planning and early response planning:

How well prepared was the country office to organise response to the Darfur crisis? How well developed
were the plans and provisions for Darfur emergency (in relation to the UNICEF CCCs in emergencies). What
facilitated or constrained preparedness planning?

How prompt was country office in recognizing the scale of need?

How well did UNICEF liaise with other partners in preparedness planning (i.e., the UN wide contingency
plan for Darfur)?

How successful was UNICEF in positioning humanitarian needs for children in Darfur in the UN
contingency plan and how complete was the contingency plan with respect to addressing humanitarian needs
for children?

How strategic and responsive was UNICEF in organising/supporting timely assessments/surveys to generate
information for planning and situation/performance monitoring? Which factors facilitated or constrained
this?

How timely were country office requests to RO/HQ for additional resources? How well did RO/HQ
respond to these requests?

What lessons can be drawn for the future with respect to UNICEF’s role and performance in inter-agency
preparedness planning for emergencies (in the context of Sudan and elsewhere)?

How appropriate/realistic were the criteria/assumptions used to set the targets for UNICEF humanitarian
action in Darfur?

How useful was prior preparedness planning (including the 2004 PPAs) for planning and implementing
emergency interventions?

How well did UNICEF’s response plan relate to UNICEF CCCs in emergencies (especially the Programme
Commitments)?

How well did the response establish a strategic overview for sectors where UNICEF had lead
responsibility?

How appropriate were the targets set for each sector?

How adequate was the programmatic (use of logical thinking to get intended results) and operational strategy
outlined in the Plan to achieve the targets? How adequately did the plan reflect inter-sectoral linkages and
synergies?

How did UNICEF’s partners view the UNICEF targets and strategies?

What conclusions, lessons and recommendations can be drawn for planning emergency response in general
and in planning of humanitarian response for Darfur during the next phase?

b) Programme (plan) implementation and performance

What was the nature and extent of the humanitarian responses in the early phases (including in 2003) and
how well did they address the humanitarian needs of children and women?
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How well balanced were the sector responses with respect to their focus on service delivery, capacity
building and programme communication (behaviour change, social mobilization)?

How adequate was inter-sectoral collaboration in addressing multi-sectoral issues and problems that demand
such collaboration?

How well did UNICEF provide sectoral leadership and co-ordination for their lead sectors (WES,
education, child protection and nutrition)?

What were the contributing factors and/or constraints in providing timely response?

Were the targets set for the early response appropriate and achievable? To what extent have the
targets set been achieved (for each sector)? Where are the gaps?

What specific results can be measured or suggested that are attributable to UNICEF’s role and response
(objectively but also as viewed by UNICEF and its partners)?

What factors most facilitated or constrained timely response or results? How quickly and how well did
UNICEF respond to constraints?

What conclusions can be drawn with respect to the actual impact of these interventions in ensuring the right
to survival, health, education, development and protection?

How did the UNICEF relationship with the Government affect WES interventions?

How and to what extent was information collected and analysed for monitoring of key outcomes,
outputs/coverage and inputs?

How timely, adequate and efficient was the information collection and flow for use in decision-making
processes?

How well was the information/monitoring system linked to the users of the information at different
level/offices?

What have been the major constraints in information and monitoring systems both for situation monitoring
and performance measurement?

What recommendations can be made for strengthening of the information systems and their use?

¢) Inter-agency and sectoral coordination

How effective was the coordination within UNICEF during the preparedness planning and response phases
at the CO level and zonal office levels but also with the RO and HQ?

What were the major gaps and constraints in coordination?

What has been the experience in working with other agencies, government counterparts, bilateral agencies
and NGOs?

What specific role was played by UNICEF in inter-agency coordination (overall and for each sector)?

How well did UNICEF contribute to and benefit from interagency collaboration at all levels?

d) Organizing and using human/technical resources

How appropriate were the CO human resources to planning and responding to the crisis?

How well did the CO anticipate and cover staffing needs in Khartoum office and the 3 zonal offices in
support of the humanitarian response? How adequate and balanced was the provision of human resources
across sectors and for operations?

How rapid/adequate was the support by the RO/HQ with respect to human resources support? What
information was used by RO/HQ to plan for this support?

What external support (RO, consultants) was sought? What were facilitating and constraining factors?

How adequate is the current/proposed staffing for Khartoum office and the zonal offices?

What are specific training needs of the staff in relation to planning, coordination, management and
monitoring of emergency response?

e) Resource mobilization

How well did the CO, RO and HQ mobilize resources?

How adequate and effective was the fundraising strategy and what were the constraining/facilitating factors?
How well did UNICEF utilize the CERF and EPF facilities?

What are the areas where funding has been adequate and which areas have experienced major shortfalls?
What measures need to be taken to address funding shortfalls?

How well did the CO/RO/HQ roles complement each other? How well did the CO/RO/HQs manage donor
relations?
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f) Planning and management of finance, supply assistance and logistics

How well did the CO and the zonal offices anticipate and meet cash and supply needs and logistic
requirements?

To what extent did the CO and the zonal offices meet planned implementation schedules of activities? What
were the facilitating or constraining factors?

How well did the CO maintain sound financial management? What adaptations were made to accommodate
the humanitarian response?

How well did the offices manage and monitor their input management mechanisms (fund disbursement, cash
transactions, supply transactions/transportations etc.)?

How timely were supply deliveries to the end users? What were the major constrains and facilitating factors?
How adequately did the field-offices monitor utilization/maintenance of supplies disbursed?

What has been learned in working with the private sector suppliers (WES sector in particular)? How efficient
(cost, speed, community relationships) is the private sector in comparison to working with the government?
How well did UNICEF’s procurement systems support the emergency response in Darfur?

g) Office management and operations (including planning/management of the zonal offices)

What adjustments were made to the CO management structures (CMT, CRC, APC, other) and functions
during all three phases of response?

What was the experience in establishing the zonal offices? How systematically planned and managed?

How effective were the new office/management structures in supporting the humanitarian response?

How well did the CO manage the shift to Darfur emergency response in terms of gearing up of operations
system with a clear sense of urgency? What were the facilitating and constraining factors?

What specific roles have been played by the HQs and MENARO? What can be said about the adequacy of
support provided?

h) Interaction with and support from RO and HQ

How clearly did CO/RO/HQ establish coordination and information networks?

To what degree were accountabilities and responsibilities clear, complementary and efficient? Where was
there overlap or gaps?

How supportive and timely were the MENARO, HQ offices in performing their roles as per the
organisational accountabilities and CCCs?

What recommendations can be made for strengthening and efficiency of RO and HQ roles?

How appropriate was the information (written and verbal) provided by UNICEF to donors during the crisis?
What contribution did UNICEF play in the interagency contingency planning and humanitarian needs profile
exercises?

i) Interaction and communication with UNICEF office in Chad

To what extent has there been interaction/communication between the two offices on cross-border issues,
exchange of ideas and information sharing, timely reporting or other related issues?

What have been the facilitating and constraining factors including any roles of HQ and respective ROs?
What recommendations can be made to further strengthen the communication and collaboration between the
two offices?

J) Communications with media, donors, partners

How well was the media used to support advocacy on children’s rights during the crisis?

How well was the media used to promote visibility for UNICEF? What was the balance between UNICEF’s
visibility and actual performance?

How well did UNICEF use the media and advocacy to generate a response from the international community
and the Government of Sudan?

How adequate were the communications with the donors and other partners, including the quality of
proposals and donor reporting? How well did CO/MENARO/HQ complement each other?

k) Planning and management of security

What was the experience in developing a security plan particularly in determining the needs and provisions
for staff (both national and international) security and programme delivery?

To what extent did the CO and field offices comply with the Minimum Operating Security Standards
(MOSS) ?
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How effective were the security provisions for protecting staff (international and national) and protection of
supplies and assets?
What were the facilitating and constraining factors?

1) UNICEF-DFID partnership

What role has DFID played in support (financial or otherwise), influencing and reviewing UNICEF’s
emergency preparedness and response?

What lessons can be drawn for both UNICEF and DFID from the Darfur experience to improve the
institution’s partnership in emergency preparedness and response?

What lessons can be drawn from the Darfur experience to inform the wider DFID-UNICEF institutional
partnership?

m) Key innovations, lessons learned and recommendations

What are the innovations learned in the area of preparedness planning, early response planning/design, actual
response, and management/operations that are of relevance within Sudan or elsewhere?

What lessons can be drawn from the experience so far with respect to preparedness planning, coordination,
and other elements covered within the CO of the evaluation?

EVALUATION PROCESS AND METHODS

The evaluation will be based on the following methods:

- Desk review of all secondary information (including plans, policies, programme/sector review
papers, studies evaluations, field reports, situation reports) to be made available at the Khartoum
office

- Interviews with selected UNICEF staff and external (Govt. NGOs, bilateral agencies, field staff,
implementing partners) at the CO, zonal offices and field sites

- Participatory meetings with selected staff in groups (programmes and operations) around
Particular themes for in-depth analysis (themes to be identified well in advance to avoid
overlaps with the interviews)

- Systematic analysis of constraints, risks, and management functions using tools developed for
similar evaluations

- Analysis of costs/expenditures to compare the cost (per unit) for various options used (supply in
particular), resource allocations/distributions across sectors and to identify major gaps and
imbalances

- Field visits to selected sites and to zonal offices for observing the situation and for gathering first-
hand information for the evaluation (instrument/list of questions to be developed)

- Consultation with IDPs

- In-depth consultations with selected staff/external experts to develop solutions to problems identified

- Interviews with selected key informants in MENARO, HQ, Supply Division, and Khartoum
representatives of UN and donor agencies

Lessons learned workshop will be held in the first week of November in Khartoum where provisional
findings and early recommendations will be discussed*. These discussions will serve to refine the evaluation
analysis.

A schedule of key informants will be agreed with the Evaluation Team at the outset of the evaluation and
will cover Khartoum (UNICEF staff, NGOs, UN agencies, government officials); Field (selected locations in
West, South and North Darfur); HQ (New York, Geneva, and Copenhagen); MENARO; DFID Khartoum
and London. (The list of informants may be modified as the evaluation proceeds, within the constraints of
time and cost).

Two members of the evaluation team will travel to Amman in the first week of the evaluation. The team
leader and DFID consultant will travel to New York for 2 days consultations after the Sudan phase of the
evaluation. Key informants from New York, DFID London, Geneva and Copenhagen will be interviewed in
person in Khartoum ahead of the lessons learned workshop in the first week of November. Other informants
will be interviewed by phone.

“ In addition to UNICEF Sudan staff, this workshop will be attended by representatives from UNICEF HQ, DFID, and the European Commission
and US missions in Khartoum
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EVALUATION REPORT

The evaluation team will have editorial control over the content of the draft and final reports*’. The final
report will be conform to UNICEF’s evaluation reporting standards, a copy of which will be provided to the
evaluation team leader.
The evaluation report will provide findings, lessons learned and recommendations for strengthening of
planning and response during the on-going response phase and for the future, including, amongst others:

- improving the practicality and usefulness of EPRP and actual planning

- human resource and technical support

- financial management

- external relations, media and communications

- operational support including supplies and financial management

- coordination within UNICEF and with partners including NGOs and UN agencies

- future UNICEF-DFID partnership in emergency preparedness and response

Recommendations should have immediate relevance for strengthening UNICEF response (with partners) to
the crisis in Darfur, as well as for UNICEF’s longer-term planning of and response to emergency situations.

UTILIZATION OF THE EVALUATION REPORT

The lessons and recommendations from the evaluation will be used to improve planning and response to
emergency situations within Sudan and elsewhere.

Following a presentation of findings and the completion of the final report, UNICEF will respond to the
evaluation findings, stating which evaluation findings it accepts or rejects, with reasons, and the actions to be
taken in response to the evaluation findings and recommendations, with designation of responsibilities and
time scales.

The executive summary of the evaluation will be disseminated widely through UNICEF HQ and regional
networks.

MANAGEMENT

Focal Points and Support. Khartoum office will designate 3 focal points for the evaluation - one each from
planning, programmes and operations. Khartoum office will also designate a full-time project assistant in
support of the evaluation. In addition, the 3 zonal offices in Darfur will each designate a focal point for the
evaluation that will facilitate field visits, interviews and logistic support. MENARO, Khartoum Office and
the HQs will make available planning documents, CAPs, SITREPS and other relevant information for the
desk review.

Evaluation Team The evaluation team leader will manage the evaluation team, assigning tasks as necessary
and drawing together the draft and final reports. During the evaluation exercise, the team members will be
accountable to the team leader.

Supervision. The MENARO Regional M&E Advisor, in consultation with the Senior Programme
Coordinator, Khartoum CO, will be supervise the evaluation team, resolving logistical and practical issues,
and dealing with consultancy contracts and payments.

Issues Arising. A group comprising MENARO Regional M&E Advisor; MENARO Regional Emergency
Advisor; Senior Evaluation Officer, Evaluation Office; Deputy Director, EMOPS; Programme Officer,
Humanitarian Affairs Unit; and a representative of DFID-CHAD will provide guidance on any substantive
issues arising during the evaluation and help to resolve any difficulties in the execution of the evaluation.

*" The final report may be edited and formatted for UNICEF house style before its publication
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Follow-Up. A reference group, led by the Director of EMOPS, will attend the presentation of the evaluation
findings, comment on the draft report, and devise the management response, and supervise the follow-up to
the evaluation.

TEAM COMPOSITION

The evaluation will be conducted by a team of 4 evaluators; 2 external, 1 DFID expert and 1 UNICEF expert
(current or former staff member familiar with UNICEF’s work). The 2 external evaluators will be selected in
consultation among the Sudan CO, NYHQ and MENARO.

TIME-PLAN

The evaluation is planned to be conducted from mid-October to end-November 2004. A detailed work-plan
will be agreed with the Regional M&E Advisor and division of responsibilities among the 4 evaluators will
be undertaken during the week prior to the evaluation and finalized by 15 October.*® The following is a
tentative calendar:

Desk review/interviews in Khartoum and Amman 14 Oct - 19 Oct
Visits to the 3 zonal offices (and interviews) 20 Oct - 30 Oct
Further interviews in Khartoum 31 Oct - 02 Nov
Lessons learned workshop 03 Nov- 04 Nov
Report drafting (whole team) 05 Nov - 07 Nov
Team leader plus DFID team member visit New York 10 Nov - 11 Nov

Draft report by Nov 14
Presentation, Copenhagen or Geneva tba*®

Final report by end November
Management response by end December

FINANCIAL RESOURCES

The UNICEF financial resources required for this evaluation (all costs other than DFID costs) based on the
TOR are estimated at $60,000.

“8 The team will agree on a work arrangement to share work responsibilities to get the evaluation completed efficiently and in time.
“ To be determined. It may be feasible for the presentation to be made during/after the mid-November PBR meeting in Copenhagen where UNICEF
directors will already be in attendance. Otherwise the presentation will be made in Geneva or New York. The presentation will be attended by DFID.
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APPENDIX 2: ITINERARY

14/10 Arrival in Khartoum

15/10/ Meetings

16/10 Meetings

15/10 Meetings

17/10 Meetings

20/10 Departure to Nyala

21/10 Field work in and around Nyala

22/10 Field work in and around Nyala

23/20 Departure for El Geneina

24720 Field wortk in and around EI Genuine

25/10 Field work in and around El Geneina

26/10 Team1  Departure to El Fashir Team 2  Return to Khartoum

27/10 Team 1: Field work in and around EI Fashir Team 2: Travel ton Amman and meetings with RO

28/10 Team 1: Field work in and around EI Fashir Team 2: Meetings with RO
(Team leader return to France for 2 days for family reasons)

29/10 Team 1 and 2 return to Khartoum

30/10 The whole team starts preparation of the workshop

31/10 Additional meetings in Khartoum

01/11 Additional meetings in Khartoum Work on the draft

02/11 Additional meetings in Khartoum Work on the draft

03/11 Lessons learning Workshop Day 1

04/11 Lessons learning workshop Day 2

05/11 Work on the Draft

06/11 Presentation of the findings of the Evaluation team at the Donors Meeting

07/11 Travel to Paris

08/11 Travel to New York

09/11 Meetings at UNCEF New York

10/11 Meetings at UNICEF NY HQ

11/11 Return to base

12/11 Preparation of the Evaluation team report

13/11 Preparation of the Evaluation team report

14/11 Preparation of the Evaluation team report

15/11 Send Draft 1 of the Evaluation team report to UNICEF HQ, CO

16/11 Preparation of Geneva Workshop

17/11 Preparation of Geneva Workshop

18/11 Preparation of Geneva Workshop

19/11 Geneva Workshop



77

APPENDIX 3: LIST OF PEOPLE CONSULTED

UN Agencies INGOs Local NGOs | GOS counterpart Donors UNICEF CO
Khartoum: Khartoum: Nyala: Khartoum: DFID Health Section:
UNOCHA ICRC Head of | SPCR HAC Commissioner Matt Baugh Roberto & team
Ramesh Delegation Hassabo Mohamed Tania Kelly
Abdel Rahman Rob Holden
WHO -Dr. Solidarités: ElFasher: Ministry of Health: ECHO- Ivo Education
Guido Sabatinelli | Magali SRC Deputy DG Freijsen Section: Mette &
Barbier team
WFP- Ramiro de | Nyala: WES DG. Mohamed USAID- DART- RPPB Section:
Silva & Bradley | MSF-H Elhassan Amar, and Kate Farnsworth Adele
IRC Eissa
UN Resident ElGeneina: Ministry of Education Dutch WES Section:
Coordinator Concern Ambassador Hilal & team
Manuel Aranda
da Silva
UNJLCDouglas | OXFAM Nyala: Canadian Chargé | C&A Section:
State Ministry of d’ Affaire Paula & team
Education
UNSECOOR InterSOS State Ministry of M. Le Dain; Head
Roger Health of Cooperation
Arsambeau Dept. French
Embassy
Nyala: Tear Fund ElGeneina: HR: James &
OCHA HAC Rose
WHO SCF-US SMoE
Field level
UN Agencies INGOs Local NGOs | GOS counterpart | Donors UNICEF CO
WFP ICRC SMoH Supply &Log.
Matloob & team
UNJLC ElFasher: ElFasher: Planning Section:
OXFAM SMoE Saeed & team
ElGeneina: GOAL SMoH Admin & Finance:
OCHA James & team
WFP IRC WES Ali Abuelgasim:
RPO Nyala up to
June 2004
ElFasher: SC-S/UK Anna Riatti RPO
OCHA ElFasher Feb-Oct

UNICEF MENA
Operations Officer
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APPENDIX 4: BIBLIOGRAPHY

Sector Document
Political Conflict in Darfur; a different perspective , June 2004, Dr James Morton, HTSPE
How did civil war break out in Darfur; Conflict analysis tool N°4; D. Polloni; UNDP/ Nairobi
Sudan: Ethnic cleansing in Darfur, Note from the UNHC, 22 March 2004
Dying in Darfur: can ethnic cleansing in Sudan be stopped; Samantha Power; The New York Time
Health and Trip Report W.Darfur DATES: 05/6/04 — 22/6/04
Nutrition Hand over notes and update in Health Intervention in West Darfur, June-September 2004

Trip Report N. Darfur Dates:15/09-17/09/2004
Trip Report N.Darfur Dates: 13/03/04 — 16/03/04
Trip Report S.Darfur Dates: 08/7/04 - 22/7/04
Trip Report W.Darfur DATES: 10/404 — 06/5/04

Monitoring report id Health Facilities June/July/August/September 2004

Manual for the management of TFC; Y. Greleti; M. Goldwin, UNICEF/ MoH

Manual for the management f SFC; Y. Greleti; M. Goldwin, UNICEF/ MoH

Darfur Operational Update-The 90-Day plan

Darfur Humanitarian Response -Nutrition Sector Report, Khartoum, July 2004
Morbidity and Mortality Weekly, Bulletin WMMB, Epidemiological week N°40

Darfur Humanitarian Response -Nutrition Sector Report
Khartoum, Sudan , August 2004

WFP/FAO/UNICEF Nutrition and Food security Survey ; Khartoum; October 2004

Communication

UNICEF Press Releases related to Darfur Crisis; 2003 and 2004

& Statements of Carol Bellami; UNICEF Executive Director: December 2003, February and June 2004.
Advocacy List of NatCom and Donor Visits supported by C&A Section
Background and Briefing Documents; UNICEF-Sudan. Darfur Humanitarian Crisis October 2004
Darfur Humanitarian Crisis Communication Strategy and 120 day Plan
Darfur Emergency Communication Response List to Media, National Committees and VIPs, Nyala -
September 2004
Darfur Emergency Communication Response List to Incoming Media and National Committees April-
Aug. 2004
Interviews done on the ground by UNICEF staff in Darfur James Elder, Darfur Emergency
Communication Officer (June 2004
Darfur Emergency Communication Response List to Media, Nat Com and VIPs (Khartoum) 09/2004
Newsdesk Nyala — Activities related to media and natcom visits 15 — 22 September 2004
RCPPB Strengthening the Protection of Refugees and Internally Displaced Persons.
Inter UN agency Code of Conduct
Guidelines for HR based approach to programming.
Guidance on IDP Protection in Darfur (draft may 13, 2004).
Child Protection rapid assessments reports.
Child protection sector: 120 days plan.
Trip report to Nyala and Geneina, 16-26 June 2004.
UNICEF child protection in Darfur paper.
Protection of civilians: a strategy for Darfur.
Improved protection of children from violence, abuse, and exploitation and discrimination paper.
Darfur Humanitarian Response- Child Protection Sector Report August 2004.
Child protection overview: South Darfur.
Coordination with Chad papers.
Protection matrix: North Darfur.
Minutes on the child protection coordination meetings in Darfur (West and North).
AU Peace and Security Council 17" meeting communiqué of Oct. 20", 2004.
IASC report of the task force on the protection from SEA in Humanitarian crisis, June 2002.
Education Darfur Humanitarian Response- Education Sector Report, August 2004.
Sitreps from Darfurs.
Guidelines for teachers training.
WES Correspondence between CO and DFID ref drilling rig, mosquito nets and surge capacity

Darfur Humanitarian Response- Draft WES Sector Report July 2004
Darfur Humanitarian Response- Draft WES Sector Report August 2004
WES Section 90 Day Plan
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WES Section 120-Day Plan

Field Visit to Darfur States for monitoring and re-view of WES interventions in response to Darfur
initiative (Vanessa Tobin)

Darfur UNICEF WES Staff Planning and Organisation Oct 2004 — August 2005 (Melvin Tebbutt)

WES Emergency Resource Kit CD-Rom

WES Oral Report to Executive Board 17 Sept 2003

WES Strategies in Water and Environmental Sanitation

UNICEF WES Emergency Preparedness and Response Plan of Action 2004-2005

Planning, UN Darfur Initiative
Monitoring Report on trip to Darfur Internal Note (Juliana Lindsay)
& UN interagency Contingency Plan
Evaluation Notes of Planning Retreat for 90 Day Plan
Human and 90-Day Plan (and Review of 90 Day Plan)
financial Notes of Darfur planning Meeting 12-13 September 2004
Resources 120-Day Plan
Planning, Monitoring and Evaluation Section Briefing note, October 2002.
Monitoring checklist for Health Facilities of Darfur
Zonal sitrep form
Sitrep and trip visit forms.
ToR of CO and FOs staff.
CO Org Chart as of Sept. 2003 and July 2004.
Overviews of UNICEF in South, North and West Darfur.
RTR UNICEF Liberia
UNICEF Evaluation of Iraq
Human CO HR Unit Monthly Staff Tracking
resources Email Traffic CO-RO-NY HQ
Heffnick Study on Rapid Deployment of Suitable Human Resources for Emergencies, July 2004
Written Feedback from DHR
DHR staff tracking data
Global UNICEF | UNICEF Evaluation Report Standards
Technical notes: special considerations for programming in unstable situations.
CCC in emergencies, 17 March 2000, January, June and August 2004 revised versions.
“The Martigny Project for UNICEF’s agile response to chronic instability and change” paper of 1999
Children Affected by Armed Conflict- UNICEF Action.
Evaluation of UNICEF/ECHO drought response in Darfur & S.Kordofan
Strengthening the protection of Refugees and IDP; Statement by Nils Kastberg, DOEP; UNICEF NY
HQ
Programme Process Course
Strengthening UNICEF Programming as it Applies to Humanitarian Response (Progress Report Jan-Oct
2004)
Email traffic between MENARO and CO
Inter agency

coordination

Correspondence between UNICEF and DFID (letters from Bellamy to Benn as well as email traffic)
Draft record of the UNCT meetings (from 2 July 2003 to 10 August 2004

Darfur SITREPS

Sudan Assistance Bulletins (SAB)

OCHA Funding overview for the Darfur crisis, 27.09.2004

Emergency Preparedness and Response Plan For Year 2002
Country Programme of Co-operation 2002 — 2006

Darfur Humanitarian Action Plan 2003 (Oct.)
Urgent Call to Donors for War Affected children in Darfur Jun-Dec

90-Day Humanitarian Action Plan for Darfur

2003 PPAs

Humanitarian Profiles N°1; 2, 3, 4, 5, 6
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APPENDIX 5: FINANCIAL CONTRIBUTIONS

DARFUR FUNDING (1 September 2003 - 31 October 2004)

PBA Ref

SM/03/0438 Amdmt 1
SM/03/0566
SM/03/3236
SM/03/0576
GP/03/8077
SC/03/0616
SC/03/0422 Amdmt 1
SC/03/0609
SC/03/9901
SM/03/9906-10
SM/03/0684
SC/03/0782
SC/03/0782 Amdmt 1
SM/03/0850
SC/04/0036
SC/04/0042
SM/04/0054
SM/04/0069
SM/04/0075
SM/04/0097
SM/04/0099
SC/03/0193
SM/04/0156
SM/04/0166
SC/01/3272 Amdmt 2
SC/03/9901-31

Issue Date Donor

16/9/03 OFDA
22/9/03 OFDA
23/9/03 Dutch NC
10/03/2003 Italy
13/10/03  Thematic
20/10/03 CDC
20/10/03  CDC
23/10/03  Switzerland
12/03/2003 Thematic
19/12/03  Norway
22/12/03  Ireland
15/1/04 CDC
15/1/04 CDC
27/1/04 Switzerland
20/2/04 CDC
20/2/04 CDC
25/2/04 DFID
03/05/2004 Canada
03/08/2004 Netherlands

03/10/2004 DFID
03/10/2004 DFID

15/3/04
31/3/04
31/3/04
16/4/04

CIDA

OFDA
Finland
US NC

05/06/2004 US NC

Darfur
Total

250000

436681
712589

1818180
375940

724830

Cumulative
Darfur
Total

0
250000
250000
250000
250000
250000
250000
250000
250000
686681

1399270
1399270
1399270
1399270
1399270
1399270
3217450
3593390
3593390
3593390
3593390
3593390
4318220
4318220
4318220
4318220

Darfur
H&N

141667

391893

481818

294392

Darfur Darfur
R&S WES
25000 83333
71179
320696
209090 963638

55756 374681

Darfur Darfur Darfur Darfur
Educ Chid Prot Other Total

0

250000

0

0

0

0

0

0

0

365502 436681

712589

0

0

0

0

0

163634 1818180

375940 375940

0

0

0

0

724830

0

0

0

Funds for
Other
Areas

125000
250000
128411
954448
160000

25000

325000

153846

720000

1492536

1492536

199005

38096

Cumulative
Funds for

Special
Funds for

Total

Other Areas Immunisation Contribution

125000

375000

503411
1457859
1617859
1617859
1617859
1642859
1967859
1967859
1967859
1967859
1967859
2121705
2121705
2121705
2121705
2121705
2841705
4334241
5826777
5826777
5826777
6025782
6025782
6063878

330224
329174

36721
54002

157614
540015

226146

172689

125000
500000
128411
954448
160000
330224
329174
25000
325000
436681
712589
36721
54002
153846
157614
540015
1818180
375940
720000
1492536
1492536
226146
724830
199005
172689
38096



SM/03/9906-20 05/07/2004 Norway
SM/04/0242 26/5/04 ECHO
SM/04/0054 Amdmt 1 06/02/2004 DFID
SM/04/0262 06/02/2004 CIDA
SM/03/9906-20 06/09/2004 Sweden
SM/04/3128 06/10/2004 UK NC
SM/04/3129 06/10/2004 Dutch NC
SM/04/0288 17/6/04 Netherlands
SM/04/3135 17/6/04 USNC
SM/04/0287 17/6/04 Italy
SM/04/0296 17/6/04 Norway
SM/04/3150 21/6/04 Italian NC
SM/04/0301 07/01/2004 Norway
SM/03/9906-20 Amdmt 2 07/01/2004 Norway
SM/04/3175 07/01/2004 Belgium NC
SM/04/3176 07/01/2004 UK NC
SM/04/3183 07/06/2004 German NC
SM/04/3184 07/06/2004 German NC
SM/04/0346 20/7/04 ECHO
SM/04/0156 Amdmt 1 20/7/04 OFDA
SM/04/0335 20/7/04 Denmark
SM/04/0337 21/7/04 Finland
SM/04/0357 08/02/2004 Germany
SC/04/0380 08/11/2004 CDC
SM/04/0288 Amdmt 1 08/12/2004 Netherlands
SM/04/0383 17/8/04 CIDA
Sm/04/9906-20 Amdmt 3 18/8/04 Sweden
SM/04/0373 19/8/04 UN Found
Sm/04/0390 23/8/04 Ireland
SM/04/0400 23/8/04 AusAid
X1/04/7517 25/8/04 Japan
SM/04/3264 25/8/04 German NC
SM/03/9906-20 Amdmt 4 25/8/04 USNC
SM/03/9906-20 Amdmt 5 25/8/04 Swedish NC

SM/04/0352

26/8/04

Oman School

495438
2654865
729930

132743
296208
555000
500000
735294
12537
122549
15671
837113
61274
45872

1230695
2436060
850000
818350
487212
365409

1111000
522389
1246369

601685
2430540

527976
1108594
62168
2865

4318220

4813658

7468523

8198453

8198453

8331196

8627404

9182404

9682404
10417698
10430235
10552784
10568455
11405568
11466842
11512714
11512714
12743409
15179469
16029469
16847819
17335031
17700440
17700440
18811440
19333829
20580198
20580198
21181883
23612423
23612423
24140399
25248993
25311161
25314026

219496
796460

296208

500000

490852

12537
122549

448718

850000
253453

522389

574327

475098

168608
184766

81

275942
1858406
729930

555000

499242
61274

2436060
438171
487212

365409
1111000

1246369

27358
106099 1849343

359368

132743

244442

337871

45872

781977

923828

126726

62168
2865

15671

0
495438
2654865
729930
0
132743
296208
555000
500000
735294
12537
122549
15671
837113
61274
45872

0
1230695
2436060
850000
818350
487212
365409
0
1111000
522389
1246369
0
601685
2430540
0
527976
1108594
62168
2865

540352
990877

1108650

556877

274251

6604230
7595107
7595107
7595107
8703757
8703757
8703757
8703757
8703757
8703757
8703757
8703757
8703757
8703757
8703757
8703757
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9260634
9534885
9534885
9534885
9534885
9534885

540352
1486315
2654865

729930
1108650

132743

296208

555000

500000

735294

12537
122549
15671
837113
61274
45872

556877
1230695
2436060

850000

818350

487212

365409

916551 916551
1111000

522389

1246369
1682462 1682462

601685
2430540

274251

527976
1108594

62168
2865



SM/04/3259 27/8/04 Spanish NC
SM/04/3257 27/8/04 UK NC
SM/04/3258 27/8/04 Dutch NC
SM/04/0387 30/8/04 Japan
SM/04/0166 Amdmt 1 09/02/2004 Finland
SC/04/0443 09/03/2004 CDC
SM/04/3257 Amdmt 1 09/08/2004 UK NC
Sm/04/0156 Amdmt 2 09/10/2004 OFDA
SM/04/0451 16/9/04 Germany
SC/04/0453 16/9/04 CDC
SM/03/9906-20 Amdmt 6 23/9/04 Australian NC
SM/04/3302 27/9/04 German NC
SM/04/3309 10/06/2004 Danish NC
SM/04/0493 10/06/2004 DFID
SM/03/9906-20 Amdmt 7 10/12/2004 Canadian NC
SM/04/0520 21/10/04  OFDA
SC/04/0528 26/10/04  Canada
SM/04/3337 29/10/04  French NC
SM/04/3336 29/10/04  Dutch NC
SM/03/9906 Amdmt 8 11/03/2004 Norway NC
SM/04/3345 11/05/2004 Dutch NC
SM/03/9906 Amdmt 9 11/10/2004 Australian NC
SM/03/9906 Amdmt 10  11/11/2004 Swedish NC
SM/04/3199 11/11/2004 German NC
SM/04/0075 Amdmt1  16/11/04  Netherlands
SM/04/0597 19/11/04  Japan
SC/04/0620 30/11/04  Netherlands
SI1/04/0602 12/08/2004 CDC
SM/03/9906 Amdmt 11  13/12/04  Japan NC
SM/04/3150 Amdmt 1~ 13/12/04  Italian NC
SM/04/3366 13/12/04  Dutch NC
SM/04/0628 15/12/04  DFID
SM/04/0626 15/12/04  France
SM/04/3309 Amdmt 1 16/12/04  Danish NC
SM/04/3372 17/12/04  French NC

78219
272232
401950

1000000

254483
3000000
1203370

142252
722022
194172

218107
2000000

307882
369459
96924
1182269
121653
73675

1222000
2500841

4196515
608656
311704

3513757
184730

62388
865088

25392245
25664477
26066427
27066427
27066427
27066427
27320910
30320910
31524280
31524280
31666532
32388554
32582726
32582726
32800833
34800833
34800833
35108715
35478174
35575098
36757367
36879020
36952695
36952695
38174695
40675536
40675536
40675536
44872051
45480707
45792411
49306168
49490898
49553286
50418374

272232

1000000

2504448

769231

369459

NA

NA

NA

694611

NA
608656

82

401950

495552

1203370

722022

717949

307882

1092814
1806230

311704
3513757

865088

78219

254483

709361

184730

142252

194172

218107
512821

472908

129186

62388

78219
272232
401950

1000000
0

0
254483
3000000
1203370
0
142252
722022
194172
0
218107
2000000
0
307882
369459
0
1182269
0

0

0
1222000
2500841
0

0

0
608656
311704
3513757
184730

62388
865088

9534885

9534885

9534885

2777390 12312275
111383 12423658

12423658
12423658
12423658
12423658
12423658
12423658
12423658
12423658
14391821
14391821
14391821
14391821
14391821
14391821
14391821
14391821
14391821
14391821
14828372
16050372
16050372
16050372
16050372
16050372
16050372
16050372
16050372
16050372
16050372
16050372

1968163

436551
1222000

1431964

36631

271371

253390
573498

78219
272232
401950

3777390
111383
1431964
254483
3000000
1203370

36631
142252
722022
194172

1968163
218107
2000000
271371
307882
369459
96924
1182269
121653

73675

436551
2444000
2500841

253390

573498
4196515

608656

311704
3513757

184730

62388
865088



SM/04/0653 17/12/04

SM/04/0655 17/12/04
SM/04/0656 17/12/04
SM/04/9906-20 Amdmt

12 17/12/04
S1/04/0639 20/12/04
SM/03/9906-20 Amdt 13 22/12/04
SC/04/0669 27/12/04
SM/04/0704 28/12/04

Netherlands
Netherlands
Netherlands

Slovenia NC
Rotary
USNC
CDC

ECHO

950000

204731

619060

663130

5285529

5

51368374
51368374
51368374

51573105
51573105
52192165
52192165
52855295

o O o o

16050372
17550372
17554077

17554077
17554077
17554077
17554077
17554077

950000

1500000

3705

204731
250000
619060
211810
663130

77883634



APPENDIX 6: EXECUTIVE DIRECTIVE

EXECUTIVE DIRECTIVE ON THE ‘CORPORATE TRIGGER’ FROM UNICEF EXECUTIVE
DIRECTOR

Executive Summary

Document Text:

To: Regional Directors/Deputy Regional Directors
Representatives/Assistant Representatives
Directors Tokyo, Copenhagen, Florence, Brussels
Directors/Deputy Directors, Section Chiefs, New York Headquarters

From: Carol Bellamy, Executive Director
Subject: UNICEF’s Core Commitments for Children in Emergencies

I am pleased to circulate this Executive Directive outlining the: (a) revised Core Commitments for
Children in Emergencies, (b) change in policy on ceilings for reprogramming of RR for
emergencies by Representatives, and (c) organisational policies for prioritization of supply
operations, fundraising and staff deployment in emergencies.

As you are aware, UNICEF held a Global Consultation on Emergencies in Copenhagen in April
2003. A major recommendation of the Consultation was the need to update UNICEF’s Core
Commitments for Children in Emergencies (CCCs). The rational for the revision was to:

- enhance the timeliness and effectiveness of UNICEF response;

- enhance the predictability of UNICEF response, especially at the initial stages of a crisis;

- improve and put in place the operational systems, and

- Reinforce the link between UNICEF’s response to crises and the Organization’s global

mandate to promote and help ensure the fulfilment of the rights of children and women.

This process entailed a clarification of UNICEF’s role in protection and assistance to children and
women, and a clear distinction between life-saving interventions that should be carried out
immediately, within the first six to eight weeks of any crisis, and the broader spectrum of essential
activities that may be added, once an initial response is well established. Although this distinction is
most clear for sudden onset emergencies, the logic of the CCCs should apply to all humanitarian
crises; focus first on those interventions proven to be essential for immediate survival and
protection.

The development of the CCCs also responded to a demand, from within the organization and from
our national and international partners, to articulate more clearly our focus at the onset of an
emergency as a reliable, dependable and effective humanitarian organization.

It was further agreed that the term CCCs would be modified to be UNICEF’s Core Commitments
for Children in Emergencies, emphasizing the focus of our mandate to include natural disasters, as
well as conflict and other crisis situations.

The availability of financial resources is critical. In order to enhance our initial response to
emergencies, the level of authorization of the Representative to re-programme funds has been
increased as follows:
- Where the Country Programme’s annual RR allotment is $2 million or more, the
Representative is authorized to re-programme up to $200,000 of supplies and funds.
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Where the Country Programme’s annual RR allotment is less than $2 million, the
Representative is authorized to re-programme up to $150,000 of supplies and funds.

An immediate allocation of funds and supplies from reprogrammed sources is the first
measure to be taken in responding to an emergency situation. Such a reprogramming must
be agreed with the Government, but does not require the approval of headquarters. This
guideline replaces that issued in CF/PD/PFO/2000-02. Country offices experiencing a crisis
where the funding requirements exceed this reprogrammed amount should issue a “pitch
document” within 48 hours, based on an approval from EMOPS, the Regional office and
PFO. Additional urgent resources may be available from the Emergency Programme Fund
(EPF), a reimbursable fund managed by EMOPS and Programme Division.

For large-scale emergencies where reimbursement is certain (high donor commitment) the
UN Central Emergency Revolving Fund (CERF) may also be a source of rapid financial
support. Country offices will also participate in UN Consolidated Appeals (CAP) for
emergency resource mobilization.

Certain emergencies require support from throughout the organization. In these cases, the Deputy
Executive Director will trigger the organization-wide response. This means giving that emergency:

first priority for supply procurement and delivery from Supply Division;

first priority for emergency fundraising through the Programme Funding Office, the Geneva
Regional Office, National Committees and other divisions/offices

Immediate deployment of staff, as and when required, with authority to mobilize staff from
any duty station.

The organization will take all necessary measures to find the resources to support the country office.
In relation to staff deployment it is incumbent for representatives from other country offices to
release staff to support that emergency when requested. Initially the corporate trigger is for 90 days,
and expires after that time period, unless extended by the Executive Director/Deputy Executive
Director.

In other emergencies that requires large-scale but not an organization-wide response, the Director of
EMOPS will liaise with Regional Directors, Supply Division and other relevant divisions to trigger
timely response by the necessary UNICEF offices and Divisions.



