
SECTION 1: PURPOSE AND METHODOLOGY OF THE EVALUATION

Purpose of the Evaluation at this time

1. The evaluation was intended to feed into the design of UNICEF’s 2006-9 Mid Term Strategic Plan (MTSP) but as it has taken place approximately two months later than originally planned and the MTSP is in the process of finalisation, it will instead feed into the 2006/7 Management Plans and budget process. The conclusions and recommendations have been tailored to be relevant and appropriate in relation to the MTSP 2006-9. The evaluation will also contribute to:

· Decision-making on the future of DFID-UNICEF cooperation, particularly in the humanitarian field

· The development of the DFID-UNICEF Institutional Strategy 2006-9

· The wider ISP evaluation process (beginning in June 2005)

· Lessons on organisational capacity building partnerships for DFID and UNICEF

· An assessment of the extent to which DFID’s investment has contributed to its Public Service Agreement to enhance capacity in humanitarian response

Evaluation objectives

2. The objectives of the evaluation were to 

· Provide an overall assessment of the CB Programme; 

· Track changes and current status of UNICEF humanitarian preparedness and response capacity
; 
· Provide recommendations on priorities and strategies for future CB efforts (with reference to the external context); 

· Draw lessons for future strategies and partnerships for organisational capacity building 

· Draw lessons on policy and programming for humanitarian response to children affected by armed conflict 

· Provide an assessment of the extent to which DFID’s investment has contributed to achieving its Public Service Agreement. See Terms of Reference, Annex 1.
Methodology

3. The evaluation is based on two principal tracks: 

· An organisational capacity analysis to identify opportunities, blockages and gaps in the external and internal environment i.e. UNICEF as a whole organisation, that may affect the capacity to deliver timely and effective humanitarian action

· An analysis of the attainment of the specific goals of Phase II of the CB Programme (annex 2)  
This approach has allowed the evaluation to go beyond the direct goals of the programme and look more broadly at the humanitarian response systems and processes of the organisation within its external context, based on the organisational capacity framework (below). The framework was designed for this evaluation, adapted from a model designed by the International Development Research Centre in Ottawa (IDRC, 2002).
Figure 1: Organisational Capacity Framework 



4. Given that a full organisational assessment was not undertaken before the CB Programme began, there is no recorded baseline with which to compare progress. Nevertheless, the organisational analysis has been worthwhile as it has led the evaluation team to identify linkages between components of the organisation that would not have been possible through an analysis of the goals alone.

5. To collect and analyse information, the evaluation used the following methodologies:

· Key informant interviews including over 350 informants (annex 3): staff members in HQ (New York, Geneva, Copenhagen), Regional Offices (WCARO and ESARO, plus the Regional Emergency Officer from ROSA) and external interviews with UN Agencies, NGOs and donors. 

· Country case studies in Ethiopia (slow onset), Democratic Republic of Congo (complex emergency) and Sri Lanka (tsunami and complex emergency). Teams of two consultants (three to Sri Lanka) visited for a period of 10 days each, including zonal office visits and meetings with partners and other UN Agencies. The country case studies were based on sets of questions organised around the goals of the DFID programme and achievement of the CCCs.  The case studies did not aim to assess the impact of UNICEF interventions but rather the capacity of UNICEF to perform in emergencies.
· Two questionnaires on humanitarian preparedness and response:
· Country Management Team (CMT Questionnaire) to analyse issues of preparedness and humanitarian response at Country Office level (17 responses out of 50). Copy of the questionnaire in annex 4.  The country offices were randomly selected but included countries from all regions. The questionnaire was drawn up with reference to UNICEF’s draft indicators for preparedness.  Although the questionnaire did not generate the planned number of responses, there were responses from all regions. 

· Individual questionnaires distributed through those 50 Country Offices to analyse views on preparedness and humanitarian response (103 responses)
· Regional questionnaires by sector/operations directed to ESARO, WCARO and ROSA, plus selected REAs (17 responses)
· Analysis of 27 Emergency Preparedness and Response Plans

· Advocacy questionnaires directed to Child Protection Officers (6 responses)
· Key document analysis: list supplied by UNICEF, plus numerous additional documents identified by the evaluation team included in the references 

· Human resources analysis of:

· 150 job descriptions from 10 countries over a period of 10 years (majority last five years) to assess whether humanitarian response has been included

· 40 CVs on the global roster aimed at assessing the extent of emergency experience.

· Meetings with DFID in London, Nairobi, Addis Ababa, Kinshasa and Colombo

6. The evaluation of Goal 4 of the Programme, the Learning Strategy, was carried out by a separate evaluation team, Le Group-Conseil Baastel Itée.  This was an integral part of the whole evaluation and the Learning Evaluation report should be read as a complement to the current evaluation (Baastel, 2005). A summary of the Baastel Team conclusions and inter-relationships with the conclusions from the Valid Team are presented in this report. 

7. An inception report was submitted in early March 2005 but no significant changes were made to the objectives of the evaluation or the methodology.
Focus within the evaluation

8. The evaluation team were asked to place special emphasis on three of the eight goals of the CB Programme:  a) Goal 1: emergency preparedness and response b) Goal 3: human resources: right people, place, time and c) Goal 7: advocacy for children affected by armed conflict.  Gender issues are important to UNICEF as a fundamental part of the Human Rights Based Approach to Programming and were analysed in relation to the humanitarian work of the organisation as a whole and in terms of investment through the CB Programme.  

9. Although UNICEF’s mandate is based on the Convention of the Rights of the Child (CRC) and the fundamental principles of the CRC include child participation, children and women’s views were not collected or analysed in the evaluation as the focus was at organisational level rather than field/beneficiary level. This was agreed in the Terms of Reference. 
Management of the evaluation and reference groups

10. The evaluation was managed by a UNICEF/DFID team. The Evaluation Management Team sought opinions from internal reference groups as appropriate. Two documents were distributed to reference groups: the inception paper (March 2005) and a brief paper on how the evaluation intended to analyse advocacy issues (March 2005).  A workshop in Geneva on 26-27th May with 30 senior UNICEF participants from HQ, ROs and COs together with 4 DFID representatives, validated findings  and discussed possible future directions. Their views are recorded in a separate report (Valid, 2005). 

Milestones

11. Milestones for the evaluation were established as follows:

· Inception Report




4th March 

· Preliminary paper for Geneva workshop 

20th May 

· Geneva workshop




26/27th May 

· Workshop report




Available from UNICEF
· Draft report





20th June 

· Final report





15th July

Structure of the Report
12. The report is structured as follows:
· Programme of Cooperation: Description and Analysis
· Findings:

· Effectiveness Against Goals of the Programme

· Gender Mainstreaming

· DFID-UNICEF Partnership

· Conclusions

· Relevance

· Effectiveness

· Efficiency

· Impact

· Coordination/coherence

· Sustainability

· Cross cutting issues

· Recommendations
SECTION 2: PROGRAMME OF COOPERATION
Background and description of the Programme of Cooperation
13. The Programme of Cooperation was launched to support UNICEF’s plans to enhance responsiveness to children in unstable situations. These plans had been developed at a key conference in Martigny, Switzerland in September 1998 in recognition that the increasing number of economic crises, natural disasters and complex emergencies required new strategies to ensure children’s survival, protection and development. The conference aimed to identify issues and constraints on UNICEF to respond in a predictable and efficient manner and ensure that UNICEF was ready at all times to assume a coordinating role for sectoral support. The conference, now known as Martigny I, also identified the elements of a set of Core Corporate Commitments for children and women in unstable situations.
14. In May 1999, a proposal was submitted to DFID for Phase I of the Programme of Cooperation to implement some components of the Martigny plans (DFID-UNICEF 2000b). One of the principal strategies in the proposal was to mainstream response into the responsibilities of all staff. The proposals also aimed to promote robust advocacy on behalf of children in view of complex political contexts. The Programme comprised three projects: humanitarian preparedness and response, children and armed conflict and mine action. The proposal represented a combination of UNICEF and DFID priorities; while UNICEF wanted to focus on humanitarian preparedness and response, together with issues of children and armed conflict, the aspect of mine action was largely a DFID priority that UNICEF was encouraged to include. The three projects were supported by DFID at a total of GBP 10 million over two years.
15. During Phase I the initial set of ‘Core Corporate Commitments’ (known as CCCs) were presented to UNICEF’s Executive Board in May 2000 and were later refined through a second Martigny conference in June 2003. The current Core Commitments for Children in Emergencies were approved by the Executive Board in June 2004. 

16. UNICEF conducted a review of the results of Phase I of the Programme of Cooperation before submitting a proposal for Phase II (UNICEF, EMOPS, 2001).  The review found positive progress in organisational culture towards a greater recognition of the importance of UNICEF’s mandate in relation to children affected by armed conflict and to the CCCs, as well as a growing understanding of humanitarian principles. Systematic policy guidance on children affected by armed conflict was being accumulated, greater coherence in advocacy was identified and the Emergency Preparedness and Response Planning process had been firmly established and was being rolled out. In terms of security, the operating centre (OPSCEN) was functioning 7 days a week, 24 hours a day and strong progress had been made on installing global communications systems at field level.

17. Weaknesses identified in Phase I focused around the lack of a holistic perspective. The Programme aimed to enhance capacity across the whole organisation but lacked a coherent capacity building strategy. More specifically, there was an artificial split between the project’s different objectives. In addition, the programme as a whole had aimed to build capacity within partners before UNICEF had managed to enhance internal capacity.  Crucially, the review considered that progress was slow on strengthening the Regional Office oversight role and clarifying accountabilities.
18. In recognition of the weaknesses identified, Phase II of the Programme of Cooperation aimed to take a broader approach addressing more programme and operational aspects simultaneously. The Programme aimed to clarify roles between HQ, RO and CO levels and to include most Divisions, while providing a particular focus on three critical support functions: HR management, learning and security.  A specific objective was to address issues of sustainability by incorporating posts funded by DFID into core UNICEF funding during the life of the programme.

Guiding principles and priorities in Phase II

19. Phase II specified that UNICEF’s humanitarian work should continue to be guided by the CRC (Convention on the Rights of the Child), CEDAW (Convention on the Elimination of all Forms of Discrimination Against Women) and international standards for humanitarian assistance. Gender awareness and partnership would be strengthened and the Country Office (CO) level should be the focus of performance. The Programme also aimed to enhance UNICEF’s capacity to deliver on the CCCs and to be consistent with the priorities of the Medium Term Strategic Plan for the period 2002-2005.  The goal of mainstreaming was maintained.
20. Eight goals were established for this single programme in Phase II, reflecting the notion that it was an integrated whole, rather than separate projects as in Phase I.  The oversight role and responsibility of Regional Offices was emphasised in the proposal. The eight goals (annex 2) addressed the following:

Goal 1: Preparedness and response

Goal 5: Security of staff and assets

Goal 2: Operations



Goal 6: Knowledge base for CAAC

Goal 3: Human resources


Goal 7: Advocacy for CAAC

Goal 4: Learning strategy


Goal 8: Policy and guidelines CAAC

Funding for Phases I and II

21. Table 1 below sets out the capacity building programmes of Phases I and II (shaded) totalling GB£22.2 plus two additional grants provided to UNICEF for capacity building in the humanitarian arena: 

i) An additional GBP 2.63million for operations (principally telecommunications 
and supplies). 

ii) An additional GBP1.5 million for mine action from 2003-2005. 

These two additional sums are not directly the subject of this evaluation although they impact on the overall effectiveness of the programme and will be mentioned.

Table 1: Distribution of DFID funding in capacity building support to UNICEF 2000-2005

	CB Programme
	Funding in GBP
	Time period

	Ph I: 3 projects 
	10 million
	Jan 2000 to April 2002

	Ph II: 8 goals


	10 million plus 2.2 mn
	May 2002 to Dec 2005

	DFID 2: Operations
	2.63mn
	March 2000 to March 2005

	Mine Action
	1.5mn
	2003-2005

	Total
	26.33mn
	2000-2005


22. In both phases of the Programme of Cooperation, known as the Capacity Building Programme and for the remainder of this report referenced as the CB Programme, Regional Offices were allocated two thirds of the funding, HQ one third of the funding. Country Offices (with a few exceptions) did not receive funding directly (although they benefited indirectly through ROs).  
23. In Phase I, UNICEF planned to focus approximately 50% of HQ funding on human resource systems, 14% for training and 36% for programming and advocacy.  Phase II budget allocations at HQ level also emphasised HR and programming/advocacy for children affected by armed conflict: the Division of Human Resources at HQ level was allocated US$3.5mn (36% of HQ funding), a Working Group on Children Affected by Armed Conflict managed by EMOPS, US$2.7mn (28% of HQ funding) and EMOPS US$1.3mn (13% of HQ funding).  For reasons discussed below (Paragraph 36) it has not been possible to assess whether spending mirrored these budget allocations.

24. The Regional Office funding allocations in Phase I varied considerably from 31% of the total regional budget to WCARO to 8% each to ROSA, TACRO and CEE/CIS. In Phase II regional differentials narrowed slightly as below and ESARO received the largest allocation of the original budget. The principal reason for the differences in budget allocation was that funds were distributed internally based on proposals from the regions. Regional Offices that presented the most effective proposals received the largest budget allocations. 
Budget allocations by Region in each Phase

Phase I
Phase II

WCARO 
31%
18%

ESARO
25%
22%

EAPRO
11%
13%

MENA
9%
9%

ROSA
8%
13%

TACRO
8%
8%

CEE/CIS
8%
18%
25. Regions placed varying emphasis on each of the eight goals of the CB Programme Phase II. While WCARO invested most of the funding in hardware, training and posts in security, ESARO invested in emergency preparedness and response planning and training. 

Programme Monitoring and Review

26. The CB Programme was monitored through a bi-annual report from each Division and Regional Office, annual review meetings together with DFID and annual joint monitoring visits to selected country offices
. There was also a detailed and strategic review of Phase I in 2002.  The CB Programme was highly results focused in the regular reviews. Results defined in the Phase II logframe were not formally changed throughout the Programme although there was some re-allocation of funds within Goals in Phase II according to changed priorities. Changes were relatively minor and maintained the same overall objectives. 
Partnership between DFID and UNICEF

27. The partnership for the CB Programme has consisted of funding, in-kind contributions of assistance with procurement and supply of consultants to support surge requirements (both on a small scale), staff time in joint meetings and monitoring visits and technical inputs on protection and human rights issues. There has been no collaboration on DFID specialist areas such as conflict analysis and no joint advocacy/lobbying. Issues of the partnership will be addressed in greater depth in paragraph 366-385.
28. The CB Programme has been complemented since January 2005 by a second capacity building programme for humanitarian response funded by ECHO.  The ECHO funded programme covers two principal areas: i) enhancing preparedness and response (supply, distribution and telecommunications equipment) and ii) child protection. The funding is annual within a multi year framework. For the preparedness and response proposal specific countries of focus have been defined
, while child protection will focus on WCARO, TACRO and EAPRO.  
Key terms and concepts used in the CB Programme

29. Two terms used as a conceptual basis for CB Programme were mainstreaming and capacity building. These terms were clarified with the proposal for Phase II as follows: 

‘Capacity building’ 

The proposal states that a good capacity building strategy should have a clear analysis of: 

· linkages between the goals and the organisation’s mandate 
· mission, functions and capacities to be strengthened (including at which levels of the organisation) 

· factors that are constraining capacity

· how the capacities are linked at different levels of the organisation and 

· a rationale as to the choice of priority actions. 

This conceptual framework aimed to shift the whole organisation. Recognising that this was a highly ambitious goal, the proposal noted that results should be defined modestly. 
‘Mainstreaming’ 

The term mainstreaming was discussed throughout the Martigny process. The aim was to integrate humanitarian action into all key processes: programme process (annual planning processes, early warning, reinforcing the oversight function of ROs); human resources (career development, succession planning, rapid staff deployment); learning (training plans, EPR training, humanitarian concepts into regular meetings); security (staff safety into management plans, security in CAP appeals); policy and advocacy (advocacy strategies, policy papers/guidelines). 
The evaluation assesses the extent to which mainstreaming was effective in all these aspects through the analysis of the Goals. 
Design and Management of the Capacity Building Programme

30. The Capacity Building Programme was extremely ambitious. It aimed to facilitate significant changes in an organisation with a total budget of approximately US$1.6 billion per annum, 157 offices and a staff of 8,000 with a capacity building budget of approximately US$8.5 million p.a. It also aimed to achieve changes within five years. 
31. To make these changes the CB Programme was premised on two principal strategies: i) the role of the Regional Office (RO) in providing oversight and roll out of capacity building to Country Office (CO) level and  ii) mainstreaming responsibility for humanitarian response throughout the organisation. The view of the Evaluation Team is that these two premises were and remain appropriate. The RO role is pivotal in an organisation the size of UNICEF and in the best case examples can make a real difference to CO level capacity (see paragraphs 91-93). In terms of mainstreaming, the concept as it is defined above in integrating humanitarian response into processes (paragraph 29) was also appropriate. Equally the interpretation that humanitarian response is the responsibility of all is appropriate but only as a foundation. It does not obviate the need for specialists to provide speed and direction to the response effort. However, to restate, these fundamental aspects of the design of the CB Programme were appropriate. The challenge is to build increasingly sophisticated analysis, prioritisation and more effective implementation around these fundamental premises.
32. To achieve significant changes in a very large organisation in a relatively short period of five years requires strong strategic drive and direction. A weakness in the CB Programme was a lack of strategic direction in the implementation phase. This was largely due to:
· The lack of a holistic organisational assessment undertaken in the design stages of the CB Programme. Such an analysis would have aimed to identify strengths, constraints and bottlenecks in humanitarian preparedness and response capacity and provided the information for strategic decision-making on the direction of CB Programme priority inputs. 
· The bottom-up planning process that allocated funding on the basis of annual proposals by Divisions and ROs. Although this approach ensured that the detail of capacity building was planned close to the point of implementation, it should have been coupled with greater analysis and comparisons of capacity building requirements by different countries/regions at HQ level. 

· The lack of consolidated financial information by region, by goal and by activity. This information was not available (see paragraphs 35-37) and constrained strategic analysis and prioritisation. 

· The lack of a strong inter-Divisional body with the capacity to make strategic decisions about shifting the whole organisation in terms of humanitarian response capacity. The CB Programme aimed to address aspects of the work of various Divisions (Division of Human Resources, Division of Financial and Administrative Management, Programme Division) but the body responsible for bringing Divisions together to address issues of humanitarian response to children (Inter Divisional Standing Committee on Children in Unstable Situations) does not yet adequately provide strategic direction in this area.  A strategic overview was left largely to EMOPS but EMOPS does not have authority over other Divisions making it difficult to drive some of the agreed CB Programme goals.
33. In the absence of prioritisation, funding was spread relatively thinly across the organisation. However, it could equally be argued that mainstreaming required the broad dispersal of funds across all Divisions and to all regions. The dispersal of funding across Divisions and Regions is not seen as a design fault however greater analysis in the future could improve prioritisation and funding distribution. 

34. These are not new issues for UNICEF. There is already a strong level of awareness within the Evaluation Office and EMOPS of the need for a regular strategic overview based on an organisational framework, such as in figure 1 above. EMOPS and the Evaluation Office aim to develop a tool that will help to highlight capacity blockages and gaps on an ongoing basis and provide information for decision-making. It is worthy of note here that UNICEF has already developed a set of draft indicators to identify what constitutes adequate preparedness at Country Office level and some of these indicators have been incorporated into the new early warning-early action system. Consolidating this and other data should help to map capacity building requirements globally. 
Financial overview of Budget and Expenditures 
35. There are two issues in relation to the budget and expenditure within the CB Programme that have had an impact on the overview of the Programme and information for management.  First, the proposal for Phase II was for a total of $25mn of which DFID agreed to fund $14mn (58% of the total). The budget allocations were never revised in relation to the lower funding available and decisions about funding allocations were made ad hoc rather than being based on strategic priorities at the beginning of the Programme.  As a result of the reduced funding, goals on gender mainstreaming were dropped. 

36. In addition, there were no common budget codes established at the beginning of the CB Programme to provide information on how the CB Programme was progressing in activities/expenditure within broad goals. For example, consolidating spending on training/learning compared to hardware inputs for security.  For the same reason, it has not been possible for the current Evaluation Team to analyse expenditure against the Programme Goals. While UNICEF has been completely transparent in providing information on all expenditures at RO level, they are extremely detailed and not collated in a way that is comparable between regions.  
37. It should be noted, however, that within the ECHO Capacity Building Programme, a coding system has been established to facilitate financial reporting against objectives and aggregate reporting against goals. One further point is that while it was not possible to assess expenditure against goals, it was also not possible to assess the value of the contributions in additional funding from UNICEF’s own resources made by COs and ROs to the goals of the CB Programme, although the Learning Strategy Evaluation demonstrates that this was the case (Baastel, 2005).
Selection of Goals 
38. The CB Programme brought together four elements within the goals:

· Emergency preparedness and response

· Operations (including HR systems and security)

· Learning Strategy 

· Children affected by armed conflict 

This set of goals brought together Operations with Programmes and was appropriate, especially in a context of mainstreaming. The major gap identified was in building capacity for sector level humanitarian response and coordination in relation to the CCCs (the first version of the CCCs was drawn up in May 2000 pre-dating Phase II of the CB Programme). Sector level capacity was covered to some extent by the Learning Strategy but was relatively limited and not closely tied to the CCCs. 
Management of Child Protection Goals
39. The goals for children affected by armed conflict were implemented through EMOPS by a Working Group on Children Affected by Armed Conflict comprising Programme Officers responsible for mine action, sexual exploitation and abuse and advocacy. However, most of the thinking on children affected by armed conflict and linkages to external CAAC working groups is undertaken through the Child Protection Section of the Programme Division. This led to diffusion in efforts in the area of CAAC and contributed to the fact that the Child Protection Section only received 3% of HQ funding in 2004. The ECHO funded work on child protection that began in January 2005 is being managed through the Child Protection Section of the Programme Division and leadership through the CP Section would be the most effective direction for any further work in this area.
How far can achievements be attributed to the CB Programme?

40. The CB Programme has both catalysed and facilitated UNICEF to implement the Martigny agenda and develop mainstreaming across Divisions and in rolling out the agenda to COs. The Programme provided financial backing to shift the organisation towards these goals. Most of the achievements cited in the Executive Summary are directly or indirectly attributable to the CB Programme. Some examples are:

· The roll out of the Emergency Preparedness and Response Planning and ongoing technical support to COs in humanitarian preparedness and response could not have been achieved without the crucial Regional Emergency Adviser posts, all of which were initially funded by the CB Programme
. 
· Likewise the roll out of EPRT, PATH (Principled Approach to Humanitarian Action) and other training was supported by DFID, as was the training for Peer Supporters. 
· The CB Programme has funded the Humanitarian Policy and Advocacy post that has been responsible for driving the UNICEF child protection agenda within the Security Council and has made ongoing contributions to IASC working groups. 
· The work of the IASC Task Force on Protection from Sexual Abuse was supported by the CB Programme and has led to the roll out of training in sexual exploitation and abuse in humanitarian contexts.  
· The Emergency Focal Point in the Division of Human Resources was supported by the CB Programme and was pivotal in identifying staff for surge requirements in the tsunami response as well as continuing to work on longer-term systems for improved human resource mobilisation for emergencies.  
Some achievements that can be attributed to the DFID 2 Programme to support operations include the following.
· Support to telecommunications and technological upgrades within the Operations Centre (OPSCEN) in New York that provides 24 hour information to UNICEF on key events and potential hazards. 
· Enhancements in the Supply Division, especially in relation to the establishment of regional supply hubs can also be attributed to DFID 2 
· The roll out of enhanced IT and vehicle reinforcement for MOSS (Minimum Operating Security Standards) compliance. 
Conclusions/recommendations on the design and management of the CB Programme

41. The CB Programme was based on demand-driven planning through proposals submitted by Regional Offices and Programme Divisions. This ensured that the detail of the CB Programme was closely linked to requirements of ROs and HQ Divisions but it lacked overall strategic planning from HQ level.  In the absence of a strategic overview and of financial reporting against goals, it was difficult to prioritise interventions.  UNICEF’s capacity building for humanitarian response in the future should be driven by EMOPS, in conjunction with other Divisions and in collaboration with ROs.
Recommendations 
I. UNICEF should revive the Inter Divisional Standing Committee on Children in Unstable Situations to track and strategically manage capacity building across the organisation. Ideally the Committee comprising Divisional Directors should meet periodically and at least once a year together with invited Regional Directors. EMOPS should play a secretarial role to the Committee, providing information for decision-making. If the IDSC option is not feasible, strategic direction should be managed through the Global Management Team. 

II. EMOPS should track UNICEF’s organisation-wide capacity in humanitarian response based on:

· The demand for humanitarian response: frequency of emergencies, type of emergency, size of population affected, child development indicators. 

· Capacity of the CO and ROs in relation to the organisational tool (to be developed), including an analysis of capacity across the CCC sectors

· Capacity of governments and NGOs to provide effective humanitarian response

III. UNICEF should define budget codes for humanitarian capacity building that will allow tracking across programme objectives and regions and will distinguish contributions from donors/UNICEF’s own funds. 
IV. Upgrade the post of Capacity Building Programme Manager to provide analysis and information for decision making to EMOPS. 
V. Any future goals in humanitarian preparedness and response should be separated from those related to child protection.  Goals related to children in armed conflict should be managed by the Child Protection Section in the Programme Division.
SECTION 3: EVALUATION FINDINGS 

3.2
ORGANISATIONAL CAPACITY ASSESSMENT FRAMEWORK 

EXTERNAL CONTEXT: HUMANITARIAN TRENDS 
The humanitarian caseload

42. The caseload and demand for humanitarian action has clearly increased over the last five years and this upwards trend is likely to continue for the next five to ten years. The number of natural disasters has risen from an average of 428 p.a. between 1994 and 1998 to an average of 707 p.a. from 1999 to 2003 (IFRC, 2004). Drought and famine have been the most deadly natural disasters. Evidence of, and forecasts for climate change warn of an increase in extreme weather events, particularly storms and flooding
. There is already evidence of a doubling of flood-related disasters in the last decade (Hoyois and Guha-Sapir, 2004).

43. Major armed conflicts have reduced in number from 31 in 1990 to 19 in 2003 (SIPRI, 2004). However, many of these are protracted: an estimated 14% of the population of developing countries (excluding India and China) now live in countries experiencing protracted crises (Randel et al, 2004). Research suggests that half of all armed conflicts that have ended will re-emerge within 10 years (SIDA, 2003). The transitional phase associated with conflict resolution can last for some years and is usually associated with continuing humanitarian needs. Thus, there can be no complacency about this conflict-related caseload; it may well continue to rise. Most of these conflicts are now intra-state and are often associated with poverty and inequality. A recent study concludes that high rates of mortality in conflict-related crises are more to do with the pre-existing fragility of the affected population than the intensity of the conflict itself (Guha-Sapir and Gijsbert van Panhuis, 2003). 

44. There is a geographic pattern to these trends. More than 90% of people affected by natural disasters live in Asia (IFRC, 2004). As Annex 5 shows, the Asian continent has the highest incidence of floods in the world although Africa has the highest incidence of drought. However, a striking feature of these two (and other) natural disasters is the much higher numbers of people affected per disaster in Asia than anywhere else in the world – often almost double. 

45. Meanwhile, the majority of conflict-related emergencies have occurred in Africa although Asia comes a close second. Between 1990 and 1993 there were 18 conflicts in Africa; over the same time period there were 16 in Asia (SIPRI, 2004). The coincidence of natural disaster with conflict/ political instability is now a common phenomenon with more than 140 examples in the last 5 years (Buchanan-Smith and Christoplos, 2004).

46. Meanwhile, the HIV/ AIDS pandemic has reached emergency proportions, especially in southern Africa. During 2004 it is estimated that 2.3 million adults and children died of AIDS in Sub-Saharan Africa, dwarfing the number of deaths caused by any other form of disaster (UNAIDS, 2004). Not only is this an emergency in its own right but HIV/AIDS infection rates can soar during emergencies, particularly conflict emergencies associated with population movement and sexual abuse.

47. An as yet unknown threat is the predicted rise in epidemics and newly-emerging infections. WHO warns that globalization, climate change, the growth of megacities and the huge increase in international travel could all contribute to a rapid increase in infections and epidemics. One of the most serious threats is pandemic influenza, regarded as ‘one of the most significant global public health emergencies’ by experts (WHO, 2005:3). Global preparedness measures involving national governments and the WHO have been underway since 2004. 

48. Children are disproportionately affected in humanitarian crises, particularly in some of the poorest countries in the world where they account for a high percentage of the population. They are amongst the most vulnerable to natural disasters. They are often targeted in armed conflicts as the distinction between combatants and non-combatants has weakened in recent decades. Indeed, the vast majority of armed conflicts use child combatants (under 18 years of age) and in more than half of the states at war in 2003 there were reports of child combatants under 15 years of age (JMJ International, 2005; Project Ploughshares, 2004).  Girls and boys are recruited (some by abduction) and used as sex slaves or domestic servants as well as combatants. 
49. Children make up more than half of the world’s 50 million internally displaced populations (OCHA, 2005). Displaced children face malnutrition, disease, lack of adequate shelter, physical and sexual violence, lack of access to education and psychological stress. Children affected by conflict and displacement can also face separation from families.
50. The HIV/ AIDS crisis is also disproportionately affecting children and young people and girls, in particular. More than half of new infections are in young people under 25 years (UNAIDS, 2004). Girls and young women 15-24 years in sub Saharan Africa are three times more likely to be infected than boys/young men (ibid). The number of new infections continues to rise: there were more than 3 million new infections in sub Saharan Africa in 2004 (ibid). Children are impoverished in families living with AIDS and some 14 million globally have been orphaned. They are more likely to drop out of school and can become child heads of families. All humanitarian contexts, including natural disasters, give rise to child protection issues. 
The political context

51. The blurring of boundaries between humanitarian action, foreign policy and military intervention has been a recurring theme over the last ten years. Within the UN, this is evident in the move towards greater integration of the UN’s humanitarian, political and development agencies during the 1990s in terms of a convergence of goals and of management structures, for example in Afghanistan and Sierra Leone. By the end of the 1990s this ‘integration model’ for the UN was more or less accepted and appears to be here to stay for at least the immediate future (Macrae and Harmer, 2004).

52. More recently, the global war on terror post 9/11 has heralded a new era of political pressure on international humanitarianism and greater influence of the US on the UN. This was never more evident than in the tragic bombing of the UN in Baghdad which raised serious concerns about how the UN is perceived: by Al Qaeda ‘as an instrument of a US-led Judeo-Christian crusade against Islam’ (Jones, 2004 :25). Meanwhile some western governments, most notably the US, have started to channel large amounts of humanitarian assistance through its military in certain conflict situations where its own army is engaged, for example in Afghanistan. This further blurs the distinction between humanitarian assistance based on need and humanitarian assistance designed to meet political and military objectives, and it compromises the independent and neutral status to which humanitarian agencies aspire in order to negotiate access to affected populations in areas of conflict.

53. The challenges of working in protracted crises are forecast by many to increase rather than recede in the post 9/11 context. Protracted crises and failed states are attracting greater attention, for reasons of security associated with the global war on terror (Jones, 2004). 

54. This has all had a knock-on effect on UN security with much tighter rules and therefore more restricted access to areas of conflict. (See paragraphs 305 and 309:III). Meanwhile, NGOs operate under less stringent security management and are accessing many such areas, posing a particular challenge for UN coordination and leadership of international humanitarian action.

55. The changing political context poses a real challenge for humanitarian principles. Whilst the distinctiveness of humanitarian aid is increasingly acknowledged, this distinctiveness is eroded where humanitarian assistance becomes closely linked to military intervention and foreign policy as described above (Macrae and Harmer, 2004). This has fuelled an active debate about the relevance of, and promotion of humanitarian principles, thrown into particularly sharp focus by the Iraq war.

56. The implications of humanitarian principles (especially neutrality and independence) are challenging for agencies like UNICEF which a) straddle both development and humanitarian assistance, and b) work closely with governments, including western donor governments and governments of recipient countries. Although striving to meet humanitarian principles and with a record of defending them, UNICEF (like many other UN agencies) is unable to operate independently of either sets of government. An example of this dilemma for UNICEF in relation to DFID is the specific objective in DFID-UNICEF’s Institutional Strategic Partnership  (ISP) (DFID, 2000) which encourages “UNICEF and other UN agencies to avoid collaborating with the regime in Burma, except where necessary to tackle health issues with regional or cross-border implications”. Although relating to UNICEF’s development work, this objective could be seen as threatening UNICEF’s independence and impartiality in humanitarian assistance. 
The international humanitarian system

57. Demands for improved performance by agencies doing humanitarian work and thus  higher quality interventions have increased in the last decade, since the much-criticised and highly publicised international response to the Rwanda crisis in 1994. Initiatives to set minimum standards and to strengthen the accountability of the system have proliferated. Poor performance is now much less likely to escape the notice and scrutiny of funders, evaluators and peer agencies.

58. There has also been a tenfold increase in the number of actors involved in humanitarian response since the end of the Cold War (Kent, 2004). Pressures to coordinate have become correspondingly stronger, especially in high profile and well-resourced emergencies like the Kosovo crisis and the tsunami. UNICEF’s (and other UN agencies’) role is to support governments to coordinate. The extent of UNICEF’s intervention depends on government capacity, the political context and type of emergency. For example in countries with strong states (eg some Asian countries vulnerable to natural disaster), national and local government may play the key coordinating role with UN agencies in support. In countries with weak states or where government is party to the conflict (eg in a number of African countries) the UN is expected to play a much fuller coordination role which includes negotiating humanitarian access as well as technical and programme coordination. 
59. Yet there are particular challenges to the UN in being accepted as coordinator by other humanitarian agencies a) if its humanitarian response is seen to be tainted/ too close to political interests (including host governments) b) if it is seen as a funding competitor (Kent, 2004) or c) it is not seen to have sufficient technical competence within the sector in question.

UNICEF WITHIN THE UN SYSTEM

UNICEF’s humanitarian role

60. As the UN agency with the most extensive global coverage, a high profile and very broad mandate, UNICEF is expected to play a central role in responding to humanitarian emergencies. Indeed, it can become ‘agency of last resort’, expected to fill gaps left by weak capacity or the absence of other UN agencies. Its strong development presence means that it usually has an operational track-record before an emergency happens, and it is therefore expected to scale-up or adapt its operations to meet humanitarian needs.

61. UNICEF is a particularly significant player in protracted crises within the UN system. For example, it requested about a fifth of total resources for the CAP in Sudan, Somalia, Caucasus and Burundi (Randel et al, 2004). It also has a key role to play in transitional contexts. Many of the interventions identified by the Working Group on Transition Issues appear to fall within UNICEF’s mandate, including DDRR of child combatants, mine awareness and child protection. 

UN Reform

62. On the humanitarian side, UN Reform is driven by concerns about poor performance, inadequate strategic planning and weak coordination within the UN system. Reforming the mechanisms for UN humanitarian action go back to the early 1990s with the establishment of DHA, the IASC and the CAP. This pre-dates the UN Secretary General’s 1997 reform package. More recent initiatives that are part of the current UN Reform process for humanitarian action include the review of the IASC, UNDG and ECHA’s work on transitional and post-conflict situations, and the current Humanitarian Response Review. 

63. The wider UN reform package promotes greater UN cohesiveness between the UN’s political, peacekeeping and humanitarian actors in line with the integrationist agenda mentioned above. This is demonstrated at field level through the organisation of the UNCT. But at times this conflicts with gains of earlier UN reforms on humanitarian action, for example the role of humanitarian advocacy which may sometimes mean taking on political actors and processes, promoting humanitarian principles and indicating the limits of an integrationist approach. This is further evidence of the current and anticipated challenge to humanitarian principles.

64. Some of the most obvious progress in UN reform is around coordination of humanitarian action. The IASC is credited with progress on a number of initiatives that have promoted field level coordination amongst UN agencies and some major INGOs, for example the CAP/ CHAP process and the HC system, thus allocating clearer responsibility within humanitarian programming. But progress in addressing some of the underlying structural problems such as mandate gaps and overlap and capacity gaps is much weaker. According to Jones and Stoddard (2003), hard issues and trade-offs are not yet being dealt with. The lack of synchronisation between UN agencies is a particular issue: whilst some UN agencies organise themselves in relation to target group (UNICEF and UNHCR), others operate in terms of sector (WFP and WHO). These issues are beyond the scope of this evaluation but are ever-more pressing to be addressed, not least to relieve some of the demands currently placed on UNICEF in terms of humanitarian response. 

65. UNICEF has been an active participant in UN reform of humanitarian action. It is credited with playing a) a consistent leadership role, b) a principled role, standing up for humanitarian principles and promoting a rights-based approach to programming, c) a substantive role including leading or co-leading many inter-agency initiatives, for example on the prevention of sexual exploitation and abuse and chairing the UNDG/ ECHA Working Group on Transitions. Playing such a key role was a strategic choice and decision of the Head of EMOPS from the late 1990s. He is seen as a driving force behind the IASC, as commended by Jones and Stoddard (2003:30): ‘clearly, UNICEF stands out in terms of the level of corporate support that it has provided to the IASC over the years. This comes in the form of the decision to appoint their director of emergency operations as IASC focal point; from his deep, personal involvement in every aspect of the IASC’s work; from their decision to second a senior staff member to the IASC Secretariat; and from the participation of UNICEF staff both at headquarters and the field in all sorts of IASC activities. UNICEF has continued to provide exemplary support, for example in the level of engagement in the SWGs on CAP and particularly on Contingency Planning’.
66. Engagement in UN reform on the humanitarian side has clearly been a priority for UNICEF’s chief executive: ‘of all the agency principals she is the most consistent in her attendance of the IASC and ECHA meetings’ (UNICEF, 2004a:13), although its record is not so strong on the development side. UNICEF’s evaluation of its contribution to UN Reform also indicates a general consensus amongst UNICEF staff that its active role in UN reform and especially in humanitarian coordination is seen as integral to its mandate and has benefited the organization. 

67. But there are some caveats. UNICEF is sometimes perceived by other UN agencies as promoting its own identity to the detriment of the broader system. And there is a concern that UNICEF’s commitment to concepts and principles at a policy/ inter-agency level (for example on rights-based programming and child protection) are not always translated into effective practical implementation in the field, or sufficiently forceful advocacy. Some see UNICEF’s engagement in inter-agency processes driven by a small group of very committed coordinators, but without the full understanding and support of the whole organisation (UNICEF, 2004a).

Donors and funding

68. Much has been written about the competitive aid environment that UN agencies face (for example, Kent, 2004). This is seen to contribute to the unpredictability of funding, characterised by earmarking, short and unpredictable funding cycles and donor decisions based more on domestic and international policy priorities than humanitarian need (Smillie and Minear, 2003). It also tends to encourage competitive rather than collaborative behaviour between UN agencies.

69. There is a perceived shift in donor funding towards an increasing influence of donor governments over UN agencies and increased earmarking of funds, although the overall share of humanitarian aid resources channelled through UN agencies does not appear to be declining (Macrae et al, 2002). However, the mechanisms for channelling humanitarian assistance to UN agencies do seem to be changing. There is a move towards a greater pooling of donor funds for UN agencies engaged in humanitarian response, particularly at country level through the HC but also at a more centralised level. Although this is supposed to result in the more strategic allocation of funds and greater coherence within the UN, there are concerns within UNICEF about possible delays in disbursement.

70. Despite the apparent commitment to impartiality, the humanitarian aid system is still far from being needs driven. Humanitarian assistance per capita of the affected population varies enormously. For example, an appeal in 2003 for Chechnya successfully raised $40 per affected person. An appeal for flood relief in Mozambique in the same year was less successful, raising only $0.40 per affected person. Meanwhile current pledges for the tsunami response amount to around $1000 per affected person (Maxwell and Clay, 2005). These unpredictable and variable levels of humanitarian assistance funding are a fundamental challenge to implementing a rights-based approach to humanitarian assistance.

71. The CERF is an attempt to make funding more predictable, but has not been wholly successful because of a reluctance to use the fund as it is a loan to be repaid rather than a grant. However, there seems to be growing support for this to change.

72. Although there is usually an unequal power relationship between donor and recipient agency (including UN agencies), with donors demanding higher levels of accountability, the Good Humanitarian Donorship (GHD) initiative is an opportunity to redress the balance. It is an opportunity for UN agencies to engage with and to influence donors, not least in terms of advocacy and holding donors to account, for example in respecting humanitarian principles and becoming more needs-based, on more multi-year funding agreements and unearmarked funding at programmatic, country and regional levels. But it should also be noted that progress in implementing the GHD is slow to date (Harmer and Cotterrell, 2004).

Implications of the external environment for UNICEF 

73. The implications of these trends can divided into four sets of recommendations.  

Skills, systems and resources 

To respond to all phases and types of emergencies, UNICEF will need to: 

I. Given that the humanitarian caseload will continue to rise over the next 5-10 years, UNICEF should either i) increase its overall resource base or prioritise specific humanitarian sectors as it seems unlikely that UNICEF can continue to try to meet all the CCC sectors in all humanitarian crises in a context of growth in demand.  Debate whether increased funding or prioritising sectors is the most feasible option for UNICEF in the IDSC or GMT. Specifically, UNICEF should state clearly that shelter is not one of the CCC sectors and advocate for another UN agency to take responsibility for this area. 
II. Strengthen its ability to monitor and analyse the external environment, perhaps even forecasting different scenarios. This should include political analysis to inform the defence of humanitarian principles. UNICEF could do this in two complementary ways. It should develop its internal capacity which may mean adding an extra staff member to the Policy and Advocacy Unit of EMOPS. It should also strengthen its links to academic institutions such as the Overseas Development Institute (ODI) in London and/ or the Center for International Cooperation (CIC) in New York, for example by commissioning annual or more frequent ‘seminars’ with such humanitarian experts, dedicated to understanding the implications of their analysis of humanitarian trends for UNICEF. This process could involve other UN agencies as part of the UN reform process. 

III. Further enhance skills to work in protracted crises and transitional contexts – usually the most challenging in terms of political analysis, humanitarian dilemmas and issues of neutrality (in spite of these being unattractive postings).  This should be tracked through the Learning Programme 
IV. Strengthen rapid response capacity as sudden onset disasters continue to grow.  Enhanced early warning-early action systems should facilitate more effective rapid response 
V. Strengthen skills in sector based coordination as the number of humanitarian actors continues to increase and look towards UNICEF for coherence and cohesion. This will be addressed in the learning programme. 
VI. Reinforce skills in advocacy for humanitarian principles and against the violation of children’s rights (especially in armed conflict) at CO and global level. 

Driving the UN Reform agenda, rather than being driven by it. 

VII. UNICEF should invest in developing a long-term vision for UNICEF’s role within the UN Reform process. This should include documenting practical minimal requirements for engagement in joint programming at CO level and clarifying operational requirements under different scenarios (as recommended by Mendelsohn et al, 2004). This should also include analysis of how planning/activities in capacity building are influenced by the UN Reform process and which aspects can and should be done together with other UN agencies. 

Advocacy: 

VIII. As a leading proponent of a rights-based approach to humanitarian assistance, UNICEF should advocate for greater impartiality and reliability in the allocation of international humanitarian aid.  Documented analysis on how differential allocations in humanitarian assistance affect the rights-based agenda for children could be used by both UNICEF and DFID within the Good Humanitarian Donorship initiative. 
IX. UNICEF should continue to build on its track record in promoting humanitarian principles, within the UN system and with donor and recipient governments, in a political context where the pressure to compromise humanitarian principles may increase. This requires sustained investment in UNICEF’s policy and advocacy unit at HQ level, and strengthening its advocacy capacity in countries where humanitarian principles are most threatened. 

Possible growth areas in programming
X. Given the forecast that around half of post-conflict states are likely to return to war within 10 years and that children and adolescents are likely to engage in those conflicts, UNICEF could consider stepping up activities to engage children, adolescents and women in peace-building
 
XI. Engage in disaster reduction and vulnerability analysis and activities through UNICEF development programmes. 

3.1 INTERNAL CONTEXT: ORGANISATIONAL MOTIVATION AND 

RESOURCES, SYSTEMS, PROCESSES

Mission and organisational motivation

74. UNICEF has strong organisational motivation towards enhancing effectiveness in humanitarian preparedness and response as evidenced by the organisational mandate, HQ leadership and increased funding for humanitarian response. Additionally staff responding to this evaluation showed a high degree of interest in gaining further experience in emergencies. Factors working against organisational motivation are inconsistencies in the degree of leadership/accountability at Regional and Country Office levels and weak linkages between the staff development system, promotion opportunities and emergency performance.

Mandate and priorities  
75. UNICEF is mandated to respond to all children in unstable situations, based principally on the Convention of the Rights of the Child and on a mission statement drawn up in 1996 (still current) that reaffirmed UNICEF’s responsibility to children in emergencies in two clauses.  UNICEF’s Medium Term Strategic Plan is a good representation of organisational priorities. Humanitarian response was integrated into the MTSP for the period 2002-2005 but was not comprehensive or entirely clear. This has been strengthened in the new MTSP for 2006-2009. More work has gone into aligning humanitarian response with the new Focus Areas and the Core Commitments for Children have been integrated into the monitoring system. 
Leadership

76. The Executive Director’s leadership over the period 1995-2005 also showed considerable drive towards enhancing effectiveness in emergency response and drove the ‘Martigny Agenda’ including mainstreaming humanitarian response into becoming ‘everybody’s business’.  Many long-serving staff members referred to a ‘sea change’ in perceptions on emergencies over the last decade as the responsibility of all staff. Within the Valid individual questionnaire responses, 77% of respondents agreed that mainstreaming is the best way to increase UNICEF’s response capacity.  Nevertheless, many staff expressed the view during this evaluation that mainstreaming is not yet complete, either in terms of systems and processes or in terms of the level of acceptance of programme/operational staff. 

77. Leadership at Regional and Country Office level towards enhancing capacity in humanitarian response has been more variable (UNICEF, Evaluation Office, 2002). Country level leadership, especially through the Country Representative and Senior Programme Officer were considered amongst the most important factors in determining the speed and effectiveness of humanitarian response (Valid surveys and ranking exercises).  To ensure reliable response to emergencies will require reliable and quality leadership on humanitarian response.

78. Some of the characteristics of effective leadership for humanitarian response were identified with senior staff at CO level in Sri Lanka following the tsunami response, as follows: 
· Strong personal commitment to UNICEF’s mandate on humanitarian assistance and specifically its mandate on children in humanitarian emergencies
· A willingness to take action and to take risks to meet the needs of children and women affected by unstable situations

· A willingness to back staff within the CO team who take risks to advocate for children. The importance of taking risks needs to be recognised, valued and rewarded within UNICEF’s culture.
· An ability to be strategic and to see the big picture as well as understand the reality of the field and be able to relate to the needs of the field
· Strong experience and confidence about effective action in humanitarian response

· An ability to inspire staff
Most of these factors have already been identified by UNICEF. They are set out in competencies on the Learning Web and are used within the Management and Leadership training programmes aimed at Country Representatives, Senior Programme Officers and Senior Operations Officers.  The report returns to these points in the discussion of Goal 4: Learning Strategy (para 285-287).
Funding

79. UNICEF funding for humanitarian response is growing in total volume and as a proportion of all spending. The Terms of Reference for the evaluation cite that some 40% of all funding is currently spent on emergency response and the total spending on emergencies more than doubled between 1998 and 2003.  A narrower analysis of earmarked resources for emergencies shows an increase in spending from US$253mn in 2002 to US$359mn in 2004 and an increase from 20 to 22% of total spending over the same period (UNICEF, MTSP, 2005:85).
80. However, the proportion of regular resources (un-earmarked funding) to total income has progressively deteriorated, ‘causing the largest gap ever in 2004’ when just 40% of total income was from RR and 60% was earmarked (MTSP 2006-2009). The risk in decreasing RR is that core posts, not directly attached to projects, become more difficult to fund and this can lead to short-term contracting and a lack of continuity. It works against developing sustainable capacity for humanitarian response. 

Organisational culture and humanitarian response
81. There are various aspects of organisational culture that impact on humanitarian response and effectiveness. While this is an extremely difficult area to measure, the evaluation found some trends. 

· There is a culture of reference to the difficulties in the implementation of decisions/plans as a result of decentralisation. This perception can be used to justify gaps in accountability and lack of decision making. For example, although the Regional Office is collectively responsible for oversight in humanitarian response, it can be difficult for the RO team to fulfil that role in a culture that views decision-making authority for humanitarian response as being principally based at country level. 

· UNICEF produces excellent analysis in many different areas but there is not always follow up and implementation of the conclusions, especially from a holistic and strategic perspective as noted earlier in this report in relation to the current programme. Another example was the lack of follow up to the Brasilia Conference on human resources in 2002.

· UNICEF tends towards producing excellent guidelines, systems and processes when a focus on implementation would be more useful and ‘good enough’ guidelines would be faster and more effective in practice. 

· Another aspect of guidelines is that there seems to have been an over-emphasis on producing quality guidelines and much less emphasis on dissemination. The evaluation found many examples of staff not being aware of the organisation’s own guidelines.

· There is a culture of risk aversion, especially within systems/bureaucracy and advocacy. Anxiety over maintaining systems and procedures and the possible impact of audit reinforces the extent of risk aversion. Anxiety over risking relations with governments in countries of operation is a major influencing factor in weak advocacy. Risk aversion can work against effective humanitarian response. 

· Over-work. Many staff members referred to a culture in which regularly working excessive hours and most weekends is the accepted norm.  This is linked to difficulties in prioritisation. 

Individual incentives/rewards

82. The evaluation found that 87% of respondents in the individual questionnaire expressed an interest in increasing their experience in emergency work and that the proportion was higher amongst national staff.  86% of staff also considered that experience in emergencies is valued within UNICEF and can further career prospects. 
83. However, the Global Staff Association argues that there is still some way to go yet to achieve a meritocracy within UNICEF where promotion is reliably based on effective performance and there are robust career development opportunities. A survey undertaken in 1994 through a management study by Booz-Allen and Hamilton Consultants (Booz-Allen and Hamilton, 1994) was repeated in 2004 showing small improvements in some areas but that considerable work is still to be done in career development and performance management. Only 17.5% of 1,138 respondents in 2004 agreed that UNICEF’s career development systems are clear and fair (compared to 13% in 1994) and 15% agreed that UNICEF’s approach to promotion is objective, fair and correct (same figure in 1994). There was a greater improvement in opportunities for women: 68% of respondents considered that women have equal opportunities compared to 61% in 1994.  There was a notable negative shift, however, in attitudes towards the compensation package. In 1994 53% agreed that it was equitable, fair and competitive, down to 41% in 2004.  
84. To bolster career development, UNICEF introduced a system known as P2D (personal and professional development) in 2003. The system aims to support personal and professional development through training sessions and exercises in self awareness (of capacities and opportunities), guided individual action and development coaching. P2D champions have also been trained to support colleagues. Comments on the system by evaluation respondents referred to the usefulness of self-awareness exercises but staff criticise the fact that it is too individually focused and not yet sufficiently linked to institutional career development paths. 
85. To enhance motivation to work effectively in humanitarian response, including in the difficult contexts described above, is part of the broader package of career development and compensation package issues. These issues were recognised in a major human resource planning in Brasilia in June 2002 but have not been adequately followed through. It is encouraging that plans for further investment in career paths, staff development and performance management feature strongly in the new MTSP. It is essential that these plans are actually implemented in practice, and the Evaluation Team proposes that closer linkages are also made with the need for surge capacity for humanitarian response, discussed further in relation to Goal 3.
STRUCTURE, RESOURCES, SYSTEMS AND PROCESSES
Structure: decentralisation and accountabilities 
86. UNICEF has three levels of organisation: Headquarters, Regional Office, Country Office (plus zonal or sub offices at country level).  There was a consensus throughout the organisation that the organisation is highly decentralised with the major decisions on humanitarian operations being taken at CO level. The mid level, Regional Offices, was only established in 1998, prior to that COs reported directly to HQ. Regional Directors are line managers of Country Representatives and Regional Advisers can use that line of authority if they are concerned about the quality of work at CO level.  

87. There are three key questions about decentralisation for this evaluation: a) how does the current structure function and is it effective and cohesive in terms of responsibilities and accountabilities? b) is centralisation or decentralisation more effective in humanitarian response and c) what is an appropriate structure and procedures for reliable and effective humanitarian response in the future?
How does the current structure function in terms of responsibilities and accountabilities? Is it effective and cohesive?
88.        At present, responsibilities and accountabilities for humanitarian response are set out between the accountabilities paper of 1998 (UNICEF, Executive Board, 1998) and the CCCs. There has been further analysis since that time, including clarification of roles and accountabilities in emergencies. 
89. The CO is responsible for the overall response
, ROs for programme oversight, guidance and support
 and HQ for identifying situations to be treated as a priority, activating the global trigger and other support functions
.  Where the Country Programme’s annual RR allotment is $2 million or more, the Country Representative is authorised to re-programme up to $200,000 of supplies and funds to an emergency response and where it is less than $2 million, up to $150,000 can be re-programmed. Country Representatives are expected to agree these sums with government but they do not require authorisation by the Regional Office. This is a relatively small sum and signifies that the CO must engage the RO and EMOPS for most emergency response as ‘pitch documents’ for funding require their authorisation. 
90. However the extent to which COs seek the support of ROs and HQ in planning and implementing humanitarian response depends largely on the approach of the Country Management Team.  In the best case scenario, the CMT is able to share decision-making with ROs and HQ and does not feel threatened or stigmatised by requesting support.  However, in the absence of confident and experienced CO level leadership, coupled with situations in which staff are tired and stressed, COs may neither recognise the impending crisis nor request support in a timely way (Liberia, Nepal and Darfur). The Darfur evaluation noted that ‘UNICEF’s decentralised 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’ (UNICEF-DFID,2005). 
91. Communication and cohesion in approach between CO-RO-HQ was considered to be weak in Darfur and Liberia at least in the early phase of the crisis. Some of the same issues were also observed in Nepal. There was a reluctance to request support from the RO and HQ and this was associated with a slow reaction to the situation. In the case of an impending crisis, the oversight role and back-up trigger from ROs can be pivotal. However, ‘there remains a tension in the organisation as to what this oversight function really means’ (DFID-UNICEF, 2003).  Regional Offices vary in the extent to which they have been able to develop and interpret the oversight role. ESARO (East and Southern Africa Regional Office) has worked hard to develop a proactive oversight role, including quality control, technical support and representation. This has included taking an interventionist approach with some countries (examples being Ethiopia, Zimbabwe and Uganda) when the RO team has observed an impending emergency and considered that the CO required additional support and guidance/oversight.  ESARO estimated that some 24% of all Regional Adviser/Officer visits to countries in 2004 related to emergency technical support or oversight. 
92. ESARO has gained considerable respect from COs in the region, demonstrated by the results of a Client Satisfaction Survey in January 2005 with responses from 20 of 21 countries in the region. The results showed that COs are satisfied with most areas of RO work and that emergency was considered as good, ranked second out of 19 core areas. Importantly, the Ethiopia CO ranked the participation of most personnel in an EPRP process (with the support of the RO) as being the most important factor in timely and effective response. This result does not correspond with overall results from the broader CMT survey and reflects the importance of ESARO’s contribution in Ethiopia.  

93. Other positive comments about RO support in general to emergency response during the evaluation were that regional offices have a closer understanding of the country context than HQ.  COs also recognised that they have greater distance from day to day realities and can provide a fresh perspective on issues. In some cases they can effectively back advocacy for issues as Regional Directors or Regional Advisers can sometimes more easily broach sensitive issues with governments than staff based in country. Finally most COs considered that the role of ROs had strengthened over time. 

94. In spite of these positive factors, Regional Offices, (including ESARO in some aspects), face constraints in this crucial oversight role. 

i) The demand on Regional Offices is extremely high and will increase as the humanitarian caseload grows.  All regions (except ROSA) cover twenty or more countries
.  WCARO (West Africa) observed that of 24 countries in the region, 8 were in a high state of requirement for support in 2005, 7 medium and 9 in a state of low support requirement. 

ii) Inevitably, Regional Advisers, including the Regional Emergency Adviser, are over-stretched. While ROs consider that review of EPR plans is their responsibility as part of oversight, they observe that the volume of work makes effective review impossible. Most Advisers that responded to questionnaires had not reviewed any EPR plans, some had reviewed a sample, while one respondent had reviewed almost all. Most had provided timely support to humanitarian response by telephone but less support to preparedness planning.
iii) Not all Regional Advisers fully embrace their responsibilities in humanitarian preparedness and response. In some cases, there is a tendency to default to the Regional Emergency Adviser over emergency issues.
iv) Where the Regional Director is at the same grading level (D2) as Country Representatives, especially in very large countries (such as in ROSA), it is more difficult for the RD to command sufficient authority to fulfil an oversight role. 

v) Regional Advisers have no direct managerial authority over sector-based humanitarian issues at country level. However, if they are concerned about performance, they can call on the authority of the RD to challenge the CO staff. One Regional Office respondent observed that using the authority of the RD can be an uncomfortable and difficult process.

vi) Most Regional Advisers do not have an independent travel budget (unless it is linked to project funding) so cannot independently visit countries. They have to wait to be asked and funded by Country Offices. (This has not applied to Regional Emergency Advisers who have DFID funding for travel).

vii) To be effective in an oversight capacity, the Regional Advisers must be highly technically skilled and earn the respect of Country Office programme managers.  If they do not command respect of the CO, their advice will not be sought.  A further difficulty is that not all Regional Advisers have emergency experience and are not necessarily familiar with the latest developments in humanitarian response within their own field. For example, not all RAs were familiar with the emergency standards/ guidelines in their own sectors. 

viii) The Regional Offices (at least those reviewed within the evaluation) have not been sufficiently engaged in a systematic and planned form of addressing human resource surge requirements. Only 5 in 18 country offices in the Country Management Team surveys had worked on a human resource plan with the RO. 
To conclude, a lack of cohesion between the three levels has been associated with poor response. The RO can play an important role in oversight if good working relations have been developed over time and if the CO has confidence in the capacity of the RO Advisers.  The RO can mitigate problems of the reluctance of COs to act if they have confidence in taking a pro-active stance. 
Is centralisation or decentralisation more effective in humanitarian response?
95. Centralisation would require developing a much larger team at HQ level and managing emergencies from that level. The approach could still build on existing CO level teams but would remove the accountability for management of the response from the CO level. This could undermine the authority of the Country Management Team but, more importantly, would not be sustainable given the number and duration of emergencies.  In the tsunami, a joint approach was adopted with daily conference calls engaging all three levels. However, even this approach is not feasible, except for very large scale emergencies. Equally, in terms of the global trigger, it is unlikely that UNICEF could manage more than one or two emergencies on the global trigger at any one time. 
96. A second model would be to further develop the oversight role of the Regional Office and encourage a more pro-active, directive role when required, as ESARO has demonstrated. The aim would be to bolster leadership and management at CO level when required, given the fact that leadership is a key factor in response capacity. Within this evaluation, the key factors in timely and effective response have been identified as leadership together with adequate funding early in the response, effective partners and effective operations (see Goal 1). These were more important than a centralised or decentralised structure. The issue of structure arises principally when leadership through the Country Management Team is weak and the RO and HQ have not taken action. At that point the question is of how to reinforce leadership at the earliest possible stage in order to recognise and trigger a response when necessary and how to manage the response if the CMT is not able to do so.  
What would be the most appropriate structure and procedures for effective humanitarian response in the future?

97. The Evaluation Team considers that the current structure is appropriate for humanitarian response but that the authority of the RO should be enhanced to ensure reliable response. This could be done by establishing a standard operating procedure that automatically triggers the engagement of the regional office once a country moves into a high state of alert based on the early-warning/early-action system (this was a recommendation in the Liberia evaluation).  The procedure would remove the element of Country Management Team decision on whether or not to invoke support. The approach would depend on the Regional Director and Regional Advisers having a good knowledge of the prevailing situation, preferably through country visits, and making consistently good use of UNICEF intelligence through OPSCEN and the CO.  This would address an issue identified in Darfur that the Regional Office did not have a sufficiently close knowledge of the situation until a visit in December 2003, more than six months after the number of IDPs and refugees had been swelling to unprecedented proportions from March/April 2003. 
98. The second element of enhancing authority and oversight capacity of ROs would be to learn and replicate lessons on the most effective practices of ROs. These ideas are further elaborated in the recommendations below. 
Infrastructure

99. UNICEF has an impressive infrastructure to serve humanitarian response having some 8,000 staff members in 157 offices in countries and territories around the globe. Given the fact that all staff and offices are mandated to respond to humanitarian crises in their geographical area and that the CCCs cover such a wide range of sectors, UNICEF is one of the agencies with the widest coverage globally if not the widest coverage. Country office presence compares with other key humanitarian agencies as follows: 

Figure no. 2: Country office presence by other agencies providing humanitarian response

	UN AGENCIES
	RED CROSS
	SELECTED NGOs

	UNICEF          157
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100. In addition, given that UNICEF has a presence before, during and after the humanitarian crisis, UNICEF can take a longer term view of humanitarian response and ensure that emergency actions are based within a longer term context and that underlying vulnerabilities are assessed and understood. A specific advantage of the long-term in Ethiopia was that development stocks can be drawn on for the first phase of emergency response. This is not the case with all humanitarian responses agencies. The downside of the development to emergency perspective is that it can mean a slower response than an exclusively emergency agency as staff are not used to working to very short planning horizons (considered below in mainstreaming).

Conclusions/recommendations on organisational capacity: motivation, resources, structure 
101. The following recommendations aim to address issues of regional office oversight capacity and early support to Country Management Teams. They also address the problems identified of the falling proportion of non earmarked funding. Issues identified of individual motivation through career development are addressed under Goal 3. 
Recommendations

Reinforce the oversight role of the RO
I. Adopt the Liberia Evaluation recommendation of establishing a standard operating procedure that triggers the engagement of the RO (most often the REA, but possibly the RD or other RAs) as a country moves into a high state of alert.  This should entail a joint planning session to establish a 90 day response plan that includes analysis of emergency financial support, capacity in all CCC sectors and surge requirements, partnerships, security, supply plans and additional technical/operations support. It should also analyse possible support requirements in emergency management. Clearly the level of support required will depend on capacity in country. 
II. The standard operating procedure to launch RO support in the planning process should be linked to the regional human resources roster for emergencies (see paragraphs 274,275 and 284:III). 

III. Identify the characteristics that promote the oversight function of Regional Offices, drawing on existing models, and replicate those characteristics across all ROs. This should include all Regional Advisers taking responsibility for building humanitarian response capacity, not just the Regional Emergency Advisers. Promoting the oversight function will require some analysis of the resource requirements of ROs, such as independent travel budgets for all RAs so that visits are not dependent on invitations from COs.
IV. Ensure that the post of Regional Adviser is considered to be a stepping stone to greater seniority to attract candidates of high technical quality.

V. Discuss the importance of RR funding to the sustainability and effectiveness of humanitarian response within the Good Humanitarian Donorship initiative. 
3.3
EFFECTIVENESS AGAINST THE PROGRAMME GOALS
This section asks the question of how effective UNICEF has been in implementing the objectives and goals of the CB Programme, what constraints and bottlenecks have limited achievement and whether they were achieved within the time scale expected. It is written according to the eight goals.
Goal 1: Preparedness Planning and Response
To enhance UNICEF capacities for preparedness planning and response in emergencies as an integral part of country programme process and ensure that child rights are central to humanitarian efforts

The Relevance of Goal One’s Strategies

102. The analysis of the external context has shown that UNICEF’s goal of enhancing its emergency capacity is relevant to the ever-increasing demand on the agency to respond to emergencies.  How relevant were the principal strategies of the CB Programme in relation to UNICEF’s strengths and weaknesses in 2000, to its internal policies and priorities, the types of emergency and the evolving interagency context?
Relevance to UNICEF’s Capacity Building needs:
103. No formal assessment of UNICEF’s preparedness and response capacity was carried out prior to the design of the CB Programme. As a result, there is no coherent baseline against which to compare the relevance (or impact) of the CB Programme.  Both Martigny I and the first DFID proposal emphasise contextual, rather than internal capacity factors as the primary drivers for increasing UNICEF’s emergency capacity: A desk review of UNICEF’s humanitarian capacity (Freedman 2001) and the first CB Programme review mission (DFID-UNICEF 2000a) nonetheless serve as a useful baseline reference. Identified weaknesses include the need to strengthen information management, monitoring and evaluation, vulnerability and early warning analysis and interagency coordination.  They relate strongly to many of the strategies subsequently adopted in the CB Programme.
Relevance to UNICEF’s culture, policy and priorities:

104. The relevance of Goal 1’s approach as “an integral part of country programme process” relates in part to a pragmatic use of UNICEF’s limited resources: it minimises the need for additional resources. It also optimises UNICEF’s in-country presence, building its emergency capacity on established partnerships, analysis and understanding of the country and population. The CO-centred approach is also relevant to the types of emergency in most regions:  half of EAPRO’s, a quarter of WCARO’s and nearly all of ROSA’s emergencies are ongoing (chronic-complex or recurring-natural) implying the need to implement through an ongoing, rather than short-term structure. Further, an integrated approach potentially increases the timeliness of UNICEF’s response as well as programme staff’s accountability to the long term impact and sustainability of emergency interventions.
105. Several of the objectives are relevant to UNICEF’s child-rights centred approach, linked to knowledge of the situation of children through enhanced monitoring and evaluation, vulnerability capacity analysis (VCA) and rapid assessment.  
106. Of concern is the extent to which the integrated approach took account of UNICEF’s governance and management structure and designed strategies to address “a growing suspicion among staff members that the decentralised structure did not serve emergency response as effectively as it had served the administration of development programmes” undermining decision-making and over-burdening the role of the Country Representative (Freedman 2001).  Additionally, an emphasis on the country teams’ capacity (i.e. mainstreaming) and on preparedness in particular, appears to have under-estimated the importance of emergency expertise as a component of enhanced response capacity.

Relevance to the Interagency Context:
107. As discussed in paragraphs 60-67, UNICEF has played a strong role, particularly at a global level, within the evolving interagency context. Other interagency issues of considerable relevance to UNICEF’s emergency response, such as NGO partnerships and field coordination skills, were, however, paid less attention, a weakness that is discussed further with respect to UNICEF’s present effectiveness.
Relevance to the Demand:

108. The importance given to preparedness in the CB Programme was highly relevant and in keeping with an increasing recognition in the sector of the potential merits of contingency planning and early warning.  Equally relevant, yet largely excluded from the CB Programme, would have been objectives aimed at increasing UNICEF’s technical capacity in key sectors, particularly water and environmental sanitation (WES) which was not included in the CB Programme grant.
109. Strategies, notably the CCCs, emphasised response in the first few weeks of an emergency. Given the prevalence of chronic, often slow-onset emergencies and protracted periods of uncertain transition to stability, greater attention could have been paid to enhancing performance in the grey area between emergencies and UNICEF’s long term programmes, in particular to the coherence between the CCCs, the MTSP and the planning frameworks of the UN family such as the CCA and UNDAF.
110. Overall, the design of Goal 1 was highly relevant to UNICEF’s mission and management structure as well as to an increasing recognition of the need for preparedness.  It was less relevant to the demands of an interagency context, and to UNICEF’s response capacity.

The following sections discuss the effectiveness of the chosen strategies as well as the impact of those omitted.
The Effectiveness of the Strategies

111. Integrated preparedness planning formed a major plank of both Phase I and II of the CB Programme. Phase II aimed to integrate vulnerability analysis, early warning and preparedness into all country programmes’ key planning and management processes, as well as into a UN system-wide framework.  Monitoring and evaluation was to be strengthened, and learning enhanced through real-time evaluations. As a prerequisite, guidelines had to be developed and rolled out to the COs.
Developing the Tools and Policy
112. A lot has been done.  Since 2000 key outputs include an updated version of the CCCs; the development of sectoral guidelines covering some sixteen programme areas
 ("Technical Notes: Special Considerations for Programming in Unstable Situations"), the development and subsequent revisions of the Emergency Preparedness and Response Plans (EPRP) and the ongoing development of training materials on monitoring and evaluation and real time evaluation methodology and pilots.  In addition, emergency related tools such as the Vulnerability Capacity Analysis have been included in the Programme Policy and Procedure Manual (PPPM) and initial work carried out on rapid assessment checklists.  UNICEF has played a strong role through the IASC in interagency contingency planning and preparedness guidance as well as early warning mechanisms such as the recently introduced Humanitarian Early Warning Service (HEWS). At the time of writing, an updated version of UNICEF’s Emergency Field Handbook is available in draft and a new intranet-based early warning mechanism is to be tested in 54 countries
. 

113. The quality of the guidelines is often extremely high. Yet frustration has been expressed by both UNICEF and DFID at the relatively slow progress.  Planned guidelines on early warning for UNICEF and the UNCT have not been completed, nor have indicators of preparedness. Rapid assessment tools have been long awaited and although initial checklists are included in the draft Field Handbook, a complete tool remains only in draft. 
114. Delays have largely been the result of limited allocated capacity in HQ.  They are also linked to UNICEF’s commitment to the production of quality, highly comprehensive tools - laudable in itself.  Some however, of those interviewed, view this as an example of an organisational culture that prioritises perfection over a “good enough” approach, an echo perhaps of the risk-averse culture discussed in paragraph 81.  At any rate, it slows productivity and potentially results in tools that are so comprehensive as to be redundant in the time-poor context of emergencies.

Progress on integrating the new guidance into country programme planning and practice

The critical issue is whether the tools and mechanisms are being used in the field.

Vulnerability Capacity Analysis (VCA)
115. VCA assesses the likely impact of an emergency on communities through linking potential hazards to an analysis of a community’s vulnerability and coping capacities. It is now part of the PPPM and as such is an integral component of regular and emergency programmes and expected to feature as a component of UNICEF’s situation analyses or SitAns.  Evidence, however, of the systematic use of VCA is scant.   
116. An examination of selected SitAns and Annual Reports often shows an impressive use of data, causal analysis and understanding of the population’s vulnerability to present threats. Yet none includes an analysis of potential hazards or the likely impact of additional threats on vulnerable groups. Whilst the analysis of duty bearer capacity was usually strong (because of the links with government and partnerships), it was weak on community coping strategies and on ways of strengthening them in emergencies. This weakness is inconsistent with UNICEF’s commitment to gender based programming, HRBAP and a child-rights centred approach particularly. The data is also not sufficiently accessible for an emergency context when information must be rapid, tabular and short on narrative.
117. CCAs are progressively replacing UNICEF’s SitAns. Concerns have been expressed that the CCAs are less thorough than SitAns which does not bode well for improving VCA within UNICEF or the UNCT.
118. VCA is not easy to do, particularly in an emergency, and should be a component of the contingency planning process and training. It may suggest the need for a highly simplified process. A positive development is the inclusion of a vulnerability (though not capacity) analysis in the new EPRP template. UNICEF Sri Lanka was one of the few agencies to carry out an assessment (with UNHCR) of IDP concerns in February 2005
, quoting Principle 28 of the UN Guiding Principles on Internal Displacement which recognizes the right of IDPs to fully participate in the planning and management of their return, relocation and reintegration.  Although by no means a VCA, it does demonstrate the potential and UNICEF’s commitment towards greater consultation.  More often though, the kind of detailed awareness required of community preferences and behaviour may only be available from partners who are working directly with beneficiaries. Limited awareness and use of VCA within UNICEF weakens the CO’s ability to support partners to contribute or carry out VCAs themselves. 
119. The simpler approach of the new EPRP may be the most realistic for the time being. Embedding VCA in regular programmes is evidently taking time; it is too ambitious to expect it to be fully used in emergencies. An actual worked example of a full VCA would be useful for COs along with some facilitated sessions in better-resourced COs to support the development of simplified tools.

Early Warning
120. There are no completed UNICEF guidelines for early warning.  To an extent, the changing context of increased interagency collaboration has made UNICEF-specific early warning tools redundant, given that joint early warning systems are increasingly encouraged.  UNICEF has contributed strongly to the IASC’s work on early warning and contingency planning and progress has been impressive, at least at HQ level.

121. However, the survey results showed that field staff’s understanding of early warning is weak and the use of systematic tools or systems limited: Country Management Team responses showed a greater likelihood of using systems and data bases from external sources, such as FEWS, and some referred to OPSCEN. But over a third relied on interagency meetings and ad hoc communications between agencies. Some COs emphasise support to government early warning; UNICEF’s long-term commitment to early warning and support to the government has paid dividends in its Ethiopia response. 41% of individuals who responded stated that they didn’t use any systems at all. Those that did were mostly using sector indicators (malnutrition, mortality rates etc), followed by media sources. 
122. DRC relies principally on interagency coordination meetings, TACRO uses OPSCEN analysis, RO country profiles and other sources to provide COs with weekly and monthly analyses of security and vulnerability. ROSA accesses a variety of regional early warning sources. ESARO has piloted the use of sentinel sites for early warning in five of six countries in southern Africa and supported nutritional surveillance monitoring for the southern Africa countries. Sri Lanka uses meteorological data as well as UN security information and information fed to Colombo by its zonal offices. There was very little evidence of clear early warning roles and accountabilities in CO documents such as workplans.  Only 15% of the Emergency Preparedness and Response Plans (EPRP) examined for the evaluation referred to concrete early warning systems or indicators.

123. The picture is one of fairly ad hoc and unsystematic early warning.  A further challenge for UNICEF is to ensure that early warning information translates into action. In Kosovo, UNICEF initiated its planning process in mid-April 1999 but did not start to operationalise the concept until 10 days before the return of the refugees on 12 June (UNICEF 2001a).  As noted by one respondent, the preparedness process “must acknowledge the limited precision of risk/threat analysis, and not spend excessive time over it”, moving quickly to do-able actions by all key agencies and individuals.

124. UNICEF’s pilot Early Warning intranet site intends to mitigate the risk of inaction by any one decision-maker by optimising practical planning steps including operations and by involving a number of stakeholders in activating an alert. OPSCEN, the ERT, Geographical Desks and the RO form an Early Warning Task Force each of which are accountable for reacting to increasing threat.  A high alert automatically leads to a warning email and links to immediate mandatory action. As well as the CO, OPSCEN can also issue an alert. This early action also provides early warning information from a number of sources. It is too early to say, but the combination of interagency efforts such as HEWS and UNICEF’s new accountability-based mechanism may lead to significant improvements.

125. An enduring challenge for UNICEF relates to the recognition that a situation is shifting into heightened levels of threat – an essential pre-requisite of the new intranet system. This is a real challenge, particularly in slow-onset and chronic emergencies.  Bold indicators, such as event monitoring (flooding, locust movements etc) and rapid onset in general can be easier to recognise. A progressively deteriorating situation common to complex emergencies (Darfur) and drought (Southern Africa) demands detailed monitoring of key indicators over time, as well as an understanding of when the approach must shift gear.  This is far less obvious.  Staff inexperienced in emergencies may struggle with when “extraordinary action – beyond routine programmes and systems – is required to ensure the basic rights/survival and well-being of children and women”.
  Recognising when the CCCs become the operating framework requires careful monitoring of selected indicators such as displacement, political developments, conflict patterns, malnutrition and morbidity data set against an analysis of the population’s vulnerability and coping strategies.  

126. UNICEF is well-placed to do this, given its access to baseline data derived from detailed situation analysis and MICS.  It is however an imprecise science that must be combined with judgement calls made by experienced emergency staff. In this context, enhanced and systematic accountabilities should help staff in HQ and the RO support the CO to make sense of early warning information. At the same time, if, as the evidence suggests, early warning monitoring is weak, the foundation of the system will remain fragile.  Notwithstanding the increasing emphasis on interagency early warning systems, UNICEF staff clearly need greater support to develop simple internal systems. Early warning monitoring needs to be light (so that it gets done) but systematic and intelligent – its value lies not in the collection of vast amounts of data, but in making sense of what the data means and what UNICEF should do as a result. The same can be said of monitoring.

Strengthened monitoring and evaluation (M&E) mechanisms:

127. Overall, M&E remains weak.  Extensive, quality materials have been produced
and various training strategies implemented.  A Training of Trainers (ToT) for M&E officers was carried out in 2003 and consultants selected to work as on-the-job M&E coaches. Yet evidence of effective monitoring systems in the COs is limited and the demand for the coaching negligible.
128. An analysis of workplans and some CPMPs shows a positive inclusion of monitoring in workplans, particularly in education (e.g. .drop out rates), some in protection (e.g. under-age recruitment) and nutrition (e.g. growth monitoring) but very limited evidence of systematic systems. Evaluations and internal reviews repeatedly refer to poor systems, limited UNICEF field presence and a tendency to emphasise activities and outputs, rather than impact and outcome.  
129. In 2003, UNICEF stated that “In M&E in crisis and unstable contexts, there is little to suggest that the situation at CO level has changed since Martigny” (UNICEF Evaluation Office, 2003).  In Liberia (UNICEF Evaluation Office 2004a), Somalia and Burundi (ECHO, 2004a) monitoring was criticised for being weak. In Darfur in 2005, “Effective monitoring tools were available but staff on the ground either did not know of their existence and/or did not use them” (UNICEF-DFID, 2005). By contrast, Sri Lanka, previously assessed as weak on M&E, is strengthening its commitment to monitoring and most of the workplans contain concrete plans to establish or maintain systems. 

130. “Another key reason for the lack of results-oriented monitoring obviously lies in the lack of regular field presence or even visits by concerned UNICEF staff … UNICEF therefore relies essentially on the monitoring capacity of its implementing partners –often government services” (ECHO 2004a). Security restrictions on UN staff’s access to the field have increased UNICEF’s dependence on partners for information. Yet UNICEF staff and partners alike observed that UNICEF’s monitoring often focuses on accountability for resources and outputs, rather than impact and the systematic collection of quality and timely information. Coherence between UNICEF’s information needs and systems and those of partners is reportedly often weak; UNICEF cannot impose but it can collaborate and influence. Without having got its own house in order, the efficiencies of shared monitoring will remain elusive.

131. UNICEF’s Evaluation Office commissioned a review of the quality of evaluations supported by UNICEF COs in 2003. It found that while 1 in 5 evaluations could be considered excellent, one-third of evaluations are of poor quality. COs do not regularly carry out reviews or commission evaluations. The development of a real-time evaluation (RTE) and its piloting in Liberia is a positive development. The absence of an RTE in the recent Tsunami is unfortunate; if a well-resourced high-priority emergency does not prioritise evaluation, it suggests a risk of fading momentum. 

132. UNICEF has rightly pointed out that the good performance of UNICEF COs in countless small emergencies is not reflected in this evaluation. However the absence of reviews of such responses means that no evidence is available to support the assertion – which is not to say it is untrue. If numerous examples of good practice go unrecorded, they are also not contributing to UNICEF’s institutional learning, accountability and – importantly – staff motivation.

133. UNICEF’s capacity to use lessons learned from previous or other experiences appears variable. The response to the Sri Lanka Tsunami and on-going conflict appears to have taken on the recommendations from the DFID/ SIDA/ UNICEF review of CAAC programming carried out in 2002 (Joint DFID/SIDA/UNICEF Review, 2002) and built the present response on lessons learned from programming in a protracted conflict situation eg child protection.  The ability of the RO to disseminate lessons from and between regions is also viewed as valuable, though still limited.
134. Collecting and sharing timely information on the situation of children and women is an essential role for UNICEF, all the more so in emergencies. Although it is by no means alone in facing difficulties in M&E, persistent weaknesses in M&E pose a serious challenge to its mandate, coordination and advocacy objectives.  Why have efforts not so far paid off?  The problems rest with three principal challenges:

1. The conceptual framework of M&E takes most people time to grasp; the logic and the language can appear alien and opaque: it will take time to become integrated

2. UNICEF lacks the capacity to fully support staff to learn and then implement simple, feasible systems

3. The lack of awareness and prioritisation of M&E by key CO managers, the SPOs and Representatives

4. Relatedly, the lack of demand for M&E in the ROs, HQ and from donors. At present it remains, in practice, optional

135. Neither HQ or the ROs have the capacity for oversight that could generate the “need” and therefore the motivation in COs.  Additionally, current tools may be aiming too high – field users do not find the time to read them, never mind establish related systems. M&E Officers, where they exist, are often relatively junior staff diverted to other tasks including routine report-writing, who lack the authority and time to work with colleagues on M&E.
136. UNICEF has already initiated a number of strategies designed to address M&E weaknesses. The new MTSP highlights M&E, plans a global IMEP and organisational standards for M&E and includes targets such as 75% of offices must respond to evaluation findings, plans for additional training including rapid assessment and the inclusion of M&E in the EPRPs. 
137. There are presently plans in EMOPs to “translate” existing policy and practice guidelines into accessible field versions, an encouraging development. Staff interviewed valued the Technical Notes and the old Field Handbook for their practical orientation and accessibility; the new version is also extremely promising:  a how-to approach, brief and relevant. UNICEF has also developed different HIV/AIDS training modules, designed for different users, differentiating between the needs of, for example the Representative and SPO as opposed to Programme Officers, a sensible and promising development.

138. The exceptional funding of the Tsunami response offers opportunities to resource typically under-funded areas such as monitoring and evaluation.  Tsunami-affected COs could increase their M&E staffing and pilot monitoring systems under each of the CCCs. Pilots could test the validity of absolute minimum monitoring systems against in depth systems implemented at the same time for comparison. Each sector could for example develop mechanisms and indicators at two levels; testing whether a rough and ready version (perhaps concentrating on only two indicators per outcome) delivered adequate feedback on programme effectiveness, in comparison to a more technically comprehensive version.
Conclusions/recommendations on Goal 1: Preparedness and Response: tools, policies, monitoring and evaluation 

139. Overall, the Programme of Cooperation has supported the development of an impressive array of guidelines and associated capacity building, particularly in preparedness.  The challenge remains to ensure that tools are tailored to the time-poor realities of the field and combined with adequate management processes to ensure that they are used. At present, none of the intended mechanisms are operational at an organisation-wide level.  Staff need more support to understand and apply the tools for early warning, M&E and VCA with clearer accountabilities established for all levels, starting with senior managers.
Recommendations:
I. Support and resource the planned development of simplified tools, including worked examples of VCA in practice, for field use

II. Make more use of end-of-mission field staff to develop tools

III. Ensure that the EPRP process includes the development of a small number of readily collectable indicators on early warning and ensure that SPOs include early warning monitoring in their workplans as well as routine use of the new pilot early action intranet system. 
IV. Increase the accountability of RO and HQ with oversight functions to demand improved monitoring and evaluation data in Annual Reports and Sitreps

V. Tailor M&E training to different posts, following the model developed for HIV/AIDS modules. One day workshops for example could be designed, as a priority, for all Representatives and SPOs to promote understanding and generate demand

VI. Elevate the status of M&E through greater investment and specific senior accountabilities reflected in the workplans of SPOs, Country Representatives and RO Advisors

VII. Lightweight reviews should be routinely implemented for all responses. Small responses should capture the lessons learned through an internal rapid review such as an After Action Review
VIII. The practice of requesting Representatives to write up brief lessons learned following a posting should be reinstated.  The same should be done for SPOs and senior emergency personnel (e.g. the REAs)

IX. Use the opportunities offered by well-resourced emergencies such as the Tsunami response to test the effectiveness of minimum monitoring systems alongside in depth systems and promote best practice elsewhere

Enhancing Preparedness through the Emergency Preparedness and Response Plans
140. Of all the time spent on approaches to capacity building by HQ and the ROs, the EPRP has taken the lion’s share.  Over the years coverage has steadily increased and at present some 90% of COs have participated in some form of EPRP. This is a considerable achievement.
How Prepared are the COs?
141. UNICEF is currently developing indicators to measure CO preparedness. They cover the EPRP, early warning mechanisms, clear coordination roles, minimum operational readiness, concrete actions established for response (vis a vis CCCs, rapid assessment, coordination, operations), rapid assessment capacity in the CO, security management and compliance, human resource surge planning, supply plans, awareness of CCCs, EPRP, PATH, Basic Security Training, EPRT, integration of minimum preparedness activities into Annual Work Plans (AWPs) and RO oversight of CO threat assessment.  The CB Programme Phase II logframe also includes indicators such as integration of key processes in AWPs and Country Programme Management Plans (CPMPs).  

142. An analysis of 27 EPRPs indicates that the quality of the process and product is fairly high with respect to the intended framework.  Emergency scenarios are often thorough and the majority had established some sort of standing readiness, at least on paper.  However, only 20% of the EPRPs had detailed partners and fewer were thinking of new partners to, for example, cover the CCCs. Very few of the plans were coherent with the CCCs (tending to retain an MTSP framework) and indeed awareness of the CCCs remains low.  Only 56% of CMT survey responses thought that all staff were aware of them. Individual responses indicated that even where staff said they knew the CCCs, over a fifth evidently did not understand what they were at all, a finding corroborated in the field visits.  EPRPs were also weak on references to Sphere (Sphere Project, 2004), concrete early warning systems or indicators.  Plans are often vague regarding mechanisms for rapid assessment (only 1 included key assessment criteria for the sectors). M&E planning is weak.

143. The EPRP sections on planned actions per key post are one of the more thorough aspects. The majority had detailed internal management lines, though were weaker on specific reporting arrangements.  Only 2 EPRPs assessed human resource surge needs; most plans were based on the existing team with broad references to possible help from RO & HQ. Some EPRPs demonstrated real difficulties in understanding what an emergency is (for example including road accidents as high risk scenarios). A pattern emerges of the most operational-looking plans being those done by countries already in some state of emergency indicating limitations to the process for inexperienced staff, further discussed below.

144. Survey responses suggest that many COs think they are reasonably prepared with the exception of M&E and partnerships. 71% had identified partners but only 24% had established concrete agreements. Only 33% of the survey respondents had established an HR surge plan and only a third had M&E capacity for all sectors. A little over half had established coordination responsibilities within the UNCT.

145. Most of the concrete examples of activated preparedness relate to the establishment of stocks (a third had established contingency stocks for up to a month) and, less often, advanced implementation such as the preparation of education materials, new sub offices and better communications.  Understandably, given the cost, these latter often take place only in higher risk countries. Indeed, allocating resources to preparedness is difficult; at present there is no global mechanism in place through which COs can redirect funds to contingency planning. Recourse is often made to EPF loans. 
146. Although 50% of the Country Management Team responses stated that preparedness activities were included in workplans, interviews and reviews suggest otherwise. Neither HQ nor the ROs have the capacity to provide oversight or monitor how “real” the plans are.  An examination of preparedness planning in 7 CPMPs for 2005 showed mixed results.  Ethiopia and DRC’s CPMP showed emergency work as strongly integrated into the whole programme. Other countries, with less risk of emergency, sometimes referenced preparedness but without concrete resource allocation.  Operations, for example, had no accountabilities for emergency preparedness. Concrete resource allocation to early warning and preparedness, as opposed to response, was limited in DRC as it was in Sri Lanka. Ethiopia’s annual workplans (AWPs) contain regular references to preparedness activities and some early warning plans. Conversely, of the 15 AWPs viewed from Sri Lanka this year, only one contains any reference at all to early warning, contingency planning or preparedness. The responsibility for this apparently rests with one person, the Planning & M&E Officer.
147. Under the current EPRP process, UNICEF does not distinguish between mitigation and preparedness. (UNICEF 2004b). This has also been a criticism of the CCCs.  In Bukavu for example, the office was aware that its main emphasis tended to be on preparing for the potentially massive humanitarian needs looming from a flawed DDRR process, rather than focusing on advocacy, lobbying government and the UN Mission to improve the process.  The constraint of course is not UNICEF’s alone; most of all it derives from lack of donor interest and funding, an issue for consideration by DFID. 
148. Overall, the commitment to ensuring that COs have undertaken EPRPs has been impressive and one of the most notable innovations to regular country programme approaches.  The evaluation’s main concerns relate to whether the EPRPs are really operational - or just paper exercises - and a lack of RO oversight, quality control and follow up.  Are the obvious weaknesses or omissions in some EPRPs ever raised?  Comparisons between old and new tend not to demonstrate improvements. There are long gaps between updates in many COs, although Ethiopia is an example of a recently updated EPRP. Examples from Darfur, Liberia and elsewhere demonstrate that some EPRPs were not “living” documents. 
149. Is it realistic to expect ROs to monitor the workplans or the CPMPs – an indicator selected for the CB Programme logframe?  Perhaps not, at least not the CPMPs which are long and require a close reading.  Workplans are brief though. Nonetheless ROs mostly lack the capacity to read them. Notwithstanding the significant lack of oversight that this implies, efforts could be made to monitor, at the very least, the SPO workplans, given their responsibilities for overall programme management.

The Impact of Preparedness on Response

150. UNICEF reports mention some 11 countries that assessed their response as improved as a result of the EPRP or contingency planning (UNICEF Evaluation Office, 2003)
. Little is said about why, perhaps again reflecting UNICEF’s difficulties with attribution and systematic lesson-learning. The Batticaloa scenario planning foresaw the split in the LTTE and supported its readiness for the crisis. ECHO compliments UNICEF on its preparedness in Somalia and Burundi (ECHO 2004a); the CB Guinea Field Review also notes that EPRP was helpful and owned by the team (DFID-UNICEF, 2002a). Overall, there are indications that the process of the EPRP has been helpful, mostly in terms of increasing the staff’s awareness of emergencies, the CCCs and their likely roles.  Iraq’s EPRP and contingency planning process (though felt to be over-long) was nonetheless regarded as a model process that significantly impacted on UNICEF’s response, benefiting from pre-established partnerships, pre-positioned stocks, sub-regional planning and the process of training and involving national staff, enabling UNICEF to work throughout the war.  Other COs commented (e.g. Haiti and Sri Lanka) that they did not return to the plan, yet the process nonetheless improved the response. 

151. Survey results were extremely positive about the EPRP process:  86% of senior management teams viewed it as an effective way of preparing and increasing capacity; as did 76% of individual staff. The existence of contingency stocks created as a result of preparedness is most often mentioned as a key benefit of preparedness.  Existing stocks greatly facilitated UNICEF’s speed in Sri Lanka’s Tsunami response as did UNICEF’s detailed knowledge of the government stocks, established during preparedness.  

152. At the same time, evidence from recent responses (e.g. Liberia, Nepal and Darfur) demonstrate that having done an EPRP does not mean that the CO is prepared, or reliably translates into a good response. ROs identify a number of persistent factors hampering implementation of preparedness activities: competing priorities at CO level, lack of prioritisation within identified preparedness activities, challenges in covering the supply component of preparedness (discussed further under Goal 2), the labour intensive nature of preparedness activities, the degree of commitment of the Representative and lack of clarity about what level of preparedness is expected. The success of the Iraq preparedness, though unusual in terms of its long lead time and resources, was attributed to the positive presence of many of the above issues, identifying leadership, commitment and a clear framework (around the CCCs) as amongst the key ingredients of success.
153. A key issue is the relevance of the preparedness. COs such as Gujarat and Ukraine completed or updated their EPRPs just before the crisis; HQ support to Haiti was extremely timely and greatly facilitated the transition from planning to concrete action.  The difficulty demonstrated by some COs in understanding and certainly prioritising apparently remote scenarios further suggests that the closer the preparedness experience is to the crisis, the greater the impact. This is consistent with evidence suggesting that adults engage in learning in a highly purposive manner, emphasising links to what they need to know (e.g. Brookfield).  Similarly, offices in a constant state of emergency such as DRC expressed frustration at the organisational demand for complicated preparedness – their needs relate to funding, contingency stocks and timely supplies for an ongoing minimum response, not more plans.
154. The EPRPs do not include partners.  This is partly the result of a perceived need within UNICEF to first embed the process internally.  It may also relate to a tendency to regard NGOs as sub-contractors rather than partners, a fact noted in the Mid-Programme review in 2003 as well as a cultural tendency to over-emphasise UNICEF’s own plans and capacity without due consideration of the implementing reality of an emergency, heavily dependent on the capacity of other agencies often independent of any contractual obligations. In the context of increasing interagency preparedness, the CHAP and an operational environment that sees UNICEF implementing largely through partners, this is a significant weakness.  Some COs have involved partners and even led interagency planning (Burundi, Iraq), but this is rare. 

155. Despite the value of the EPRP, there are signs that UNICEF has adopted a box-ticking approach (focusing on ensuring that as many COs have been through an EPRP as possible) rather than on the impact and need. The risk of an emergency occurring almost anywhere, and the value of ensuring that any CO can respond at least to a small emergency is fully recognised. However, given limited resources, a tailored approach with different degrees of operational expectation according to the level of risk would be more efficient and relevant.  Low risk countries could carry out simple awareness-raising EPRPs of no more than one or two days.  Countries with signs of increasing risk would then engage in a more imminent-action detailed format.  COs that are able to engage in meaningful interagency preparedness planning could carry out a short internal version first, to clarify its objectives, and then develop it in an interagency context.

156. This would of course demand far better early warning monitoring, to ensure that increasing risk was identified in time.  However, the extremely demanding nature of the week-long EPRP versions has been a heavy burden on HQ and subsequently the ROs (as well as the participating COs).  A reduced process could free up the ROs to pay greater attention to oversight, timely support and monitoring, all essential activities that are currently under-resourced.

157. Interviews have also noted the limitations of a mainstreamed approach, impacting primarily on the shift from preparedness to response.  The EPRP has undoubtedly succeeded in raising staff awareness of the shared responsibility for emergencies. A hypothetical exercise can prime a team for what to expect, but cannot prepare them fully for the reality of scarce data, volatile contexts and rapid decision-making and increased risk of error. Particularly in large emergencies, UNICEF’s capacity building approach with government partners may also face a radical shift into an operational context dominated by new and multiple partners with a tenuous link to UNICEF’s planning and no formal recognition of its authority.
158. This is not only psychologically difficult to adapt to, but often demands different competencies, refocused technical skills, aptitudes and techniques (e.g. rapid assessment rather than a MICS, partner coordination rather than capacity building, setting up temporary schools rather than supporting the Ministry of Education and so on).  Crisis simulation exercises have been run by UNICEF, aimed at addressing concrete aptitudes. It will be extremely important for UNICEF to monitor whether simulation enhances the number of staff who tend to thrive in new circumstances, and reduces those that become traumatised or paralysed to act.
159. Although staff value the EPRP – seen in Ethiopia as one of the most important contributions to enhanced response – that may be why survey results suggested it was not as important as a number of other factors. Funding, effective partners, CO leadership and operations are viewed as key determinants of effective response.

160. The new EPRP format proposes a simplified process and addresses several of the weaknesses outlined above, such as clearer links to the CCCs, resource mobilisation, detailed operational plans and greater emphasis on coordination and partners, including the identification of partners to meet the CCCs. Additionally, the shift towards using a ToT approach in each country (Ethiopia now has 14 ToTs) is a positive development which should reduce the burden on ROs.  However, there is evidence that without external/RO facilitation, the process may not happen or be incomplete.  Hence the effectiveness of these decentralised EPRPs still needs monitoring, again implicating RO resources.

Conclusions/recommendations on Goal 1: Preparedness and Response: 
Emergency Preparedness Planning 

161. The roll-out of preparedness planning has been impressive and appropriate.  The process itself has been highly valued and, in some offices, has improved UNICEF’s response capacity. However the impact on genuine operational readiness is variable, an understanding of the CCCs patchy and the implementation of concrete actions limited.  The one size fits all approach has over-burdened the ROs and participants; follow-up and oversight is weak. Preparedness by COs is undoubtedly an important strategy, but a plan does not reliably translate into a good response. Neither can the process entirely offset a lack of actual emergency experience in a response team. There may have been on over-reliance on its potential.  Mainstreaming is insufficient on its own and needs to be matched by back-up from specialists and investment in CO technical response capacity. More attention is needed to tailor the EPRPs to the CO context:  to its level of risk, interagency role and its existing and potential emergency partners.
Recommendations:
I. ROs could experiment with out-sourcing the facilitation of EPRPs to reduce the burden on REAs and free up their time for oversight and timely updates

II. Tailor the EPRPs to the level of risk, as well as existing experience, in the CO
III. Assessments of a CO’s response capacity should not over-estimate the impact of an EPRP, particularly in teams without significant in-country emergency experience. Complementary planning for specialist staff should be an automatic component of the preparedness plans

IV. ROs should emphasise the updating and reworking of plans whenever monitoring indicates a potential emergency (slow onset). Planning can then be closely tied to imminent needs

V. EPRPs should be done in two phases:  one internal process to ensure that roles and responsibilities are clear within the team, a second, fuller process with other UN agencies, government and NGO partners

VI. Scenario planning during preparedness should identify strategies for mitigation, as well as response

VII. Accountabilities and planned activities for preparedness should automatically be part of senior managers’ workplans and monitored by the ROs

The Impact on UNICEF’s Performance in Emergency Response

162. Again, the picture is mixed.  The three countries visited by the evaluation were, overall, considered effective (DRC and Ethiopia) or very effective (Sri Lanka).  Evaluations and interviews elsewhere suggest a patchier performance overall.
External agencies and partners in DRC viewed UNICEF as a key and effective humanitarian actor, citing a can-do approach, timely and collaborative support for upplies and sustained capacity (albeit still too limited), particularly in a context in which many NGOs have lost their emergency expertise and downsized their programmes.

163. UNICEF made a significant contribution to the joint efforts of the Government, UN agencies, NGOs and donors that worked together to avoid a major famine in Ethiopia in 2003. Its current drive to address and mobilise around recurring malnutrition is also valued. 
UNICEF was quick to respond to the tsunami in Sri Lanka with effective interventions, in line with the CCCs. UNICEF quickly re-established basic health services post-tsunami, helping to prevent the spread of communicable disease. Micro-nutrients (especially Vitamin A) were quickly delivered and the facilities provided for an effective cold-chain. Breastfeeding was promoted despite imports of milk powder. Post tsunami UNICEF has played a valuable role in supporting nutritional surveillance and subsequent advocacy.  The Back to School campaign in Sri Lanka was very quickly rolled out both in the immediate and intermediate phases. 
Coordination in water and sanitation was viewed as positive initially but, following the departure of the surge provided by HQ, lacked technical expertise and was weaker in terms of hygiene promotion.

Within the first week, UNICEF and partners in child protection were communicating messages about the care of separated children according to the Inter Agency Guiding Principles on Unaccompanied and Separated Children (ICRC, 2004), preventing the early adoption of children and ensuring that separated children remained within communities and were not placed in institutions. 
In Iraq, UNICEF was one of the few agencies able to work throughout the war variously supplying water, parts for sewerage systems, restoring cold chains for vaccines, and supplying educational materials to some 4.5 million children, amongst other actions.

In Liberia, UNICEF contributed strongly to chlorination campaigns and Back to School. Although achieving significant coverage eventually, the measles vaccination campaign was extremely late and there were weaknesses in programme communications (in WES, health and nutrition), coverage and monitoring as well as HIV/AIDS.

164. UNICEF was strongly criticised for its Darfur response (including by DFID), particularly in WES (and to a lesser extent, nutrition) for which its technical response and competence to lead was called into question.  Staff had limited awareness of the CCCs, were unprepared and failed to collaborate effectively with the NGOs. “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” (UNICEF-DFID, 2005).

165. The survey asked respondents to state how effective they thought UNICEF was in a number of areas and sectors as well as phases and types of emergency.  Overall, individuals thought the most effective sectors were Nutrition, WES and Education – 59%, 58% and 53% respectively and the least effective were HIV/AIDS, Coordination and HR. They were optimistic about improvement over the last 5 years – all had improved except HR.
166. CMTs were also optimistic about UNICEF’s performance.  100% thought that health and nutrition were effective, 69% Education. Less thought that UNICEF was effective in WES (38%), Child Protection (38%) and HIV/AIDS (20%).  Around a quarter of the CMTs assessed both WES and HIV/AIDs as not effective. However, senior managers were more optimistic about improvements over the last 5 years.  Although 43% thought WES had not improved, 100% thought child protection had improved, 93% health and nutrition, 87% Education and 71% HIV/AIDS.
167. With the exception perhaps of HIV/AIDs, this optimism is not entirely reflected elsewhere.  UNICEF has invested in HIV/AIDs through active contribution to the development of IASC guidelines, producing its own rapid assessment checklists and included HIV/AIDS as one of the CCC focus areas in response.  Generally though, a repeated theme in the evaluation has been a perceived loss of UNICEF’s technical capacity, particularly in the WES sector, but also in health and nutrition. Even in programmes with good technical performance such as the Somalia WES programme, UNICEF’s capacity is often stretched and thinly spread (ECHO 2004a).

168. Poor performance in WES was identified prior to or early in the CB Programme - in Kenya and Madagascar (DFID-UNICEF 2000a) and more recently in Darfur (UNICEF-DFID, 2005) and Liberia where nutrition was also assessed as relatively weak (UNICEF Evaluation Office 2004a).  Even in DRC and Sri Lanka where UNICEF’s overall performance is good, UNICEF has had limited capacity in the WES sector. In Ethiopia, WES capacity was much greater due to the seriousness of the issue ongoing in Ethiopia. 

Effectiveness in different phases and types of emergency:
169. On balance, most CMTs thought that UNICEF responded better in slow onset emergencies, both complex and natural. The main reasons given were that UNICEF’s procedures and supplies were very slow and not able to respond to rapid onset - slow onset gave the CO time to get ready.  By contrast, those who thought UNICEF was better in rapid onset generally cited clearer emergency triggers/indicators (compared to slow onset where COs could fail to recognise a progressively deteriorating situation moving into emergency) and the CNN factor/organisational prioritisation of the emergency.
170. In addition to the above reasons which largely chimed with the Country Management Team responses, individuals cited reluctance on the part of staff and senior managers to initiate a response leading to slow action in rapid onset (concealed when the onset is slow as there is more time for the managers to accept an emergency or be subject to pressure from the RO or HQ) and fear of upsetting relations with government or shifting from government as the usual partner.
171. Although the results were broadly spread, questionnaires and field visits (DRC and Sri Lanka) tended to assess UNICEF’s response capacity as marginally better in the earlier phases of an emergency, despite the limitations related to the provision of timely resources and bureaucratic procedures.  This was largely related to concerns about the transition phase, citing loss of momentum and organisational priority, drop off in funds, sustainability issues, falling between the CAP and RR and OR and a loss of staff capacity as the TFTs leave.  

172. Guidelines for transition in UNICEF relate mostly to countries demonstrating significant stabilisation such as a steadily increasing GNP and decreasing child mortality. In these contexts UNICEF will redefine its role towards advocacy and reduce operations.  Less clear to staff are the transitions from predominantly short-term life-saving approaches in crisis to longer-term programmes that nonetheless take place in unstable contexts. The weak links between programming approach in the CCCs and the MTSP has not helped.  The new MTSP has made linkages with the CCCs clearer and included them in the monitoring system. This is an important step.  It will not solve the real challenges involved in recognising when and how programmes can increasingly prioritise longer term approaches, capacity building, participation and sustainability. This is particularly challenging in protracted emergencies which are neither one nor other.

173. The evidence is unclear with respect to whether UNICEF responds better to different sizes of emergency.  Other factors, such as whether it is an organisational priority, is well-funded and benefits from strong leadership appear to affect performance more than scale. The lack of secondary data on performance in small emergencies prevents a systematic comparison.

What impact has the CB Programme had on UNICEF’s response performance?
174. As discussed above, there does appear to be a link between the emergency preparedness efforts supported by the Programme and UNICEF’s performance.  What other factors affect performance and has the Programme affected them?

Interviews and evaluations tend to concur with the findings of the staff survey which prioritises factors affecting performance in the following way:
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Regional Office leadership

Headquarters leadership

Inter-agency emergency preparedness or Contingency planning

Additional emergency programme capacity brought in quickly

Most of the team has participated in an EPRP process

Emergency capacity is already available in the office 

Effective Early Warning Mechanisms and VCA

Operations works quickly & effectively

In-country UNICEF Rapid Assessment capacity

Country level senior management leadership

Effective Partners available

Speedy availability of adequate funding


Effective partners, quick funding, good operations and CO leadership are key.  Evaluations and interviews also attribute good performance to coordination (Sri Lanka), collaborative open attitudes (DRC), continuous and close support to the government (Ethiopia) and innovations in the field (e.g. .a rapid disbursal assessment fund in DRC implemented between UNICEF, OCHA and DFID). 

175. The findings suggest that weak performance relates primarily to:

· Weak technical capacity in UNICEF teams – an absence of strong skills in all the CCCs

· Weak coordination and facilitation skills

· Weak leadership and an unwillingness to adapt the ongoing programme to emergencies

· Limited capacity and spreading capacity too thinly – taking on key coordination roles without the ability to deliver

· Poor information collection and management

Several of the above are discussed elsewhere in this report. Of note here is the lack of investment in technical capacity, coordination and facilitation skills and resources.

176. There appears to have been a remarkable degree of inattention to UNICEF’s technical capacity in recent years. WES did not benefit from the bolstering of RO capacity achieved under the CB Programme. DRC, a country with acute needs in the sector, has no WES advisor in the CO; they are not alone.

177. Initial findings of the Humanitarian Response Review identifies a clear gap overall in preparedness and in the sectors of protection, shelter, water supply and sanitation.  “UNICEF has appropriately emphasised preparedness but WES has not been invested in and shelter falls outside the CCCs” (IASC 2005). Despite the status of water and sanitation as a key MDG and its recognised importance as a major risk in emergencies “funding figures also show a notably lower level of spending on CCCs in nutrition (ranging between 2 percent in 1998 and 0.1 percent in 2002) and water, environment and sanitation (WES, ranging between 8 percent in 1998 and 2 percent in 2002)” (UNICEF Evaluation Office, 2003).

178. Why is unclear. According to the mid-term review of the MTSP the “IECD has not received thematic contributions and the initial emphasis of UNICEF communication possibly created an erroneous impression that the organization was placing less importance on actions in child health, nutrition and WES”. WES is one of the CCCs. The CCCs are viewed as a welcome and accessible clarification of UNICEF’s emergency commitments. At the same time, staff point out that many COs do not have the technical expertise in all the CCCs sectors, a severe handicap in the event of an emergency.  
179. The new MTSP incorporates WES, health and nutrition into the Young Child Survival and Development Focus Area.  The programme content of the CCCs is one of this goal’s four key results areas. In addition, WES is designated as another key result area, focusing on 60 priority countries. This implies that most of the emergency-prone COs will have to increase their WES capacity.  If the same confusion (and selectivity) that arose in the previous MTSP does not occur, most COs should, in theory, increase their technical capacity in all CCC sectors. UNICEF cannot commit itself to the CCCs and a leading role in WES, education and nutrition without the technical capacity to give this role credibility and substance. 

180. There is an urgent need for UNICEF to reinstate and enhance its technical capacity in all the CCC sectors.  Efforts are currently being made, further discussed in Goal 3 to enhance UNICEF’s surge capacity. UNICEF is also in discussion with Oxfam GB on ways to improve UNICEF’s WES capacity, including in coordination. This is likely to include sharing and in some cases providing staff, mentoring and real-time training as well as working together to develop UNICEF’s Watsan kit for emergencies.
These efforts are extremely welcome.  Further work is needed internally to develop UNICEF’s technical capacity without recourse to external agencies if it is to reliably perform in emergencies.  Mainstreaming is one strategy; surge and specialist capacity is another.

Mainstreaming Emergency Response
181. As discussed, mainstreaming preparedness has had some success. It has, however, been more problematic in the transition to and implementation of response. The Kosovo evaluation notes mainstreaming “is far from having been achieved” (UNICEF 2001a). In Darfur, the evaluation questions whether an emphasis on the country team’s response was at the expense of the emergency response and notes that 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, indicating limited integration of existing and emergency programming.
182. Field visits and interviews noted a surprising lack of integration of emergencies into the work of CO and RO Advisors.  There is still a tendency – in practice though not in theory - to view emergencies as the responsibility of the emergency specialists in the team, or of the emergency focal point. This is due to a combination of a lack of emergency experience, technical skills and work overload amongst regional advisors. However, ESARO and Ethiopia demonstrated that when leadership is given to Programme Advisors can and do take on responsibilities for emergencies within their overall work.
183. Mainstreaming cannot be effective without the technical capacity demanded by UNICEF’s commitment to the CCCs.  Country programmes may successfully take ownership of emergencies, staff may find themselves the designated focal point for a particular sector, but cannot be expected to respond effectively in sectors outside their technical domain. The CCCs are also not explicitly linked to Sphere (Sphere Project 2004) and give little guidance on coordination and partnerships, discussed below. Mainstreaming should be one component of UNICEF’s approach to increasing its emergency capacity, but must be complemented with other strategies, particularly concerning surge capacity in human resources discussed in paragraphs 242-284.  Mainstreaming is also dependent on adequate support from the Regional Offices.
The Role of the Regional Office in Preparedness and Response
184. As noted, the CB Programme has contributed to a considerable increase in the capacity of the ROs.  Their role in preparedness capacity building has been pivotal and, as demonstrated by ESARO, the provision of support and (though less often) dissemination of lessons learned in the region is highly valued. ROs have played a srong role in the testing of new capacity building initiatives such as the EPRP (ESARO) and the Health and Nutrition training programme (ESARO and EAPRO). ROs have also been instrumental in promoting new developments in the EPRP, including a greater emphasis on the interagency context. Three challenges persist:  gaps in technical sector posts, general over-loading of existing RO capacity and weak mainstreaming in RO teams (as discussed in paragraphs 86-98).
185. No Regional Office has a permanent post in WES although some (including ESARO for example), have consultants covering this role
. ROSA and MENA also have no Nutrition Advisors. If, as we have seen, many COs lack the same sectoral specialists, the result is a major gap in UNICEF’s response capacity.  Further, many of the Regional Advisors (RAs) lack emergency experience and find it difficult to support inexperienced staff as a result. Staff in active emergency country offices may have far greater emergency experience than the advisors and are unlikely to request (or accept) advice.

186. Weak mainstreaming in some ROs exacerbates these technical gaps.  Whilst TACRO and ESARO report far greater sharing of the emergency caseload by all the Regional Advisors, other regions such as EAPRO and WCARO have struggled to move on from a model in which RAs (and Regional Directors) concentrate on regular programmes whilst the (solitary) Regional Emergencies Advisor (REAs)deal with anything related to emergencies. Several of those interviewed found that COs would take sectoral support needs to the REA, or even to headquarters, rather than to the relevant sectoral advisor. The centralised management of the Tsunami response from headquarters apparently bypassed many of the RAs calling their emergency role into question.  Despite clear accountabilities (for example in the CCCs), ROs in many cases interpret their role as one of support, rather than direction or oversight. 

187. With the exception of MENARO for the Iraq response and one-off plans (such as the Cote d’Ivoire sub-regional plan in WCARO), UNICEF has not been able to develop multi-country EPRPs nor indeed carried out RO EPRPs. This has recently been addressed: RO management plans must now include an EPRP.

188. As seen above, the sheer geographical scale of each region means that REAs are forced to prioritise heavily and be reactive rather than strategic.  They lack the capacity to provide sufficient oversight and quality control. Limited absorption of key office planning documents and workplans indicate somewhat alarming weaknesses in the management function of the ROs and their ability to ensure quality control and support for key activities such as monitoring and early warning.  

Conclusions/recommendations Goal 1: Preparedness and Response: Response performance 

189. Overall, the picture of UNICEF’s response performance is mixed.  Strong performance is supported by preparedness, improved operations, access to corporate guidance (such as the CCCs and technical guidelines) and, in some cases, support by the ROs and HQ - all areas supported by the CB Programme.  Slow progress in key areas such as M&E and early warning may yet bear fruit and at any rate are ambitious capacity building objectives that will take time to embed in an organisation of UNICEF’s size and structure. 

190. At the same time, leadership, technical and coordination capacity, partner’s capacity and established emergency experience within the country teams prevail as key performance determinants. They have received little or no support from the CB Programme and remain unacceptably weak in several cases.  The findings suggest that UNICEF’s technical capacity has, if anything, been eroded, particularly in WES and to an extent in Health and Nutrition.  Despite improvements in some sectors, UNICEF does not have adequate capacity in either the ROs or COs to support its commitments to the CCCs and its role as a lead agency in those sectors.  Considerable investment in sectoral emergency skills, coordination and UNICEF’s role with respect to partners is needed.  There are positive signs that UNICEF is seeking to address these weaknesses, increasing the status and integration of the CCCs within the new MTSP.  The limitations of mainstreaming must also be taken into account, such that response strategies include complementary approaches such as forms of surge capacity and specialist training on the job, further discussed under Goal 3: Human Resources below. Ensuring adequate capacity in the ROs for training and support as well as addressing governance issues related to RO oversight is an essential component of any new strategies, without which the gains will be minimal.
Recommendations:
I. Match RO and CO technical capacity to the CCCs by ensuring that each sector is supported by an Advisor or Programme Officer with relevant skills and experience 
II. ROs must monitor the programme plans of all at-risk countries to ensure that all CCC sectors are being implemented under the MTSP

III. The technical capacity in COs for all CCCs should be mapped on an annual basis:  EPRPs of both ROs and COs must include surge plans to cover any gaps, activated on the basis of changes to a country’s alert/risk level

IV. Preparedness and response planning should be cautious about the potential of mainstreaming and include a raft of complementary strategies including surge and secondments

V. The forthcoming RO EPRPs should ensure clarity of roles and the integration of emergency responsibilities for all Advisors

VI. For ROs with limited emergency experience, actively pursue secondments to emergencies for limited periods

VII. Current efforts to engage in partnerships with international NGOs to increase technical capacity should continue

VIII. UNICEF should invest in its own technical capacity by i) disseminating the CCCs to staff during visits of Regional Advisors in each sector ii) disseminating standards in humanitarian response (e.g. Sphere, Minimum Standards for Education in Emergencies) to CO level staff iii) increasing its training/learning in the CCC sectors.
Partners and Partnerships in the field
191. The availability of good partners is consistently a major factor in UNICEF’s response.  This is a matter only marginally under UNICEF’s control.  Limited NGO presence can, as in Darfur, represent a major operating constraint (UNICEF-DFID, 2005). Does UNICEF maximise the opportunities it does have to work with and influence partner capacity in emergencies, as it tries to do in development?
192. In the field visits, the perceptions of UNICEF from partners were generally positive (regarding collaboration, provision of supplies and willingness to engage in DRC and Sri Lanka).  Expectations of activities such as providing a bridge to government (in DRC), advocacy, information provision, capacity building-technical support and strategic thinking were less often met.

193. UNICEF normally seeks to continue its partnership with government and act in a capacity building role in emergencies. This has been a central part of UNICEF’s role in Ethiopia. This was possible in Sri Lanka and appropriate, though it sometimes hampered progress due to limited government capacity (for example in Vavuniya where many government posts are not filled).  Following the immediate Tsunami response, UNICEF has, unusually and constructively, worked to increase the government’s human resources in the health sector.
194. Often, particularly in the context of a failed State and in situations where government is party to the conflict, UNICEF may suddenly need to shift from existing relationships and expand its partnership base, usually to (new) NGOs. A failure to do so can severely compromise UNICEF’s humanitarian principles and response, an issue identified in Nepal (DFID-UNICEF, 2004). A human rights approach to programming often calls for the involvement of NGOs or CBOs. These organizations are often in a unique position to facilitate the participation of children and women in programmes.  

195. In medium and large emergencies, UNICEF may only be a minor partner, especially to larger NGOs who may nonetheless be an essential lead partner for UNICEF’s CCCs.  According to interviews at both HQ and field level, some of the major NGOs do not seek funds from UNICEF because its procedures are complex and slow, and do not cover essential costs. UNICEF rightly seeks to ensure that its partners are not solely dependent upon its funds, but UNICEF’s concentration on the funding of materials associated with tangible output (water points, therapeutic supplementary feeding items) and unwillingness to fund elements such as international salaries etc leads it into competition from other NGO donors for the most “attractive” components of a programme, a competition that UNICEF will lose if other donors are willing to fund more flexibly.
196. As discussed, EPRPs show limited attention to concrete partnership agreements with NGOs, perhaps failing to understand the new demands these partnerships will bring.  In countries unaccustomed to emergencies, staff understandably find it difficult to envisage an operating context dominated by NGOs. At any rate, international NGO presence in relatively stable countries may be extremely limited.

197. UNICEF has been accused of treating NGOs as little more than contractors, although little evidence of this was found in the three field visits.  Quality control is a challenge.  The CB Programme’s field review in East Timor commented that programme staff were unclear regarding their responsibilities and role “where a partner organisation is behaving (albeit with good intentions) either illegally or not in the best interests of children” (DFID-UNICEF 2002b).  As well as technical expertise, such a role demands good monitoring of partners, which according to most partners encountered in the field tends to focus on finances and outputs, rather than programme impact and joint learning. 

198. UNICEF staff also need to nuance their approaches to partners. Inexperienced partners for example may demand closer monitoring and capacity building. Stronger NGOs welcome UNICEF’s efforts to collaborate and share challenges, rather than patronise or direct.  This requires better knowledge of partner capacity and relationship building prior to an emergency, or at the onset as a priority.  This is a considerable transition for non-emergency staff which needs supporting. The initial role HQ played in WES coordination in Sri Lanka set the scene for UNICEF’s role later, despite its relatively weak in-country technical capacity.

Conclusions/recommendations Goal 1: Preparedness and Response: Partnership 

199. There is an increasing commitment at a senior level in UNICEF to developing genuine partnerships that emphasise collaboration and recognise the value of a composite of skills and approaches.  A recently updated executive directive (UNICEF 2005a) refers to monitoring and evaluation of partners in terms of programme quality as well as a narrower definition of accountability. The new MTSP contains repeated references to partnership and views enhanced partnership as a strategy for the future.  It is hoped that some of the practical changes required, as well as attitudinal, to make partner arrangements into partnerships will follow.  

Recommendations:

I. As discussed in paragraph 241:I, explore simpler mechanisms for partner accountability

II. Continue to explore innovative mechanisms for partnership with local and international NGOs

III. Proactively establish relationships with potential emergency partners even if there is no current contractual agreement with UNICEF as a routine component of contingency planning, particularly as indications of risk increase and the presence of NGOs rises. As part of this, actively disseminate the CCCs to partners so that they understand the parameters of UNICEF’s response.

IV. Develop joint monitoring mechanisms with partners to facilitate both oversight and improved programme performance

V. Initiate open discussions with NGOs on capacity, oversight and support needs at the outset of any form of partnership, contractual or otherwise
Coordination and Coherence
200. The CCCs require COs to “ensure capacity where needed to assume a coordinating role” in WES, Education, Child Protection, Health and Nutrition.  Whether UNICEF does or not is also dependent on the capacity of the government to coordinate and the presence of other UN agencies, the approach of the Humanitarian Coordinator and OCHA’s specific role.  Nonetheless, UNICEF frequently coordinates education and WES and is often required to play a leading role in child protection.

201. As discussed in paragraphs 60-67 and 316, UNICEF has played a strong role within global inter-agency fora. Its role in sectoral coordination is less consistent, ranging from “the best UN coordinating agency” (Sri Lanka) excellent regional coordination (Iraq) to accusations of incompetence (Darfur).

202. Partners were positive about UNICEF’s coordination role in Sri Lanka. In DRC, the local authorities led the technical sectors in the East, but UNICEF was regarded as a strong coordinating contributor and supporter.  In Bukavu UNICEF is also partner in some way to nearly all the humanitarian agencies. Although appreciated, in both Goma and Bukavu, UNICEF’s role was seen more as a funder and supplier than a strategic leader in any sector.  UNICEF’s RO played a strong regional coordination role in Iraq though there was “insufficient clarity on UNICEF leadership role vis-à-vis other UN agencies and unclear coordination mechanisms at UNICEF sub-regional level once the conflict started”. (UNICEF 2003c). In Ethiopia, UNICEF has played a key role in supporting and strengthening the government’s coordination function, as well as collaborating with OCHA and fully participating in the UNCT.
203. UNICEF’s main weaknesses with respect to coordination again derive from limited technical capacity.  According to evaluations, the effect is exacerbated by a tendency to take on coordination roles anyway, stretching its capacity and falling short of the demands of the role. This was an issue raised in evaluations on Iraq and affected countries, Liberia, Darfur Kenya and Madagascar.  UNICEF staff themselves are unconvinced: 77% of the survey responses did not think that UNICEF was effective in coordination.

204. Time and again, UNICEF staff referred to individuals as the key variable determining coordination effectiveness.  Coordination is a demanding role:  to do it well requires time, leadership, facilitation, technical and even data management skills. This is a tall order and one to which UNICEF (like many other agencies) gives little support.  Success appears to depend on the presence of gifted individuals with strong facilitation and management skills.
205. Despite the CCC commitment, there appears to be a degree of confusion about the extent to which UNICEF’s key role should be coordination or that of an implementer, directly or indirectly through partners.  Guidelines, such as those for preparedness, VCA, M&E tend to emphasise UNICEF’s own role rather than its role as a facilitator; it is not always clear how to link the two.  
206. UNICEF does not have a mandate to coordinate the NGOs; only a national government can officially direct the activities of a response.  At the same time, governments may not have the capacity, or desire to play this role and UN agencies typically step into the breach either directly or in the form of support to the government.  Some NGOs ignore coordination mechanisms. Most, particularly experienced, NGOs welcome and indeed demand coordination.  Nonetheless, the absence of a formal UN mandate to coordinate means that the authority to coordinate is largely earned through the quality of the “service”. If coordination is badly managed, information poor and apparently flowing in one direction (from the NGOs to the coordinator), the added value of attending and contributing to coordination meetings begins to be questioned.  The ability to provide and consolidate information, generate consensus on standards and approach, avoid gaps and duplication, identify and advocate for additional capacity and, if possible, provide technical support, is an essential role that can make or break a response.

207. In insecure contexts, the restricted access of UN staff to the field and a reduced operational role has further raised the bar for coordination standards. It can be the main role and expectations are naturally raised.

208. The new Emergency Field Handbook contains a chapter dedicated to coordination, an excellent, brief and practical guide for staff.  This is an essential step.  What is needed now is more resources.  Donors expect coordination but are not always willing to fund it.  UNICEF can not only advocate for the need for dedicated resources, but recognise that it is an essential role in its own right, and not simply something that can be done as part of an already over-stretched job.  In large emergencies, the role would typically demand at least two coordinators per sector– one emphasising field presence to provide the technical support, monitoring and quality control and another in town, to lead coordination meetings and manage the data. Programme proposals should contain the same format of objectives, results and budgets for coordination that any other programme activity would automatically draft, whether in the CAP or elsewhere.  It would raise UNICEF’s accountability for the role but also that of the donors.  

209. Consensus on standards in the humanitarian sector remains a challenge.  Sphere
 in the sectors it covers (water supply, sanitation and hygiene promotion; food security, nutrition and food aid; shelter, settlement and non food items and health services) represents the closest to consensus available.  UNICEF has endorsed Sphere but, it would appear, not officially. Other key standards are the Minimum Standards for Education in Emergencies (INEE, 2004), endorsed by UNICEF. Although no standards exist in child protection, key guidelines, endorsed by inter-agency groups are extremely useful tools to guide collaborative work with partners, particularly the inter agency Guidelines on Unaccompanied and Separated Children (ICRC,2004), IASC Guidelines on HIV and Conflict (IASC, 2003) and IASC Guidelines on Gender Mainstreaming. 

210. Sphere has been used as a reference tool for the EPRP and its standards are strongly reflected in several of UNICEF’s technical documents (draft rapid assessment checklists, Technical Notes and the new Handbook).  The lack of acknowledgement or even reference to Sphere in most other UNICEF documents is mystifying.  The use of Sphere and Education standards (together with broadly accepted protection guidelines) will greatly facilitate UNICEF’s coordination role. UNICEF staff unfamiliar with Sphere will be talking the same language as the NGOs in many sectors – welcome – but without realising it.  Where standards and indicators have been drawn from Sphere, the documents should say so.

Conclusions/recommendations Goal 1: Preparedness and Response: Coordination 

Recommendations:
I. Coordination skills and the clarification of roles within the UN family should be a major component of EPRP training and planning

II. Programme Officer job descriptions should include coordination competencies

III. Recognise Sphere as an essential coordination tool and acknowledge it in key technical documents

IV. UNICEF should explicitly reference Sphere in its guidelines to ensure coherence and a common language and understanding with the NGOs

V. If existing or surge capacity is not available for a CCC, UNICEF should decline to lead the sector to avoid poor performance and damage to its credibility

VI. Coordination should be resourced as a specific function with a dedicated budget. In contexts in which UNICEF is required to play a major coordinating role, budgets should be established for specialist coordinators matched to associated competencies such as leadership, facilitation and coordination skills. 

Goal 2: Operational readiness

To improve UNICEF management of, and operational readiness in financial, supply, logistics, telecommunications, external communications and stress management/counselling elements of humanitarian response in emergencies
211. The CB Programme aimed to: improve UNICEF management and operational readiness in financial, supply, logistics, telecommunications and communication elements of humanitarian response in emergencies. 

i) establishing and maintaining a regional oversight capacity to ensure essential operations and systems support in emergencies, in line with minimum operating standards and guidelines 

ii) further development and implementation of operational standards and procedures for management of funds, supply, logistics, telecommunications and stress management/counselling in emergencies 
Overview points

212. The implementation of Goal 2 depends largely on UNICEF’s capacity to establish a regional oversight capacity. However, as a result of the factors set out in paragraph 82 of this report, support and encouragement from ROs is strong but oversight is weak. 

213. The effectiveness of operations can be a determining factor in the effectiveness of humanitarian response. In a ranking exercise on the factors affecting the speed and quality of response effective operations was rated as the most important factor by ESARO. 

Finance and Administration
214. Finance and Administration was rated as having improved over the last five years by 72% of respondents within the individual questionnaire and 11 of 14 CMT responses. However, only 24% of individual respondents and five of fifteen Country Management Team respondents considered UNICEF to be effective in terms of finance and administration in relation to the CCCs; most rated UNICEF as adequate. 
215. Staff members in country case studies commented that programmes and operations tend to work at ‘two different speeds’. While programmes are trying to respond rapidly in emergencies, operations are often held back by complex procedures and bureaucracy even when operations staff recognise the urgency of the response.  A comment in the individual survey sums this up: ‘Generally unless there are proactive people in the right place at the right time with the authority to act/spend, UNICEF is predominantly staffed by people who are more likely to put institutional requirements ahead of rapid response requirements’. 

216. There is little doubt that there are problems in applying financial and administrative controls and that the level of bureaucracy slows response (see evaluations of Liberia, UNICEF Evaluation Office 2004a and Iraq, UNICEF, 2004b).  A principal issue is the tension in priorities.  DFAM is concerned that emergency contexts are a very high-risk environment for financial losses due to errors or fraud. This concern is quite reasonable in a context in which donors and the public are asking the UN for ever-greater accountability. 

217. However, UNICEF’s corporate responsibility should be to deliver timely and effective humanitarian response. Financial and administrative controls should be adjusted to facilitate that process. Not to deliver timely and effective humanitarian response is an even greater risk to the organisation’s reputation and to the lives of the children and women affected by disaster. In a human rights based approach to programming, humanitarian response must be paramount.  

218. The main issues raised in relation to finance and administration concerned: 
· The CAG (cash advance to government) system that releases funds to partners based on submission of invoices. It tends to be bureaucratic and difficult to release funds and partners are often left waiting for lengthy periods even after they have submitted full invoices as requested. 
· Procedures for cash accounting for ‘where there are no banks’ are also difficult and slow. The Ethiopia CO had developed adaptations of the system to facilitate response with the agreement of DFAM but this is more difficult in a fast onset context. 
· Waiting for Contract Review Committees to review purchasing or contracts for transporters, for example.
· PROMS
 currently requires several time-consuming steps to complete a transaction. Welcome news however, is that PROMS is continuing to be simplified based on recommendations from Regional Operations Officers and Field Reference Groups. 
· Joint detailed planning on financial and administrative procedures as part of the EPRP process has also been weak and should be strengthened using DFAM and other guidelines (the cash management Financial Circular, Emergency Handbook, PPP training CD, DFAM intranet website).

219. UNICEF’s systems and control mechanisms were devised for ‘steady state development programming .. aspects of which are not appropriate to emergency situations’ (evaluation of Iraq response). They require adjustment to emergency contexts, but still aiming to maintain effective controls. Some guidelines on greater flexibility have already been agreed and documented. For example, contract review committees can be held after the event if the CMT agrees and documents the reasons. It is also not absolutely prohibited for SSAs to use PROMs (as is the common perception) provided that would speed the response. If there is sufficient confidence in the capacity of partners and strong programme relations, they are not obliged to produce all original invoices. The latter is a CMT/Finance/Programming decision. However, most key personnel are not aware of flexibility in procedures before the emergency event. Even if they were aware, risk aversion and concern about audits would probably still make them reluctant to side-step complex bureaucracy.  They would also regard avoidance as an exception, not as an institutional rule. 

220. It is essential that DFAM transmit a clear message that corporate responsibility is towards effective humanitarian response. The Real Time evaluation of Liberia’s response recommended that DFAM should ‘complete and aggressively promote to COs in emergencies, simple guidance and tools on defining and assessing financial controls in a crisis, as well as on how to provide timely cash disbursements while maintaining financial controls in a context of failed banking systems’ (UNICEF, Evaluation Office, 2004a).  Aggressive dissemination over a period of a year or more would clarify whether the major issue is that CO staff are not sufficiently clear about procedures to ensure that they are flexible and responsive in emergencies or whether the issue remains the procedures themselves, coupled with risk aversion.
Supply

221. All Country Management Team survey respondents and 77% of individual respondents rated Supply as having improved in the last five years and this was backed by comments in interviews at all levels. This was partly due to support from DFID under this CB Programme and to the additional funding for operations. Improvements were driven by placing a strong leader in the Directorship post to identify blockages and implement change. Also significant was a DFID funded study on Supply (TASK, 2002) that analysed how to reinforce supply through regional hubs. This has resulted in:

· A faster response time for items in stock from 72 hours to 48 hours 

· The establishment of regional supply hubs in Dubai, Johannesburg and Panama, managed by the centre in Copenhagen. The hubs have increased warehouse capacity; supply capacity overall has doubled since 1999. Early findings suggest that Dubai is the most cost-effective and efficient of the hubs but the Supply Division intends to do more analysis in the coming years. The regional hubs have also increased the safety levels of emergency stocks and are used as a base for the supply function for development programmes as well as emergencies.
· An expanded network of supply options using the hubs as a base for procurement. 

· Establishment of emergency stocks linked to the CCCs.
· Establishment of an Emergency Coordination Unit that covers both supply and logistics for emergencies. 
· Improved dialogue with CO based supply personnel and CO has real-time access to information on stocks and progress of purchase orders.
· Guidelines on policies and procedures for in country logistics (UNICEF, Supply Division, 2005). 
· The expansion of the option of shipping directly from suppliers to the destination. 

222. Pre-positioning of supplies in-country in Ethiopia, Somalia, Sri Lanka, DRC was considered to have been extremely effective for the speed and efficiency of response. In Ethiopia pre-positioned supplies related to ongoing development programmes with the government. In Somalia, DRC and Sri Lanka the CO had small stocks of emergency supplies. In both Sri Lanka and Somalia in-country supplies were extremely important in the rapid response to the tsunami. 
223. Maintaining large stocks at country level is discouraged by the Supply Division to avoid wastage. Supply Division’s position is that pre-positioning regionally through the various hubs is the preferred option but that COs should also establish which items are available locally and establish LTAs (long term agreements) with local suppliers. The Evaluation Team are in agreement with the Supply Division in principle but there are some exceptions and the decisive factors should be based on a good logistics assessment as part of the EPRP process. If the CO can make a good case for pre-positioning items at CO (or even zonal) level, especially if they are required in the first 6-8 weeks of a fast onset emergency, exceptions should be allowed. Again, RO level oversight is important in this context.
224. Issues of the cultural appropriateness of specific items should be considered as part of this assessment. Respondents in the evaluation observe that pre-positioning at CO or RO level is more likely to ensure that items are culturally appropriate than importing from Copenhagen where they have to be generic.
225. Some Regional Offices play an important role in coordinating the supply function within the region.  In ESARO, the Supply Officer coordinates supplies for the region, including DRC (that is part of WCARO region). ESARO undertakes cross-border procurement and provides oversight of emergency procurement, including significant amounts of anti retrovirals. 
226. In a sample of 18 purchase orders from the three case study countries in 2004 and 2005 of items that were not in Copenhagen stock, the evaluation found that:

· 11 of the purchase orders were sent to suppliers within a week and all remaining items except one were submitted within 28 days.

· From order to delivery in country, 9 of the items were delivered within a month (including 6 within 14 days) and the remainder within 3 months 

· All orders appeared to be clear and detailed 

Seven of the items were ordered by Sri Lanka for the tsunami response and under the global trigger. Of those one item was delivered in 3 days and another in 8 days, following the order and the remainder in periods from 2 weeks to just over 2 months. This appears to be a reasonable response for supply from a distance but the staff team in Sri Lanka recognised that local purchase could have been faster and that more emphasis may need to be placed on local procurement in an emergency. Local purchasing has further advantages in that it boosts the local economy. It is notable, however, that the items in stock in Copenhagen and the hubs as part of emergency supplies related to the CCCs arrived within days of the tsunami and were extremely efficient. 

227. UNICEF regulations on local procurement provide for COs to opt for local or offshore procurement up to a ceiling of USD 50,000 (which can be increased in emergencies). However, quality conditions of the items and suppliers have to be met and this is sometimes not possible to achieve locally. COs are not authorised to procure vaccines and pharmaceuticals in this way. 
228. While performance in supply has improved considerably, there remain outstanding issues on both Supply from Copenhagen and the hubs, local purchasing and local distribution. From lessons learned in the case studies and through Supply staff, the following are the main issues identified that require further improvement:

· The list of items included in emergency stocks in Copenhagen and in the hubs was originally established through a consultative process with HQ Divisions and the CO staff, taking the CCCs into consideration.  It should now be revised to the new CCCs and include some additional items found to be important in the tsuanami response: family kits for emergency shelter, tents, kits for separated children. In the tsunami, those items that were in stock arrived very quickly and efficiently but items that had not been included in the list arrived after three months and too late to be useful (family kits and family tents). 

· There has not been sufficient emphasis on translating standing readiness in supplies within the Emergency Preparedness Plans at country level into how those supplies will be obtained or existing stocks replenished at short notice.  

· While supply to fast onset emergencies has improved, the case studies revealed questions about the speed of supply to chronic emergencies.  The DRC country team sent a staff member to Copenhagen at one point to lobby and unblock supply orders as they were not been addressed with sufficient speed. Equally Operation Lifeline Sudan, a chronic emergency, complained about lead times from the submission of the order to supply. 

· Although one of the responsibilities of the Regional Offices is to facilitate the transfer of stockpiles between country offices, this rarely happens in practice and may not be an efficient solution because of local transport costs.

· UNICEF does not have independent logistics capacity in most Country Offices. The organisation usually relies on government logistics systems or contracts private companies. UNICEF good practice is that all countries should have a logistics assessment in place and this may involve a contract with one or more transporters. The assessment should also address a shift in warehousing from ‘normal’ systems to taking directly responsibility for logistics. To conduct these assements in the context of an emergency is extremely time-consuming and can cause serious delays to humanitarian response. All the more so as in difficult contexts such as Darfur, there may be only very few and highly expensive private contractors available and warehousing could be difficult to identify/establish. In general, distribution systems in country were considered to be inadequate. 

· Orders submitted from CO level to Copenhagen are not always sufficiently clear and detailed. Capacity to prepare clear and detailed orders depends on the sector-specific technical skills of programme personnel, together with supply personnel. Critiques were raised in the Darfur evaluation (UNICEF-DFID, 2005) over an order for drilling rigs that was considerably slowed by lack of clarity. 
· The speed of response would be faster if supply colleagues were consulted at the very beginning of the programming process and if programme colleagues were more knowledgeable about UNICEF’s rules and regulations. 

229. One RO recommended that further work should be done at country and regional levels on identifying best practices to include: supply planning, supplier registration and evaluation, procurement and warehouse/inventory management systems. This should be followed by a roll out to implement those systems at country level. 
230. The current ECHO grant for 2005 covers pre-positioning of life-saving supplies and pharmaceuticals, development of a Supply Tool Box to support decision-making at RO and CO level, computerised warehouse management and distribution system, development of a manual and tools on cold chain management, procurement of VSAT kits, stockpiling of telecommunications equipment and further development of the office in a box. The total cost of the programme is Euros 8,096,600 of which ECHO’s contribution is Euros 5.4mn over one year.
Telecommunications

231. In the evaluation questionnaire, 83% of individual responses considered that IT and Telecommunications had improved over the last five years, while 11 out of 14 country office respondents also considered that it had improved in that period. The presence of a Regional Telecommunications Adviser has been crucial in making this happen. Many of these posts were funded by DFID II in support to Operations and four have subsequently been absorbed into core funding. 
232. Major achievements are: emergency telecommunications assessments at CO level with the support of ROs, investment in posts for IT and Telecommunications, investment in equipment and training and development of updated standards and technical guidance on standard costing of equipment. 

233. Areas still to be addressed are the further roll out of training of individual staff members on the use of equipment as there appears to have been considerable investment in installing equipment and training drivers but less investment in training other staff members. This should be enhanced when the formal training package by ITD is ready in July 2005. The training package is expected to provide greater consistency in approach.
Communication

234. Communications includes both communication with the media and programme level communication with communities and other stakeholders. There was a consensus amongst members of the UN family within country case studies that UNICEF is extremely effective in communication, much more so than other UN agencies. The Communications staff have a tightly-knit team internationally, are able to prepare consistent messages and have a great deal of confidence in each other. The fact that the team of Communications Officers at regional level meet on an annual basis and talk informally throughout the year helps to enhance mutual confidence. Not surprisingly, communications and fundraising scored very highly in the surveys for improvements in the last five years and very highly for the Country Management Team group in terms of effectiveness against the CCCs (less so for the individual responses).

Stress Management and Counselling

235. Stress management and counselling was included as an RO oversight responsibility within Goal 2. For UNICEF stress counselling has entailed a two-track strategy of rolling out a peer support programme through training, combined with professional support for stress counselling. 

236. Achievements include the development of guidance and tools on stress management and training 143 staff members in Peer Support and Stress Management, with an almost equal distribution between men and women (Baastel, 2005). Those trained are not evenly distributed between regions and training largely depended on the interest of the RO and COs. The region with the highest coverage of Peer Support training is CEE/CIS but on the whole coverage is not yet sufficient to make a difference in emergencies.

237. An internal survey (with 2,027 responses) on the causes of stress is highly significant as the factors that were most frequently cited as causes of stress all relate to the working environment rather than external context. The major issues were i) workload and ability to achieve goals and objectives ii) working hours in UNICEF and iii) feeling undervalued and/or unable to contribute to decision making.  Very few staff members had made use of peer support (10%) or a staff counsellor working for the UN or another agency (7%) while the majority gained support from friends or relatives outside UNICEF (62%).  However, significant numbers considered that stress management workshops, pre and post deployment briefings and social activities organised by the UNICEF office would be useful. 
238. Within the country case studies, Sri Lanka made the greatest references to stress counselling post tsunami. Staff commented that peer support was useful and that individual professional counselling requires a considerable time commitment on the part of the counsellor and counselled. Critiques were made of a inter-agency UN team that came to provide counselling in Iraq following the bombing of the UN building, but lacked the sensitivity to provide sufficient time and privacy for staff to feel it was useful. 
239. To reduce work related stress will require a package of management measures aimed at recognising and valuing quality work, developing greater confidence in the performance evaluation review and promotion system and careful monitoring of working excessive hours, especially in emergencies. The peer support system was valued but needs to be expanded and should aim at providing space for staff to unburden themselves as well as identifying staff members who are not recovering following stressful events. Professional counselling may be required through private counsellors for staff under severe levels of stress. 

Conclusions/recommendations Goal 2: Operations

240. There were various comments from CO staff that UNICEF is an organisation working at two different speeds (between programmes and operations) and that operations are held back from effective and rapid response by complex bureaucracy and procedures. This point has been raised through various evaluations and should be addressed in the context of UNICEF’s overall approach to the primacy of humanitarian response. 

241. Effectiveness of operations. 

i) Supply Division has made a considerable effort in the last five years and has made impressive improvements. We include some recommendations to reinforce the effectiveness of Supply 

ii) Finance and Administration continues to experience bureaucratic blockages and we have made recommendations based on systems and the primacy of humanitarian response iii) IT and Telecommunications and Communications are recognised for their effectiveness. The Evaluation Team welcomes the work to simplify procedures in PROMS. iv) Stress Counselling is valued but does not have adequate coverage and there needs to be clear linkages with other HR systems, given that most stress is work related. 

Recommendations
I. Finance and Administration: 
a. DFAM should aggressively disseminate financial and administrative procedures in emergencies to COs (through Regional Financial Advisers) to ensure full confidence with systems before an emergency occurs.  A field-based review should be instituted after approximately 18 months-2 years to clarify the question of whether a) the systems are adequate to emergencies once they are fully understood or b) the systems themselves should be adapted for emergencies. 
b. In the course of dissemination, DFAM should be responsible for ensuring that all staff understand UNICEF’s corporate position on accountability in emergencies. It should be clearly stated that UNICEF’s corporate goal is effective humanitarian response and that staff will be supported for adapting systems, provided every effort is made to ensure checks and balances are in place.
c. Within the EPRP process, more time should be spent on how DFAM procedures for emergencies would be applied by both Programmes and Operations.
d. COs should improve partner organisational assessment to enhance mutual confidence and reduce bureaucracy in collaboration. As noted above, there is flexibility in procedures that can be decided by the CMT/Finance/Programmes at CO level. 
II. Supply:
a. Increase the amount of time spent by CO Supply Officers on EPRP with the support of Regional Advisers, Supply. Standing readiness should be backed by clear plans for supply of all items required under CCC sectors, including estimates of lead times. All COs should be clear which CCC items are available locally and should make Long Term Agreements with suppliers. 
b. As part of the supply assessment under EPRP if pre-positioning of specific stocks in specified zones is considered essential for effective standing readiness, COs can make the case to the Emergency Coordination Unit of Supply Division. 

c. COs with the support of Regional Advisers, Supply, should ensure that sufficient focus is placed on logistics and distribution capacity in country as part of the analysis of standing readiness. This could be bolstered by an assessment of private contractors and warehousing options at the time of the EPRP. 

d. CO level plans for standing readiness should be shared with partners to enhance inter-agency coordination on the types of stocks held. 

e. The Supply Division in consultation with the field should update the list of emergency items in stock to the new CCCs. This should include items considered essential through lessons learned in the tsunami response and other recent large emergencies.  

f. Re-evaluate the relative performance of each of the regional hubs within a year. 

III. IT and Telecommunications:
a. Ensure that there is equal emphasis on training to use equipment as on installation and maintenance of hardware.

IV. Stress management and counselling:
a. Focus future efforts at stress relief through reinforcing HR systems for the recognition of good performance and transparent systems for promotion and career planning. 
b. Continue Peer Support Training with a view to recognising those colleagues that are not recovering after a stressful event and providing support in referral to professional counselling.

Goal 3:  Human Resources
To improve the availability of appropriate staff at the appropriate time for all emergencies
There were three objectives within the goal: 
· Develop human resource capacities by integrating humanitarian response related functions into organisational job and competency profiles for recruitment and use the profiles for learning/development activities 

· Enhance systems for identification and rapid deployment of staff and external expertise to and from emergencies? 

· Establish and maintain an effective succession planning system for staff deployment in emergencies 

Effectiveness in relation to the objectives 

242. Overall progress towards the targets has been slower than planned and this is reflected in the responses from Country Management Teams and individual respondents in the questionnaires. HR was considered within both surveys to be the area that had least improved in the last five years. Frustration was expressed regularly during country case studies. However, this point should be nuanced by the fact that HR tends to be the most difficult area for all humanitarian agencies. 
243. Having observed that HR remains a challenge, there was also strong recognition at all levels of the organisation of the important and dynamic role played by the Emergencies Focal Point in HR (initially funded by the DFID Programme and later absorbed by UNICEF) in actively supporting countries in surge requirements and in focusing on system development for emergencies. Clearly the existence of the role, together with the redeployment of HR personnel from Regional Offices, was effective in supporting the tsunami response. HOwverA further headline factor in HR is that the global trigger has been effective in getting staff rapidly redeployed to emergency contexts in Darfur and the tsunami response (although questions have been asked about the impact on ‘sending’ country programmes and there are still gaps in water and sanitation personnel in Darfur). 

Integration of humanitarian response functions into job and competency profiles
244. Integrating humanitarian response skills, knowledge and experience into competency profiles was one of the objectives of the CB Programme. Competency profiles should be used to guide recruitment through defining the kinds of skills and experience that suitable candidates should possess and to support staff performance evaluation and development plans. This process has begun but is not yet sufficiently detailed to guide the recruitment process towards candidates with strong humanitarian experience. 

245. The CB Programme also intended to ensure the integration of humanitarian response into job descriptions outlining the responsibilities of each post as a way of reinforcing mainstreaming. An analysis of 150 job descriptions from 1999 to 2005 including management, programmes and operations posts, showed that only 36 referred to responsibilities in humanitarian response in some form and of those, 15 were specialist posts in emergencies. Job descriptions are drawn up at CO level but draw on generic job descriptions. 
246. Of the generic job descriptions, only two, Country Representative and Emergencies Officer, referred to humanitarian responsibilities. The key posts of Senior Programme Officer and Senior Operations Officer did not include humanitarian responsibilities. This was reflected in the job descriptions in practice: all Country Representative job descriptions referred to humanitarian responsibilities. Within sectors, child protection posts referred to humanitarian responsibilities more than any other while the only operations posts that referred to humanitarian responsibilities were Chief of Field Operations and Supply. Comparing different years, there was no evidence of an increasing importance to highlighting humanitarian responsibilities in recent years i.e. since the CB Programme. 

247. Although job descriptions are often not used as a management tool, they are indicative of the importance placed on mainstreaming responsibility for humanitarian response and should include key responsibilities for humanitarian action as outlined in the conclusions to this section. 

248. Four systems have been defined for identification and rapid redeployment of staff:
· Internal redeployment

· Global web roster for external personnel/consultants

· Standby arrangements with partners

· Emergency Response Team

A comprehensive human resource plan for surge requirements should be addressed within the EPRP process but as paragraph 143 notes, this has been extremely weak. In a sample of 27 plans, only two had seriously addressed surge planning. It was not possible to analyse global data on each of the above systems as they are currently not collated in that way but the evaluation has analysed the systems within the country case studies for Sri Lanka and Ethiopia. The same information was not available in DRC as the HR post is vacant.

Internal redeployment of UNICEF staff
249. This is the preferred option for rapid redeployment as staff are familiar with culture, procedures and systems, especially with the PROMS programme management system. In addition, the experience in the tsunami response in Sri Lanka showed that UNICEF personnel arrived fastest. Of 64 surge personnel from December 2004 to mid April 2005, 36 (56%) were UNICEF personnel from ROSA (South Asia), NYHQ and from other regions. Of six people who arrived within 48 hours of the tsunami, five were UNICEF staff members
. This trend continued in January when the largest group was UNICEF personnel. 

Staff members were rapidly identified through people already known to the Sri Lanka office and staff mobilised by the Emergency Focal Point in New York following the launch of the global trigger.  The process worked well and there were no complaints made in Sri Lanka about the speed or effectiveness of HR deployment.

Table no. Surge staff redeployed to the tsunami response in Sri Lanka
	Source of staff
	Number

	UNICEF staff

	Other regions
	10

	Countries in Region
	8

	HQ – NY
	6

	ROSA 
	6

	National Committees 
	4

	HQ – Geneva
	1

	HQ – Copenhagen
	1

	Subtotal UNICEF redeployment 
	36

	External personnel

	SSA (consultant - Short Services Agreement)  
	23

	Standby DFID
	2

	Others
	2

	Standby Government of Ireland
	1

	Subtotal external personnel
	28

	Total 
	64


250. In terms of sectors of surge staff, the majority were in communications and logistics/supplies, followed by protection and WES, as below. 

Communications 14, Logistics/supplies 9,  Protection 8, WES 8, Emergencies 6, HR 5,

Education 4, Operations 3, IT Telecoms 3, Finance/funding  2, Mine Action 1, ECD 1

The reason for such large numbers of staff deployed into communications was to meet the very high demands for information from the press, donors and others. Rapidly building capacity in communications also left programme staff free to pursue their work; prior to the redeployment of communications personnel, the Protection Officer was spending some four hours a day on the phone to the press following the tsunami. 

251. Rapid redeployment of UNICEF personnel is particularly important for the core functions that are extremely difficult for external personnel to fulfil. These include budgeting, planning, supply, communications, security, IT, telecommunications and logistics. 

252. However, rapid redeployment of UNICEF staff tends to be used in fast onset emergencies and especially when there is a global commitment to surge and Country Representatives are obliged to release their staff. For both Ethiopia and DRC it was much less useful as a system. DRC had only benefited from one redeployed staff member and Ethiopia referred mainly to internal redeployment within the country and to temporary external contractors (as well as support from ESARO, the regional office for East and Southern Africa). 

253. Although it is the preferred option for rapid staff deployment, it tends to be organised in an ad hoc way. There is currently no organisation-wide system for establishing registers at RO level for staff redeployment (recommended by a study on HR for emergencies, Heffinck, 2004). This idea was backed by the HR function in ESARO that argued that closer planning for rapid redeployment across the region had potential to improve rapid response. ESARO has begun working in this direction.  
Global web roster of qualified, competent external personnel
254. A global roster has been established and is managed by the Emergency Focal Point (EFP) at HQ level, in conjunction with the HR Division personnel at RO level. The roster is accessible to all COs through the intranet and is currently in the process of being brought together into a broader talent pool that will include both UNICEF staff and external consultants within one programme so that searches can easily be made for both (SAP HR system). 

255. The web roster is made up of external consultants (over 1000) and includes brief information on backgrounds and CVs. It serves both development programmes and emergencies. In an analysis of 40 CVs selected at random from the roster, the evaluation found that only half had humanitarian response experience. Of the 20, years of field-based experience in emergency contexts was broken down as follows:

6 months-2 years experience

12 consultants on roster

3-4 years experience 


5 consultants

5 -6 years



3 consultants

Over 6 years 



1

This is a relatively low level of field-based experience to provide a significant technical lead on sectors in emergencies.  As part of the current process of re-vamping the global roster, one goal is to ensure that new candidates entered meet minimum requirements including field-based emergency experience. 
256. Comparing the consultants’ professional training and experience with the CCC sectors, there was a strong focus on health:

Health

13

Protection
3

WES

2

Nutrition
2

Education
1

For the web roster to be really useful in humanitarian response, it should aim to encourage consultants with experience in the CCC sectors to register. One proposal from a country case study office is that UNICEF should maintain a relatively small register of technical specialists covering all the CCC sectors. Technical specialists should be selected based on proven effectiveness in the field and especially those with direct UNICEF experience. Some could be identified through consultants who have worked with UNICEF on SSA (Special Service Agreement) contracts. Incentives could be provided to exceptional candidates such as subsidised places on selected training courses, inclusion in key UNICEF meetings and perhaps asking the consultants to provide modules of training/learning in their own field. 

257. In practice all COs, ROs, and Divisions at HQ have their own informal lists of names of people they know and trust. They are more likely to turn to their own lists first. As a step towards making the web roster more effective, the Emergency Focal Point in DHR at HQ is trying to decentralise responsibility for the roster and ensure that ROs screen the names on the roster to encourage confidence. 
258. In the tsunami response in Sri Lanka, 23 externals were rapidly employed on short contracts, some of whom were already in country and known to UNICEF, others were identified by the Emergency Focal Point (partly from the global web roster). In Ethiopia, most surge requirements have been met by temporary staff on short contracts, of whom most were identified through the RO or CO level rosters. Since 2001, 90 temporary staff have been employed in Ethiopia for emergency surge requirements. These break down to approximately one third international and two thirds national staff. Of the international staff, half were identified through the regional consultant roster in ESARO and one third through the CO level roster. The global roster was not significant. For national staff, almost two thirds were identified through the national roster. While international staff have been approximately even in terms of gender, there is a strong bias towards men within the national staff group (9 women and 52 men). 
In addition, a further 26 staff members have been employed on TFT contracts specified for emergencies since 2001, some of whom transited from temporary SSA contracts to TFT contracts. 

259. In Ethiopia, staff were contracted rapidly by using the Short Service Agreement system for a period up to 6 months and ensuring that anyone who would be needed for a an additional period was converted to a Temporary Fixed Term contract during that space of time. While this process is discouraged as TFT contracts should be the first point of call according to procedures, it is a pragmatic and speedy alternative to emergency contracting. In Ethiopia, an analysis of 73 SSA contracts showed that 50 were finalised within 5 days and 18 within 10 days. 

Standby Arrangements with partners
260. Standby arrangements are agreements with agencies for the rapid deployment of experienced humanitarian personnel. These include arrangements with NGOs such as the Norwegian Refugee Council, Danish Refugee Council and RedR; UN Volunteers and government agencies like Swedish Rescue Services Agency and DFID (the last being an ad hoc agreement). Standby is useful to UNICEF in supplying small numbers of technical experts. In 2004 (before the tsunami), there were 8 staff under standby arrangements globally, compared to almost three times that number in internal redeployment. The significance of standby arrangements is the strategic injection of highly qualified technical skills into a situation for a fixed period.  These usually cover sector specific skills e.g. water and sanitation or protection, as opposed to generic humanitarian management skills. The Standby arrangements are currently managed by EMOPS, Geneva rather than the HR Division in New York. 

261. In the tsunami response in Sri Lanka, 4 in 64 surge personnel were identified through standby arrangements, two being from DFID and providing surge capacity in water and sanitation in the transition phase. Ethiopia did not refer to personnel supplied through standby arrangements. 

Emergency Response Team (ERT) 
262. The ERT was established in late 2004, following a consultant report on systems for rapid HR deployment recommending re-establishment of a small specialist team (Heffinck, 2004).  The team currently comprises 2 senior humanitarian managers at P5 level and 3 staff P4/3 level available for rapid deployment to establish the parameters of a humanitarian response, identify gaps and organise sector based coordination. Plans within the MTSP are for the team to expand in the period 2006-9 and, according to the MTSP, core funding has already been allocated. The team was used in the tsunami response and was reported to be effective but time constraints have prevented the evaluation team from further analysing ERT effectiveness. 
Succession planning

263. Effective succession planning is fundamental on two levels: 

· For managers/leaders and senior programme staff whose role is crucial in driving humanitarian response. UNICEF analysis shows that some 33% of senior managers will be leaving within five years through retirement and by choice making succession planning essential. Succession planning has been in place since January 2003 for the level of Representative (P4-D2), Regional Directors and Deputy Regional Director (D1/D2) and Directors and Deputy Regional Directors (D1/D2). Since January 2004 a system has also been in place for all Programme Coordinators. 
· To cover staff redeployed in emergency response, especially if that redeployment is for up to three months. This is essential to ensure that managers are willing to release staff for redeployment. There are a number of possibilities to cover these posts including retired UNICEF personnel, UNVs, temporary staff, temporary upgrading of more junior posts etc. Guidelines have been issued on succession planning/practice in emergencies but they do not appear to be well used and dissemination of the guidelines should be more pro-active
. 
264. For long term succession planning, the two principal strategies are: a) the creation of a talent pool to identify and encourage staff with potential for promotion and b) the learning programme for leaders and managers (see Goal 4). The talent pool will bring together internal staff and external candidates in one place and should help to systematise the identification of candidates for succession. The system is in the process of ‘going live’ on the intranet so it is too early to assess the effectiveness of the approach. The learning programme is already in place and reports from country case studies have been very positive about learning for leadership. 

Corporate trigger
265. The corporate trigger has been used twice since it was established in 2004 and has shown that obliging Country Representatives to release staff can help to rapidly expand the size of the team. In Sri Lanka, the success of the rapid redeployment of UNICEF staff was certainly attributed in part to the global trigger (also to the fact that it was a ‘popular’ response) and the same conclusion was reached in Darfur which is clearly not a popular response. In Darfur, the corporate trigger was used in May 2004 and staffing rapidly increased from 6 national and 1 international staff member in February 2004 to 71 staff including 37 internationals by September 2004. Prior to the use of the corporate trigger, HR had been a major bottleneck to response. There are ongoing problems in relation to sector specialists, especially in water and sanitation, but there is no doubt that the overall situation was relieved by the use of the corporate trigger.  However, it should be noted that it would be difficult to use the corporate trigger for more than one or two major emergencies simultaneously.   

266. One possible option for UNICEF working towards enhancing effectiveness in HR surge would be to establish a regional trigger, mirroring the corporate trigger. The Evaluation Team is not recommending this course of action on the basis that the greater challenge is to make regional office planning, oversight and support work effectively as described in paragraph 101 rather than create an additional layer of procedures.
The impact of mainstreaming as a strategy on HR for humanitarian response

267. Mainstreaming is increasingly regarded as the foundation on which an effective response is built, to be augmented by specialist emergency support in the case of a larger scale humanitarian crisis. As the Emergencies Focal Point for HR pointed out, the Staff Management Plan should allow for considering i) current staff capacity in the office – functional areas and operations ii) scale and scope of potential emergencies facing the office including cross-border effect from or support to neighbouring countries and iii) additional staff required to meet these projected challenges to the office to deliver. 

268. The experience of Sri Lanka shows that surge support provided to a strong country team with solid experience in humanitarian response and strong leadership strengthens the overall response capacity. However, providing surge support where UNICEF has a very limited presence can improve the response but it is still likely to be less than fully effective, such as in Darfur. Essentially overall capacity amongst staff teams must be strengthened to provide the whole response in small emergencies and to work effectively alongside specialist humanitarian support in a large crisis. 

How relevant is the human resources strategy? 

269. The HR strategy was defined through a conference in Brasilia in June 2002 (UNICEF, DHR, 2002). It appears to have the right approach through a holistic approach including a corporate plan for succession planning, mechanisms for rapid deployment, a tripartite approach to career development (individual, supervisor and organisation), results based performance management and staff well being measures. However, UNICEF has been slow to implement various aspects of the plan and in recognition of the ongoing difficulties in achieving the target of right people, place and time for humanitarian response, a further consultancy was commissioned to analyse rapid response (Heffinck, 2004). This resulted in a full analysis including systems used by other UN agencies and the Red Cross and an historical analysis of former systems within UNICEF. Crucially, Heffinck identified the linkages between early warning/early action and HR. He also observed that UNICEF prefers internal candidates for core functions that require knowledge of UNICEF systems (especially operations) while non core functions can be filled by external personnel. The report includes a flow chart for HR deployment in emergencies together with a draft action plan for implementation of the recommendations. It appears that the report was not finalised or formally approved, although some of the recommendation have been implemented: establishment of a small Emergency Response Team and revamping of roster systems (in process). Systems for standby coordination have been defined and outlined in the Emergencies Handbook.
270. The Valid Team has found that the Heffinck report chimes closely with evaluation findings at all levels (HQ, RO and CO) and that the information presented above backs Heffinck’s recommendations with the caveats that: a) further field level consultation on implementation of the recommendations is necessary and b) a greater focus on the role of national staff would represent a more sustainable strategy. In addition, Heffinck did not recognise the strategic potential of referring high performers employed on short contracts (Special Service Agreements, known as  SSA) for humanitarian response to the global roster for external personnel. 

Are the CCCs relevant to the HR function?

271. One point that should be included in the CCCs (phase beyond initial response) is to analyse the group of staff that have been drafted in for surge capacity and plan for their: i) continued deployment or ii) end of contract in relation to ongoing requirements. At that stage two specific points should be addressed: i) in the case of deployment, the impact on the sending country office and whether the redeployment can be continued and ii) the type of contract should be considered for external personnel – staff drafted in rapidly as SSAs can be converted to TFTs if necessary. 

Factors that promote or limit effectiveness in HR for humanitarian response
272. The factors that appear to have the greatest impact on HR capacity for humanitarian response are:
· The degree of preparedness of the office Staff Management Plan in relation to the contingency plans and scenarios for humanitarian crises. Teams need to analyse existing leadership, technical and operational strengths and weaknesses within the team and plan for which surge capacity would be required in the event of a humanitarian crisis.  
· The rapid redeployment of UNICEF personnel and willingness of Country Representatives to allow them to go (this needs to happen outside the global trigger)
· Rapid funding of the response to be able to contract additional personnel if necessary
· Confidence from CO level in the global web roster being a credible source of personnel
· The degree of dynamism and determination of HR personnel at CO and RO levels in identifying potential internal and external candidates for surge
· The extent of willingness and interest of staff in redeployment (that can depend on career prospects)
· The extent of CO, RO and HQ personal networks of internal and external candidates and how far all three levels work effectively together
· The extent to which standby arrangements have been maintained updated and are pursued early in a response or during an ‘amber’ phase
UNICEF structures and HR processes – the roles of HQ and ROs 
273. The role of ROs in HR tends to be responsive to immediate needs rather than proactively engaged in preparedness. The HR functions in ROs do not review Emergency Preparedness Plans or Staff Management Plans, nor have they created a standing arrangement with COs for redeployment of specific staff in emergencies. However, there is great potential to make linkages between redeployment, learning and preparedness to enhance the preferred system of internal redeployment. 
274. A Regional Roster for Redeployment could be established and managed at RO level. This would systematise work already done in identifying staff for redeployment at short notice. The aim would be to identify staff who could be available for redeployment for up to 3 months. Managers would have to agree in advance the burden spread evenly across COs. All CCC sectors and operations functions would need to be represented. Incentives to register would be priority places on the learning programme and recognition in promotion/career development terms. Managers would also need to be recognised in the Performance Evaluation Review. 
275. The system would be linked to early warning-early action and to the Staff Management Plan or Emergency Preparedness Plan. The Heffinck report recommended this type of system in spite of the fact that it had been tried previously within UNICEF. It had previously faltered because managers refused to let staff go. However, in the current context in which all managers could face an emergency and require surge support, they are more likely to recognise the need. In addition, redeployment could be an obligation for all managers, provided no single staff team was overburdened.  To be successful, a backfill plan would also be required.
National and international staff for humanitarian response

276. There remains a strong focus on international staff for humanitarian response and especially for surge capacity. However, the evaluation questionnaire demonstrates that national staff are interested in gaining more experience in humanitarian response and link response experience to promotion potential. A greater emphasis on national staff redeployment both within and between countries could help to build a stronger and more sustainable response capacity. National staff would need to have gained strong experience within their own country before being included in redeployment. 
277. Another perspective is that of developing firmer relations with national level disaster management institutions and supporting their capacity. UNICEF invested in national disaster response capacity following the super cyclone in Orissa India and it has paid off as the State authorities have demonstrated improved capacity to respond. Indeed across India, the experience of emergency response is leading to enhanced State capacity to manage national disasters as well as support neighbouring countries, as occurred in the tsunami response. 

Learning lessons in HR deployment 

278. The Evaluation Team has found that human resources functions have been slow to incorporate changes based on lessons learned through evaluations and reviews. The Iraq Lessons Learned exercise in 2003 (UNICEF, 2003c) pointed out many lessons for HR but some key recommendations remain outstanding and will be repeated in the present evaluation (Regional Office surge capacity systems, reinforced analysis of staffing needs and gaps as part of EPRPs). The Darfur Evaluation (UNICEF-DFID, 2005) also referred to the fact that many of that team’s findings on HR had already been stated in previous reviews and evaluations, particularly Heffinck (Heffinck, 2004).  The Tsunami Lessons Learned exercise will be finalised in November 2005 and includes HR. It is essential that lessons learned in the pivotal area of HR are incorporated into plans and implemented at all levels. 
279. On a different note, future analysis of effective HR practice should be facilitated by the further development of the HR Information System so that recruitment, redeployment and standby arrangements can be more readily analysed as part of After-Action-Reviews.
Conclusions/recommendations Goal 3: Human Resources 

280. While the work of the Emergencies Focal Point was recognised for rapid response in the tsunami and the global trigger has been effective at rapid staff redeployment and contracting, systems have not progressed sufficiently to produce a reliable response in HR. The basis of an effective response is the foundation of the existing country team and emergency preparedness planning, including HR planning. This area has been weak to date and there has been very limited linkage between CO and RO levels in planning and preparedness.  

281. When surge is required, the favoured methodology in the first phase is internal redeployment, initially from the RO and then from COs.  Redeployment is especially preferred for operations staff as they are already familiar with UNICEF systems. National staff are willing to be redeployed and see emergencies as a possible path to promotion.  The engagement of HR personnel at RO level could be much greater in relation to systems for regional redeployment.  

282. Staff employed on short service agreements are essential for response capacity, especially in the CCC sectors (as opposed to operations). Potential strong candidates on SSAs should be identified for inclusion on the web roster, as they will have gained UNICEF experience. Standby arrangements produce relatively few temporary staff but they tend to be highly skilled in specific programme sectors. The early experience of the ERT has been successful and plans have been included in the MTSP to expand the team. Succession planning needs to be expanded, especially in relation to backfilling redeployed staff and to include RAs (already under discussion).

283. On mainstreaming, there has been very limited progress on integrating humanitarian response into job and competency profiles. In addition, there are multiple rosters of external personnel and limited confidence in the names on global roster. Based on a sample, the web roster does not include representation of skills in all the CCC sectors i.e. health was strongly represented but the other sectors had very low representation. There have been no clear linkages established between surge capacity and learning e.g. giving priority places on learning programmes to staff willing to participate in surge rosters.
284. Evaluation findings resonate with an earlier report on HR for emergencies (Heffinck, 2004). The recommendations below build on and are complementary to those of Heffinck. 
Recommendations

I. EMOPS and DHR should analyse and reach a common understanding on norms for the use of surge capacity in the context of mainstreaming. This should include adopting a Standing Operating Procedure for management support from the Regional Office as a country moves into a high state of alert, aimed at supporting the preparation of a 90 day plan.  (see paragraph 101:I). Norms should clarify: i) that it is quite acceptable to draw on additional support in emergencies as not all offices will have sufficient technical capacity or emergency experience and ii) that redeployment should be used principally for immediate response as it is the fastest and for core operations functions and as part of HR planning. UNICEF staff redeployed to an emergency should not exceed a 3 month stay and if it appears that support in that post will be required for longer, COs should plan to recruit for the post, drawing on approved candidates from the global web roster. Standby arrangements would usually be used in technical sectors and in the first phase.

II. Mainstreaming is fundamental as the foundation of response but COs must be prepared to bolster capacity in areas where they are weak on technical skills/emergency experience.  COs must map strengths and weaknesses within the existing team in leadership, CCC technical capacities and operational functions on an annual basis. These plans should be shared with RO level and collated for countries across the region to match surge planning to probable requirements in the region. 
III. HR personnel at RO level should work together with REAs to invite applications from CO level staff to participate in a regional pool of staff for redeployment in emergencies. This should include: a) an even spread of staff across CCC sectors b) an even spread of all operations areas c) an even spread by the CO, taking into consideration the size of the office and d) national as well as international staff.  Staff should commit to redeployment for a period of up to 3 months and be on the register for a period of two years. As an incentive, staff should be clear that they will be prioritised for learning opportunities and will be recognised in the PER process. Managers and Country Representatives should also be recognised within the PER process for agreeing to staff participation in the regional pool. Consider piloting this process in one region in the first instance.

IV. Backfilling plans should be made by COs at the time of registering staff in the redeployment pool, including funding a backup post. Arrangements for funding the redeployed and backfilled posts should be agreed by all COs in the region, coordinated by the RO.

V. Complete the integration of humanitarian experience, knowledge and skills into competency profiles for all key posts including operations. The following aspects should be referenced in competency profiles and job descriptions as appropriate: i) the mainstreaming policy and the fact that all staff are responsible for humanitarian response and may be called upon to move at short notice to an emergency zone ii) responsibilities for participation in and updating of emergency preparedness planning iii) experience in emergencies is essential for senior posts iv) the CCCs as a framework for response v) responsibilities for humanitarian coordination by sector and vi) knowledge of humanitarian law. For CMT posts, detailed criteria should be included for experience and proven capacity in emergencies.
VI. Countries that receive surge staff should establish a fast mechanism for their performance evaluation. Formats already exist on the intranet for brief performance evaluations of SSAs and TFT staff. For UNICEF personnel this should be part of PER records with a view to promotion and for external personnel it should be part of assessment for inclusion on the web roster. 

VII. In lessons learned processes and after-action-reviews, include an analysis of what has been effective in HR. 

VIII. Although standby arrangements provide relatively few staff, they are usually of high calibre and efforts should be made to reinforce and further develop arrangements. Ideally the actual personnel nominated on standby should have access to UNICEF training before redeployment, including the focus on HRBAP, CCCs, UNICEF procedures, sector based coordination and standards to be used in response. 

Goal 4: Learning Strategy

To improve staff competencies for advocacy, programmatic and operational support in emergencies, reflecting the human rights based approach to programming and the normative framework of UNICEF
The goal had the following objectives: 
· To systematically provide all UNICEF staff with access to a wide range of learning opportunities to enhance their knowledge and skills for emergency preparedness and response, including humanitarian policies and principles, other programmatic and operational areas, and management of assessment, monitoring and evaluation.

· Ensure regional implementation and oversight of strategies for systematic skills and knowledge development in emergency preparedness and response 

285. The Learning Strategy was evaluated by a separate evaluation team under Baastel, a Canadian consulting group (Baastel, 2005). Key findings of the Baastel team are:
· The learning strategy has focused on direct training and aimed as much at changing attitudes as on learning new skills. Methodologies have included direct learning in workshops and ToTs, web based and distance learning, on-the-job training, lessons learned and establishing learning plans. ToT training has had considerable wastage as many trainees do not go on to train others. This is partly because the wrong people are often nominated to attend ToTs.
· The two major interventions have been Emergency Preparedness and Response Training (EPRT) and a Principled Approach to Humanitarian Action (PATH), both offered on virtually a global basis, although the roll out of EPRP has been much more extensive. Of the staff members trained included on Baastel’s database, 995 had been trained in EPRT while only 238 trained in PATH. In addition training courses have been held in Health and Nutrition, Education in Emergencies, HIV/AIDS in emergencies, Mine Action, Child Protection, Monitoring and Evaluation, Communications and Stress Management.

· On the job training was found to be the most effective. This agreed with Valid’s finding through the individual survey that found learning on the job with support from colleagues to be the highest rated methodology. 

· Taking time out for learning and training leaves staff feeling guilty – there is not yet a learning culture within UNICEF. 

· The vast roll out of Emergency Preparedness and Response Training has succeeded in bringing operations and programme together and increasing the sense of joint responsibility for response. Training materials were high quality, practical and interactive. 

· Investment in learning/training in child protection has been relatively low compared to other areas and needs to be vastly increased. 

· Mine action training, closely linked to a broader strategy for mine action, has been particularly strategic and successful. 

· There has been a reluctance to use the placement scheme for on-the-job training in emergencies as managers find it difficult to cover the costs of Daily Subsistence Allowance payable to staff that are travelling and are resistant to letting them go. 

286. Key recommendations are:
· Direct training is still the most effective way to train most UNICEF staff and UNICEF/DFID should continue to allocate funds to training.  This should include establishing a small training unit in each RO in the long term. A core group of trainers should substitute ToT training to reduce wastage. 
· Establish a core team of external trainers with a long term institutional or contractual relationship with UNICEF including understanding internal systems and programmes. Ideally an internal UNICEF staff trainer could work with an external trainer as co-facilitators in training programmes.

· On the job training (staff exchanges, mentoring, coaching) should be encouraged by addressing specific constraints by region/CO. Country Representatives should be recognised in PER for being willing to foster staff exchanges.

· Lessons learned: pro-actively circulate evaluations, continue with ‘hot off the press’ briefs from lessons learned, promote communities of practice. 

· Institutionalise learning plans with each staff member having learning goals for the year, including emergency learning needs

· Support inter-agency training in EPRT, PATH, Child Protection, HIV/AIDS, Monitoring and Evaluation training in emergency contexts 

· Foster leadership through learning, training and incentives in HR policies and practices

· Ensure that Country Representatives and SPOs attend EPR and PATH training 

Conclusions/recommendations Goal 4: Learning Strategy

287. The Valid Team generally agrees with conclusions by the Baastel Team but has the following additional observations on learning for humanitarian response. 

· UNICEF has organised learning on a ‘just in case’ basis. It may be appropriate to begin to consider augmenting current learning with ‘just in time’ reinforcement learning on the job. This would entail drawing on learning resources as the need arises. For example, rapid updates for UNICEF and partners on lessons learned from other emergencies in a specific sector or facilitation of after-action-reviews.  Thinking in this area could be furthered developed with other UN agencies and possibly with specialist training/learning agencies such as RedR/IHE or ALNAP.
· Learning has not been linked to surge capacity for humanitarian response.  Priority places to access learning opportunities could be offered to staff willing to be part of surge capacity. These considerations and proposals have been considered above in Goal 3: Human Resources.

· Learning has not been linked to the CCC sectors nor to specific response requirements. There have been no courses in WES (water and sanitation) although this was included in the CB Programme, very limited (but high quality) training in health and nutrition and no training in coordination skills in humanitarian response. 
· Learning for successful gender integration has been limited. There is a need to step up the monitoring, learning and training for gender integration. 
· Overall learning and training opportunities have been relatively limited in UNICEF and staff in country case studies observed that partners were more likely to get learning opportunities than UNICEF staff. In the individual survey, of 78 comments to an open question on the three most important factors that could help UNICEF to improve emergency preparedness and response capacity, 40 referred to further training and learning in emergency preparedness and response. 
· Learning and training in the more complex aspects of humanitarian response (humanitarian dilemmas, international human rights law, child protection policies and practice) has been relatively low compared to EPRT training.  Some respondents considered that UNICEF does not attach sufficient importance to the PATH programme. The PATH e-learning course may help to reinforce this learning although Baastel observed that computer based learning is not the most effective as staff find it difficult to liberate time for learning. 
· The vision for learning in the new MTSP is a very positive one: that all staff individually and in teams and with encouragement and support from supervisors will have equitable access to the learning opportunities required to achieve UNICEF’s strategic goals. This includes adopting the UN Learning Principles of minimum 5% of staff time and 2% of total staff costs to learning. Learning will also be linked to performance management, leadership development and succession planning. Three comprehensive and interlinked learning programmes are being established:
· Basic learning programme aimed at core competencies for all staff, including programmes and operations. 
· Programme excellence learning with a mix of core, functional and technical competencies for programme and operations staff. 
· Leadership and Management learning programme aimed at senior managers and leaders and at building talent pools for succession management. 
· OLDS has developed a ‘learning road map’ for staff to plan and map their own learning needs in relation to career paths. 

Recommendations

I. Include the following areas in the forthcoming learning programmes at each level:

· Basic learning programme  i) awareness raising of the CCCs ii) standards in use for humanitarian response ii) systems for admin/finance in emergencies

· Programme Excellence Learning Programme for programme and operations sectors. i) a strong focus on PATH type training that deals with humanitarian dilemmas and human rights ii) Standards for humanitarian response iii) coordination – what it means in practice
 iv) advocacy techniques, especially for children affected by armed conflict v) working with NSEs. vi) mainstreaming issues of child protection vii) gender mainstreaming viii) operations in emergencies ix) partnership in emergencies 

· Leadership and Management Learning Programme. These courses are crucial to effective humanitarian response, given the importance of CO level leadership. They should include modelling good leadership and follow up coaching and mentoring for actual and potential leaders. In After-Action-Reviews, managers should reflect on whether leadership training had any impact on their capacity to lead in humanitarian response and feed this back to OLDS. 
II. Increase sector based learning opportunities within the CCCs. 

III. Link the learning programme to surge capacity and the Regional redeployment pool by prioritising learning places for staff registered for redeployment. 

IV. Consider outsourcing training programmes, especially to organisations that specialise in humanitarian training such as RedR that could develop bespoke training aimed at UNICEF, leaving REAs and other staff more time to focus on strategy.

V. Conduct brief after-action-reviews or lessons learned exercises after emergency response to document what was most/least effective in the spirit of learning for the future. This should include small emergencies that do not require surge capacity
VI. Inform staff of the UN principles of 5% of staff time for learning and 2% of total staff costs so that they can relate this to their own learning planning using learning road maps.

Goal 5: Protection of staff and assets

To increase UNICEF capacity to protect staff and assets in emergencies
The objectives of Goal 5 were:
· To establish systems for reliable staff security planning and support at all levels during sudden –onset emergencies, including SOPs. 

· To enhance the capacity of UNICEF country offices to monitor trends and review security conditions for crisis management and readiness in chronic and incipient emergency areas.
288. In UNICEF’s CCCs the relevant guiding principle states, “Our response will recognise the priority of humanitarian action while assuring safe access to affected populations and safety and security of staff and assets”. Within the CB Programme security was not a major focus in Phase I and given limited coverage in the review of Phase I.

Context

289. UNICEF’s management of staff and asset security takes place within the shared UN security system run by UNDSS (formerly UNSECOORD). In December 2001, the UN General Assembly established new mechanisms for accountability and responsibility for security management within the UN system (Res 56/255). In August 2002 the UN Secretary-General produced the report ‘Inter-organisational security measures: framework for accountability for the United Nations field security management system’ and the UN’s Minimum Operating Security Standards (MOSS) were developed.  The atrocity of the August 2003 bombing of the Canal Hotel UN headquarters in Baghdad further raised the profile and importance of staff security for all UN agencies, particularly those working on the ground in complex emergencies. 

290. The Secretary-General defined the goal of the UN security management system as enabling “the effective and efficient conduct of United Nations activities while ensuring the safety and security of staff as a high priority” (UN GA, 2002a). UNICEF’s security policy (UNICEF 2003a) which came into force in January 2003 fully supports that statement.

291. General Assembly resolution 59/276 of January 2005 re-emphasised the importance of an effective and unified security management system within the UN. This resolution allowed for the establishment of a Department of Safety and Security (UNDSS) and continued the system of cost-sharing for security management between the UN agencies.

Findings

292. Assessment by internal and external informants, as well as reporting on issues such as MOSS compliance indicate that UNICEF’s security management capacity and standards of security management have significantly improved since 2002. In the Valid Country Management Team survey 93% of respondents felt that there had been improvement in the area of security management since 1999. Individual staff responses were a little less positive but still 78% agreed that security management had improved. In this positive context, female staff members were generally more positive than their male counterparts in their responses on security. Insecurity placing staff at risk was ranked as being the most important factor to be taken into account when deciding to launch an emergency response.

293. The proportion of offices reaching MOSS compliance has increased during the period of the CB Programme.  In December 2003 47% (59 out of 124) of country offices were 100% compliant. By March 2005 56% (70 countries out of 125) were 100% compliant. These figures demonstrate progress, but also show that there is some way to go in meeting UN security standards.
 10 of the 55 non-compliant countries as at March 2005 were at Phase 3 or 4 security status, but none at Phase 5. (UNICEF EMOPS 2003; UNICEF 2005b)

294. The Learning Review (Baastel 2005) found that the security CD-ROM was one of the biggest learning success stories of the DFID CB Programme. Because of its mandatory nature the course has achieved nearly 100% coverage. The Learning Review also found that most staff felt that the EPRT training had increased their capacity to apply security guidelines. The Valid Country Management Team survey found that two thirds of respondents felt that UNICEF adequately achieves the operational commitments of the security CCC and one third think it is effective.

295. There appears to be mixed information on whether there is a positive trend in security issues affecting UNICEF. The Learning Review notes that UNICEF security section attributes some changes since the institution of the mandatory security CD training including a 50% decrease in armed carjackings and 90% decrease in petty theft over a two year period. However the 2004 Audit report notes a slight overall increase in security incidents between 2003 and 2004 and including a rise in house break-ins, street robberies and sexual assault. The 2004 Audit report asked for more consistent reporting on security incidents.

296. On the ground, the Valid team found a mixed picture in terms of security management. In Ethiopia, staff discipline in relation to security procedures appeared to be good. In Sri Lanka and DRC some security behaviour was lax in areas such as radio checks. 

297. While the evaluation finds that UNICEF’s security management has significantly improved since 1999, its management of security and accountabilities appears weaker than might seem at first sight. The overall accountabilities within the UN system are clear. The generic UN MOSS (UN, 2004) stresses the importance of responsibility and accountability of senior managers in the field and at agency headquarters. Within the UN system, country representatives of agencies are accountable to the Secretary-General through their executive heads, under the overall guidance of the UN Security Coordinator for all matters related to security of their personnel at the duty station (UN GA 2002b).

298. The UNICEF Security Policy (UNICEF 2003a) states that the Executive Director and the Deputy Executive Directors of UNICEF have the overall responsibility for the safety and security of UNICEF staff. This responsibility is, however, also shared by all Divisional and Regional Directors, and UNICEF representatives, who are accountable for the staff they supervise.

299. However an analysis of a range of management job descriptions shows that there is a lack of both consistency and priority in the statements of responsibility for security issues. Those job descriptions that do have specific responsibilities for security in job descriptions usually place it low in the list of priorities. Job descriptions for posts such as Regional Operations Officer, Emergency Project Officer, Human Resources Officer and Senior Operations Officer have no specific responsibilities for security.
 

300. This lack of joined-up accountabilities and mainstreaming of security issues is also reflected in the need for better integration and coordination between staff in programmes and operations to ensure better mutual understanding and joined-up planning (UNICEF Menaro 2003).

301. The UN Secretary General has stated that “it shall be the duty of each agency of the UN system to incorporate security responsibilities into the job descriptions of every staff member in the field who has a security mandate. The performance appraisal of each individual shall include an evaluation of how well they are performing these functions” (UN GA, 2002b). The UN framework of accountability for security management (ibid) notes that agencies should develop incentives for staff to encourage motivation in this area. However, UNICEF does not yet have an established performance review system, so making it difficult for this recommendation to be fully implemented. 
302. There is evidence that security management in relation to national staff can be a weak area. Although limited in percentage terms, in the Valid staff survey, noticeably more national staff were negative about UNICEF’s progress in security management. UN national staff were put in remote areas with inadequate communications equipment (Darfur Inter-Agency Real Time Evaluation Interim Report, Feb 2005 ) An Iraq lessons learned review found that more comprehensive consultation is needed with national staff in preparedness planning, with a focus on ensuring necessary safety and security for national staff and assets prior to as well as following evacuation of international staff.

303. Overall, it is not possible to say whether there has been a general improvement in the quality of analysis of security contexts made by UNICEF Country Offices. As with security management in general, this analysis takes place within the UNCTs’ work on scenarios and contingency planning within CAP, CCA and UNDAF processes. However, for UNICEF the development of OPSCEN has been important in providing a reliable and constantly available source of contextual information and analysis, feeding into and backstopping analysis being done at the country and regional levels. OPSCEN has already provided valuable support to staff members posted in dangerous countries (e.g. in both Somalia and Burundi), either by ensuring permanent contact (this rather low-visibility, psychological support can be crucial to combat field stress) or by organising rapid evacuation (ECHO 2004b). An OPSCEN user survey found that its roles were generally very important stressing OPSCEN’s monitoring of emergency and security situations, 24-hour operational support, and support of regional and country offices during emergencies. Respondents found OPSCEN’s services to be reliable, relevant, and professional and stressed the importance of their 24/7 availability.
304. The Valid team found that UNICEF is seen as a good and engaged security player in the UN system, both centrally and in the field. The Valid Country Management Team and staff surveys indicate that staff and management feel that UN security management guidelines and procedures enable UNICEF to manage the security of its staff.

305. Security regulations have been a constraint on UNICEF achieving its humanitarian goals. Out of 125 countries in which UNICEF has offices, a quarter (30) were at UN security phase 3 or above in March 2005 (UNICEF, 2005b), of which 3 countries, or parts of countries, were at Phase 5. In Haiti there was thought to be an irreconcilable contradiction between UN security restrictions and the demand for humanitarian action (Gruloos, 2004). The implementation of UN security regulations are seen by some UNICEF staff as highly risk averse and lacking in sophistication and nuancing. In Darfur UN access was sometimes limited by lack of UNDSS FSCOs (Darfur Inter-Agency Evaluation Interim Report, Feb 2005). However, UNICEF has been able to maintain field programmes in very challenging complex emergencies for many years in contexts such as Somalia (UNICEF, Somalia 2002).

306. UNICEF’s improvement in its standards of security management no doubt partly stemmed from the UN system’s reaction to post 9/11 security issues and UNICEF’s budgetary allocation of US$14m allocated for security in 2004 – 2005. However, the improvements are also attributable to investment by UNICEF from the DFID Programme funds and the so-called DFID II funds, including support for the development of OPSCEN, staffing, upgrading vehicles and telecommunications equipment to meet MOSS requirements.

307. There is a concern that UNICEF’s draft MTSP 2006 – 2009 contains only passing reference to security management.

Conclusions/recommendations Goal 5: Security 

308. UNICEF has made progress in the area of staff and asset security. The DFID CB Programme has made a demonstrable impact. However, in an increasingly challenging global security environment, there is no room for complacency and security management remains an area that must be given continuing priority and resources. 

309. These findings raise the question of whether enough attention is being given to implementation of accountabilities through UNICEF’s management system. It also possible that technical compliance with MOSS requirements and the Learning CD-ROM, the ‘tick box’ approach, is being taken as an end in itself and not always followed through into implementation and continuing staff awareness.

Recommendations
I. There should be a thorough, across-the-board review of security management responsibilities to ensure that there is a robust and coherent accountability system which is supported by active supervision and monitoring at all levels through the system, with job descriptions being updated as necessary.

II. The consistency and reliability of UNICEF’s security management should be improved by:

· Continued investment in both hardware and training, particularly aiming to ensure that security awareness remains high and regulations are implemented.
· Continue to increase the rate of country office MOSS compliance to a target level in terms of percentage of offices agreed with UNDSS (probably about 90%)
· Reflection of the importance of security in the MTSP.
· Strengthen both support and oversight functions by ensuring that all ROs have Regional Security Officers that can provide support and guidance to Regional Directors and Country Representatives.

· Strengthen UNICEF’s management culture to ensure that performance standards are maintained. Management up to Executive Board level should receive security reports that report on MOSS compliance and the trends in security incidents.
· Review and where necessary clarify security management guidelines for COs in relation to national staff.

III. UNICEF should continue to work vigorously within the UN system at both New York and country team level for more sophisticated and sensitive UN security management systems that can be more responsive to the access needs of agencies such as UNICEF while continuing to give the highest priority to the security of staff and assets. UNICEF should work with DFID on this issue through their respective channels and modalities. This work should include:

· The development of improved and more sensitive risk assessment tools systems.

· The development of agreed differentiated levels of agency security needs according to mandate and operational presence on the ground.

IV. Within country and partnership contexts continue to support and strengthen UN/NGO collaboration and coherence on security issues by encouraging increased contact and understanding on security within UNCT/NGO forums and in bilateral operations relations with partner NGOs.

Goals 6, 7 and 8: Children Affected by Armed Conflict 
310. Three goals of the CB Programme Phase II were dedicated to enhancing response to Children Affected by Armed Conflict. They were inter-related as follows:

Goal 6: To improve UNICEF’s knowledge base on the situation of children affected by armed conflict with particular attention to the differential impact of armed conflict on girls and women. This entailed establishing systems for monitoring and reporting on CAAC issues and developing common methodologies for research and knowledge sharing systems with partners.

Goal 7:   To enhance UNICEF capacity to advocate for the promotion and protection of the rights of children affected by armed conflict. Advocacy strategies should be developed on priority CAAC issues such as HIV/AIDS, mine action, small arms, internally displaced children, gender dimensions of children affected by armed conflict and capacity augmented in the field to use the legal protection framework and with partners in inter-governmental fora.
Goal 8: To increase UNICEF capacity to develop coordinated policy and programme guidance to protect children affected by armed conflict with a consistent gender perspective in all policy and programming. The goal entailed systematising lessons learned, disseminating policies on CAAC issues and common approaches to CAAC with external partners. 
Although child protection is broader than children in armed conflict, the CB Programme focused on CAAC.  For that reason, while reference is made below to the need to further develop child protection in disasters, this has not been the focus of the analysis. 
As noted in paragraph 28, since January 2005, UNICEF has received ECHO support for child protection. Although the ECHO Project is entirely separate from the CB Programme, a number of references to this work follow as it is part of UNICEF’s broader drive towards building capacity in child protection. The ECHO project is initially funded for one year within a three framework and is valued at 2mn Euros for 2005. It includes four principal results/activities: i) a modular training package for child protection in emergencies ii) updating and developing a tool for application of the Cape Town principles on DDR (disarmament, demobilisation and reintegration) with children iii) developing a policy on psychosocial support and iv) developing tools to support separated children under five.
UNICEF and the child protection context 
311. Before analysing progress on the specific goals of the CB Programme, it is important to put UNICEF’s work in child protection into the broader context of trends and developments in child protection, especially for children affected by armed conflict. 

312. Child protection in humanitarian response (both armed conflict and disasters) is the CCC sector in which partners, especially NGOs, are in greatest need of UNICEF to play a strong role in developing, disseminating and coordinating policies and approaches as it remains a field in development and global expertise is limited.  
313. A recent UNICEF consultation (UNICEF, Child Protection Section, 2005) with child protection staff and partner agencies identified the following areas that are currently weak on policy development: 
· Sexual abuse and exploitation (confusion between the SG Bulletin/Code of Conduct and programmatic response to SGBV); 
· Psychosocial support
· HIV/AIDS (especially protection for orphaned and vulnerable children and prevention of HIV in adolescents in conflict)
· Child trafficking (cross border implications)

· Access (negotiating access for children and civilians) 
· Peace building with children and adolescents 

· Controlling small arms. 
Further research requirements were identified in relation to a number of emerging issues (e.g. children born of rape, collecting testimonies from survivors of abuse).  These are essential areas in which UNICEF needs to lead and coordinate inter-agency debate and policy development over the next two to three years, possibly in conjunction with academic institutions.  One further area, not identified here but that should be addressed, is child protection in natural disasters. 
314. While the above policy areas are outstanding, the child protection field globally is recognised to have produced some of the most far reaching international legislation
 and UN Resolutions
 in recent years in the protection of children affected by armed conflict, especially in relation the recruitment and use of children by armed groups/armed forces. However, there is a long way to go in translating these into effective practice on the ground. To promote implementation the UN Secretary General’s Special Representative on Children and Armed Conflict has termed this the ‘era of application’ and has set up a four point plan
 in which UNICEF is the key implementation agency, especially for monitoring and reporting and developing civil society networks, given that it has the greatest coverage as well as the mandate for child protection.
315. In 2004, the Security Council consolidated the drive for monitoring and reporting on child rights violations in armed conflict through Resolution 1539. The Resolution requests the UNSRSG/CAAC (together with UNICEF) to urgently devise an action plan for monitoring and reporting violations of children’s rights in armed conflict
.  This was followed by a Plan of Action set out by the Secretary General in February 2005 that the Security Council is expected to approve in the near future. Six core violations have been defined: killing or maiming of children, recruiting or using child soldiers, attacks against schools or hospitals, rape and other grave sexual violence against children, abduction of children, and denial of humanitarian access for children (UNSRSG/CAAC, 2004).  UNICEF will have the principal implementing role in this plan. There is already considerable work taking place in this area but efforts remain piecemeal, too broad in focus and too slow to effectively address urgent protection concerns (OIOS, 2004). UNICEF is aware of these critiques and has recently convened inter-Divisional meetings to move forward on establishing the system.  Monitoring and reporting is further discussed below in 
Goal 6.  
Partnerships in child protection and UNICEF’s coordination role
316. UNICEF has used a highly collaborative approach with child protection agencies in the development of policies, frameworks and systems in all aspects of child protection in emergencies. UNICEF’s role is highly valued by partners in this sector, especially at HQ level. Key agencies (e.g. Save the Children) are strongly in favour of UNICEF having adequate resources to continue this work at HQ level but also take it more effectively to the field.  
317. In common with paragraphs 200-210 of this report, sector-based coordination is a highly demanding role that requires strong skills and experience in order to command the respect of other agencies. It also requires a considerable time investment and it is often difficult for Programme Officers to fulfil this role as well as managing programmes. Effective coordination requires cannot be achieved without funding for this role. 
UNICEF staffing for child protection

318. Of serious concern is that UNICEF is understaffed in child protection at all three levels. At HQ level, one staff member has been driving policies, tools and frameworks for child protection in emergencies. For the above policy gaps (paragraph 313) to be addressed, together with partners, it is essential that UNICEF expands its HQ team. At RO level, more staff are needed to support the dissemination and debate of policies and to share good practice between regions. The Child Protection Section hopes that a network of 7 additional Officers at RO level could help to identify regional networks, consultants and academics and that this network could in turn, strengthen child protection delivery in each region. 
319. At field level, the staffing base has increased since child protection became a priority in the MTSP 2002-2005 and it now stands at 69 international professionals and 53 national officers, an increase of 18 international and 14 national posts since 2000 (UNICEF, Child Protection Section, 2004). However, in mid 2005 23 field-based P3 posts remained vacant because there was no secure funding to cover the posts (UNICEF, Child Protection Section, 2005).  There are already insufficient child protection staff at all levels and the mandate to develop monitoring and reporting systems, including developing/strengthening child protection networks, will exacerbate this situation. CPNs are likely to fall to Child Protection sections even if overall responsibility for monitoring and reporting rests with the SPO. 
Funding for child protection

320. Although child protection is increasingly recognised as a crucial sector in humanitarian response, it is still relatively under-funded by donors. From 2002 to 2005 protection/human rights/rule of law has consistently been in the lowest five sectors in terms of the percentage of the total across all CAP appeals to be funded.  One of the issues in donor funding is that child protection is heavily staff dependent,  more so than other sectors.  Donors are often reluctant to fund programmes based primarily on funding staff.
Progress against the Goals
321. UNICEF’s progress has been slower than hoped and some of the goals planned for the DFID funded CB Programme are currently being implemented with ECHO support (pilot studies and developing indicators/systems for monitoring and reporting on child rights violations and a KAP study on UNICEF staff awareness of child protection concepts, the legal framework and programming approaches). One reason for the delay in progress is that the Child Protection section has received very limited funding, only 3% of the HQ funding in 2004 from the CB Programme. Although the Child Protection section submitted proposals to EMOPS and received some programme funding, EMOPS was reluctant to fund additional posts from the CB Programme in view of DFID-UNICEF’s aim to work towards sustainability. Given that Child Protection’s principal requirement was for additional staff, there was relatively limited support to this Section. 

Goal 6: Knowledge base on Children Affected by Armed Conflict 

322. Reinforcing UNICEF’s knowledge base on children in emergencies requires effective situation analysis and rapid assessments, monitoring and reporting systems on children’s rights and strong networks/partnerships to share information and research. All of these elements work together to provide a strong foundation for advocacy. 
323. Effective situation analysis on the impact of armed conflict (and of natural disasters) on children is essential to programme design and advocacy. However, a number of factors limit analysis: i) UNICEF often has limited physical access to geographical areas in conflict, especially those controlled by NSEs. Within the cases studies, this was the case in DRC and Ethiopia and had been noted in the Nepal review. Issues of access can be mitigated by strong partnerships with NGOs but in countries with few NGOs, such as Ethiopia, lack of access can result in serious gaps in information.  ii) Lack of emphasis on protection issues at CO or RO level is a further cause of poor information in some contexts. iii) The level of staff experience and confidence in knowing how to identify and address sensitive issues with government, non state entities and local communities (including children) can also be a limiting factor.  The Child Protection Section at HQ is aware that the quality of CO level situation analyses must improve to facilitate programming and advocacy.
324. On the more specific area of monitoring and reporting systems on child rights violations (paragraph 315), UNICEF organisation-wide will be responsible for establishing and maintaining systems as the issues go beyond those addressed by the Child Protection Section (e.g. including monitoring access to vaccination sites). However, Child Protection Officers will be extremely important especially in establishing the Child Protection Networks (CPNs) that are essential for the system to function and in monitoring on some of the violations. At HQ an inter-Divisional working group is establishing the systems while at CO level systems are likely to engage Monitoring and Evaluation Officers and other Programme Officers, managed by SPOs. Once fully developed, the aim is to use standardized methodologies to document and verify child rights violations and use the information as evidence for advocacy with key decision-making bodies, especially the Security Council. 
325. UNICEF will work together with NGOs and UN agencies (including UN Peacekeeping Operations) in the collection and analysis of data. CPNs), formal or informal groupings of NGOs and other child protection bodies (in some cases including government agencies) at country level, are expected to be the primary source of data gathering and UNICEF is mandated to establish CPNs where they do not exist. The scale of this task should not be under-estimated given that there are at least 19 countries/territories across the globe in ongoing conflict plus additional areas in fragile peace that may also require the implementation of this system. Implementation itself is extremely complex as it requires a high level of political sensitivity and strong capacity to negotiate and dialogue with government and non state entities while not risking children or staff. 
326. As part of developing systems for collecting and collating data on CAAC issues, UNICEF undertook a pilot study on CAAC in Colombia, Sri Lanka and Angola and recently funded a workshop to analyse systems together with the Social Science Research Council. This work has not yet been completed due to contracting difficulties
, however joint analyses with partners on data collection systems have raised a number of issues that will need to be considered in the monitoring and reporting systems:

· How can UNICEF field staff and partners balance collecting data for advocacy and maintaining relations with governments and NSEs in order to continue to implement programmes?

· Should forms be highly technical and aimed at robust monitoring systems or much simpler so that local NGOs and associations could participate more effectively in data collection?
· How can systems ensure that the ethics of data collection are adequately respected? 

· How can UNICEF and partners verify the quality of the data?
· Should monitoring cover trends rather than individual cases?

· How can UNICEF engage partners in the process of data collection in cases where the organisation cannot contribute to partner costs? 
327. UNICEF produced a draft paper in 2004 that addressed these questions and outlined systems for monitoring and reporting, drawing on ad hoc experience to date,  the UN SRSG –CAAC’s work, Watchlist (Action Plan)
 and others in this area. Within the country case studies, both Sri Lanka and DRC had undertaken work in monitoring rights violations. Sri Lanka has strong experience of working at community level and collecting family reports of child recruitment and other violations while in DRC UNICEF-funded NGO partners are required to produce information on violations through regular programme reports. Much additional information is collected in DRC through the DPKO. UNICEF DRC has devised its own set of forms and through triangulation of information considers that it is possible to produce ‘a reasonably clear picture.
328. The major challenges to UNICEF in enhancing the knowledge base on CAAC is to a) establish standardised systems or approaches to monitoring and reporting and b) scale up current ad hoc efforts in this area, including establishing CPNs. It is questionable whether current staffing levels are adequate for this work. In relation to more generalised deepening of the knowledge base of children in humanitarian crises, including natural disasters, UNICEF will need to increase skill levels in conducting situation analyses. To move forward on these areas will require technical support from Regional Advisers in Child Protection to roll out the system. 
Goal 7: Advocacy on Children Affected by Armed Conflict 

329. There were three elements to enhance advocacy capacity: advocacy strategies, developing capacity and confidence within staff teams to use the international legal frameworks and development of partnerships for advocacy for CAAC. 
Advocacy strategies

330. Although there is a great deal of advocacy happening constantly at all levels of the organisation, there are no global written advocacy strategies to guide CO level– with the exception of the UNICEF Mine Action Strategy 2002-2005 that includes advocacy targets. The new Advocacy Toolkit for Children in Armed Conflict (released in March 2005 and still in draft) aims to support developing RO and CO level strategies in a context of global level messages. The toolkit defines advocacy as ‘the promotion of a message or series of messages in order to bring about change’. It includes a number of good practice examples of advocacy for CAAC and notes that advocacy should have time-bound goals (e.g. 12-24 months) and be directed at key audiences. It also bases advocacy within the UNICEF protective environment approach
 which some respondents find very helpful as a framework for protection. The toolkit notes that Country Representatives are primarily responsible for coordinating an advocacy strategy supported by the Child Protection Officer, Senior Programme Officer and Communications Officer.  It includes generic messages for interpretation at CO level and, if adequately disseminated, should be helpful at CO level in developing strategies. 
331. Some COs do have written plans for advocacy, integrated into programme planning documents: Annual Work Plan, Programme Plan of Operations and Country Programme Action Plan. They specify advocacy objectives relevant to the specific issues of the CO such as inclusion of ROMA IDP children in education, youth participation in HIV/AIDS (Macedonia); formerly abducted children, night commuters, gender dimensions of conflict (Uganda). In Pakistan a Communication and Advocacy Plan will be designed to support the implementation of the overall Child Protection Strategy by the end of 2005.
332. In general Country Offices reported consistency in messages across different levels of UNICEF but questions were raised about the level of cohesion in advocacy itself and comments were made that more systematic training on advocacy techniques at senior management level could help to enhance consistency and strengthen advocacy.  
Advocacy capacity: Knowledge, attitudes and confidence in applying the legal frameworks 
333. The CB Programme planned to include a KAP survey on the knowledge of international legal frameworks and child protection approaches but this was not completed as part of the current Programme (has been re-planned for the ECHO project). As such, it has been difficult to fully assess CO and RO level awareness and confidence with applying legal frameworks. However, within the country case studies knowledge and confidence in applying frameworks and approaches was strong within senior child protection staff in Sri Lanka and DRC but much less so in Ethiopia. Lack of confidence in applying frameworks was a particular critique in Nepal and Darfur. 
334. The principal questions are whether protection teams have had sufficient training and learning opportunities, as well as mentoring and practice examples in applying frameworks from more senior staff and the Regional Office.  As the Learning Strategy evaluation pointed out, training in child protection has been weak and coverage relatively low (paragraph 285). Five out of six CO teams in the advocacy questionnaire reported that key staff had received some training in the international legal frameworks and four reported having received training in advocacy techniques. However, international staff are more likely to have had learning opportunities on the legal frameworks than national staff and training in advocacy techniques can be as limited as a component in Country Representative learning programmes.  
335. Where the RO/CO relationship works well and there is a technically strong Regional Protection Adviser, they can play a vital role in enhancing advocacy capacity through technical support/training and, occasionally, in addressing sensitive issues directly at CO level that would be difficult for in-country teams to broach. In ESARO the Regional Protection Officers have provided a great deal of technical support to developing CO level staff confidence to advocate for children’s rights in the context of demobilisation, in working with NSEs, in relation to child IDPs and HIV/AIDS in conflict. However, much less support has been provided to issues of disasters and advocacy for protection.  In Ethiopia, for example, the government is resistant to addressing child protection issues in relation to resettlement or food insecurity and both CO and RO accept that advocacy capacity in child protection is weak.  An exception is in relation to a participatory model engaging children and adolescents in advocacy in relation to HIV/AIDS that could be a model for replication through the Regional Office. 
336. In Sri Lanka, confidence and capacity for advocacy is very strong from Country Representative through to Child Protection Officers and team, based on technical knowledge and a long experience of child protection in emergencies. In that case, support has not been sought from the Regional Office and the CP Officer mentors and supports national officers within the team to develop the confidence in both quiet advocacy through negotiation address and more public campaigning. In DRC, the Regional Emergency Officer with a strong protection background has provided considerable technical support to the DDR process including drawing attention to children’s rights within the process. 
Partnerships

337. At HQ level, UNICEF has strong partnerships in advocacy for children affected by armed conflict. The Working Group on Children and Armed Conflict (an informal network of child rights/child protection agencies) and Save the Children UK at HQ characterised collaboration as ‘excellent’ and appreciates UNICEF’s lead in this area. The Coalition to Stop the Use of Child Soldiers also referred to the importance of UNICEF’s work in this area and the fact that UNICEF has been a dedicated and strong partner.  
338. At CO level, teams reported a wide range of partnerships including the Coalition to Stop the Use of Child Soldiers, child protection INGOs, inter agency platforms to address specific issues such as street children, UN thematic groups, IASC in country, government agencies. Some also mentioned donors as a partner in advocacy. In general, the effectiveness of networks at CO level depends on the dynamism and determination of the CP Officer to coordinate, in the same way as any other sector. 
How effectively has UNICEF advocated for children’s rights in emergencies, including influencing global policy in humanitarian response.
339. UNICEF has undertaken a great deal of work in developing inter-agency networks and advocating for policies supporting child rights in the humanitarian arena. Principal examples are:
i) Strong engagement at HQ level with the Security Council and UN General Assembly, especially from the time of the Machel Report in 1996 (Machel, 1996) to the present time. UNICEF’s engagement has made strong contributions towards the raft of international legislation (para xx) and Security Council resolutions on children and armed conflict. 

ii) Development of the Cape Town Principles for CAAC and current plans to update the Principles. 

iii) UNICEF supported the development of the IASC Guidelines on HIV and Conflict (2003) on IASC Guidelines on Gender Mainstreaming.

iv) Development of the Protective Environment framework that has helped to place a conceptual framework around CP and children affected by armed conflict.
v) Introduction of Codes of Conduct and training to address sexual exploitation and abuse by humanitarian staff. In addition, UNICEF’s robust leadership led to the Secretary General’s Zero Tolerance approach and to the steadfast adherence to age 18 as the minimum age for sexual relations even where the local age of consent is lower. 

vi) Development of the Inter Agency Guiding Principles on Unaccompanied and Separated Children (ICRC, 2004). UNICEF also played a leading role in rapidly applying the guidelines in the tsunami response.

vii) Development of a training package for peace-keepers with Save the Children. UNICEF has also been very active in the roll out of training.

viii) UNICEF has played (and continues to play) a key role in the Coalition to Stop the Use of Child Soldiers and List Watch that are beginning to have a positive impact on reducing government use of children in armed conflict (although much less so with non state entities).

ix) UNICEF is playing a leading role in developing DDR (disarmament, demobilisation and reintegration) policies through an inter-agency Working Group that has produced a draft policy paper directed towards redressing and preventing the violation of children’s rights within armed conflict. The paper also considers promoting child-specific approaches with reintegration as the focus, ensuring consistent support through long-term funding and the non-conferral of legitimacy of child recruitment as a result of child DDR.
x) The ethics and approaches to children’s engagement in truth and justice commissions has been clarified through UNICEF’s work in developing a policy paper on the area (UNICEF, Sierra Leone, 2001). 

xi) The Innocenti Centre has researched international criminal justice and children  and is seeking funding to publish the paper.

Finally, UNICEF has produced work on the impact on children of sanctions and of small arms. 

340. In addition, there are many examples of advocacy at RO and CO levels such as the strong and vocal advocacy for children’s rights in Sri Lanka, especially in relation to the Action Plan for Children to (inter alia) protect children from recruitment and support the release of children from the NSEs.  A national campaign in Burundi to address sexual and gender based violence has resulted in more rape cases being reported to the judiciary and an increase in rates of conviction. A great deal of advocacy work has been undertaken with the government in Uganda on IDPs, children associated with fighting forces, formerly abducted children, night commuters and gender dimensions of conflict. In Haiti UNICEF has worked with UNDP and the UN Mission for Haiti Child Protection Adviser on CAAC.  In Macedonia, the CO has addressed issues of IDP children, HIV/AIDS, juvenile justice and trafficking. The CO in Pakistan is developing a Communication and Advocacy Plan to reinforce child protection that will be in place by the end of 2005.
341. ROs in East and Southern Africa and West Africa have been active in developing coalitions around issues of DDR, landmines, IDPs, HIV/AIDS and others. They also provide technical support to advocacy and in W. Africa have intervened directly in sensitive issues with government and NSEs. 
342. However, there are also examples of where issues of child rights violations have not been adequately recognised or addressed such as issues of protection in the Northern Caucusus; Broughton, 2003; issues of the growing impact of the conflict on child rights violations in Nepal (DFID-UNICEF, 2004; sexual and gender based violence, in Darfur, (UNICEF-DFID, 2005) and relatively weak analysis on child protection in the case study in Ethiopia.
What are the key factors that are facilitating or limiting strong advocacy at CO, RO, and HQ levels?

343. Based on the advocacy questionnaires and discussions with staff and partners at all levels, strong advocacy depends on:
· Technical knowledge and confidence in applying the legal frameworks 
· Support from HQ and the Regional Office in the form of consultations/meetings/ workshops to align thinking and plans
· Established monitoring and reporting systems on child rights violations as a basis of information on which build advocacy

· Strong coalitions and alliances around issues 

· Willingness of the CMT to take risks and challenge governments and NSEs and to support staff in agreed advocacy methodologies/targets whatever the potential consequences
· A strong commitment to the human rights based approach to programming, especially within the CMT 
· Effective diplomatic and negotiation skills: knowing how to address issues in the most effective way
· Time and attention to bringing the government on board in many contexts

· Support from the Regional Office or HQ to address sensitive issues at CO level that may be more difficult for the CO staff to broach

· Strong cohesion of messages and strategies between all levels 

Conversely, advocacy is limited by:
· A reluctance to risk relations with the government or with NSEs. This can be a difficult balancing act between maintaining a presence in some parts (or the whole) of the country with having strong advocacy to highlight violations of children’s right. One strategy that UNICEF is using is trying to increase field presence so that the existence of eyes and ears itself discourages violations (e.g. Northern Uganda where four new zonal offices have opened and in Sri Lanka where there is a large team engaged in child protection).
· Weak technical capacity at RO level, reducing the support to COs
· Lack of a comprehensive assessment of the violation of children’s rights due to: a) lack of access b) uneven geographical focus within a country c) low technical capacity d) lack of prioritisation of child protection issues overall e) low staffing levels 
· Focusing on service delivery in an emergency and not having the time and space to understand the broader issues that require advocacy 
· Fear for the safety of staff or children themselves if sensitive issues are addressed (an example was that in post tsunami Banda Aceh, staff felt that advocacy for the increased protection of IDP children from sexual exploitation represented a security threat to staff working in the camps). 
· Lack of technical knowledge of child rights and child protection
· Priority given to UNICEF ‘traditional’ programmes (education, health) and underestimation of the importance of protection issues as a key component of UNICEF’s  work 
· Lack of commitment to child rights and advocacy by the Country Management Team
· Relatively low investment in child rights/child protection by the organisation as a whole compared to other sectors (as evidenced by low staffing levels)
In the future, CO/RO level assessments against these factors may be helpful to draw up plans to build on factors promoting effective advocacy and reduce the impact of factors limiting advocacy. 
Goal 8: Coordinated policy and programme guidance 

Goal 8 had three elements: systematisation of lessons learned, engagement of partners in policy/programme guidance and dissemination of policy guidelines, all with consistent integration of gender issues.
Systematisation of lessons learned and engagement of partners

344. UNICEF has led a great deal of inter agency work at global and regional levels in recent years in developing guidelines, policies and lessons learned in children affected by armed conflict,  as above. In addition to those mentioned in paragraph xx, UNICEF has consolidated field-based lessons learned on CAAC through the inter agency paper: Growing the Sheltering Tree (2002).  Partners were brought together by UNICEF to discuss and systematise lessons learned and develop clearer policy perspectives on children associated with armed forces through the meeting that generated the Cape Town Principles in xx. A recent meeting to address perspectives on psychosocial interventions sponsored by UNICEF is helping to solidify lessons learned in that area. 
345. Regional meetings have also been sponsored by UNICEF such as a major Great Lakes Cross Border Meeting on CAAC in February 2005 and a meeting in West Africa to consider children’s role in peace-building.  The Regional Advisers Child Protection also convene a number of ongoing networks and coalitions on children’s issues. 
346. Encouragingly, all of the guidelines on child protection were developed in conjunction with partners, increasing the sense of joint ownership. This is particularly important as it is easier to use the tools for a rapid joint response when they have strong legitimacy from the inclusive way in which they were developed. For example, the joint guidelines on unaccompanied and separated children were considered by UNICEF and Save the Children to be a ‘huge achievement’ (ICRC, 2004) and were used immediately following the tsunami by a consortium of agencies to release briefings on how to address child separation.

347. While a great deal of progress has been made in partnerships in child protection at HQ and RO levels, at CO level inter-agency collaboration and coordination is more variable and depends to a large extent on the confidence of Child Protection Programme Officers (as is the case with the coordination function in other sectors). Regional Protection Officers could support CO Child Protection Officers to further develop inter agency coordination and partnerships where they are weak.

Dissemination of policy guidance and learning 
348. Another major concern is the weak dissemination of policy guidance and frameworks in all aspects of child protection in emergencies. In addition, many of the staff at field level need much greater technical support and much more investment is required in learning opportunities for child protection staff (see Goal 4: Learning Strategy). Various alternatives are under consideration by UNICEF and partners, including the development of an interagency masters degree in child protection, modular training on child protection (being developed with support from ECHO), reinforced staff training at the point of induction, placement of a learning officer for child protection in OLDS and on-the-job learning through exchange visits, mentoring and coaching (UNICEF, Child Protection Section, 2005).

349. While a great deal of positive work has been achieved in developing policies and lessons learned, dissemination to the field has been weak. Field level respondents during the case studies found it difficult to cite most of the policy guidelines mentioned in paragraphs xx and the debate tends to remain within a relatively closed circle of UNICEF and NGO HQ/RO personnel. 
350. Given that the guidelines were developed with partners, much dissemination could usefully be done together with partners at field level. Regional Protection Officers could support Protection Officers at CO level to bring partners together for discussions of key guidelines and how they apply to the specific country context. They could also be introduced into existing partner meetings. 
Include the following areas in the forthcoming learning
Conclusions/recommendations Goals 6, 7, and 8: Children and Armed Conflict

351. Child protection (and more specifically children affected by armed conflict) is the CCC sector in which partners most need policy guidance and coordination from UNICEF as it is still a field in development and global expertise is limited.  Partners in child protection recognise the impressive achievements in the international legal frameworks and UN/Security Council Resolutions in recent years at global level and in policy frameworks but much more work needs to be done on disseminating the frameworks to field level and further building capacity for advocacy at CO level.

Demands are growing on UNICEF and the recent mandate to implement systems for monitoring and reporting on child rights will further increase the workload. It is not clear whether UNICEF has sufficient human resources at present to fulfil the mandate in the aspects that pertain to child protection.  Progress under the CB Programme was not as great as was hoped, partly because the CP Section in Programmes received very little funding. 

Recommendations

The overall goal in child protection should be to translate the impressive work at global level into changes for children at CO level through programmes and advocacy. 

I. The Evaluation Team recognises the demand by child protection NGOs and UN agencies for UNICEF to provide excellence in coordination in child protection at all levels. As observed in paragraphs xx, coordination should be resourced as a specific function with a dedicated budget and staff should be highly qualified to ensure credibility with other agencies. UNICEF should review staffing and funding requirements for effective and reliable coordination in child protection.
II. Training and learning in child protection (international legal frameworks, policies, good practice models) is essential to ensure staff have the confidence for strong advocacy. The Evaluation Team welcomes the upcoming plans to roll out modular training and recommends that it is backed with follow up, mentoring and coaching from senior Protection Programme Officers and Regional Protection Advisers. UNICEF could consider outsourcing the roll out of training to a specialist training agency held on retainer for this purpose. 

III. In close collaboration with key child protection INGOs and the UNICEF internal working group, UNICEF should finalise and roll out systems for monitoring and reporting of child rights violations as quickly as possible, drawing on the vast amount of preparatory work already in existence. This should include an assessment of staffing and funding requirements for roll out to review capacity to fulfil the mandate. The Inter Divisional Working Group on Monitoring and Reporting should drive this process. 

IV. Regional Advisers in Child Protection should reinforce their role in oversight/quality control (see para xx) especially in relation to: i) dissemination of key policies/guidelines as a matter of course during visits to COs i.e. leading discussions of policies/guidelines in relation to the local context ii) supporting countries to conduct an assessment against the factors that promote/detract from effective advocacy and in developing an action plan to support more effective advocacy in the future. This should be done in conjunction with Communication Officers and drawing on the Advocacy Toolkit iii) developing coordination skills at CO level and promoting strong partnerships for child protection, including advocacy iv) analysing what has worked/not worked in various countries in developing Child Protection Networks and sharing these lessons with COs, especially those that will be rolling out the monitoring and reporting system. 
V. The Evaluation Team endorses UNICEF’s efforts to augment the Head Office team to address the policy gaps listed in paragraph xx. (to include child protection in natural disasters).
GENDER INTEGRATION

Approach to gender integration

352. Key UNICEF documents (UNICEF Evaluation Office, 2002) recognise that while advocacy has been strong at HQ level and with the Security Council and UN General Assembly, capacity is weaker in the field.
353. Goals 6 and 8 of the DFID-UNICEF CB Programme specifically mention ‘the differential impact of armed conflict on girls and women’ and ‘a consistent gender perspective in all policy and programming’. The most relevant benchmark for assessing UNICEF performance in this respect is the 1999 IASC ‘Policy Statement for the Integration of a Gender Perspective in Humanitarian Assistance’, which UNICEF played a key role in drafting. This policy states a commitment to the principles embodied in international human rights instruments and a commitment to gender mainstreaming through various specified actions. 

354. Whilst UNICEF’s commitment to gender mainstreaming is clear, what is less clear is its relationship to women as a target group and hence its engagement with women’s rights. There is an ambiguity in UNICEF’s mandate and how it is interpreted. Does UNICEF’s commitment just relate to women in their role as carers of children, or does it go beyond this to an engagement with women in their own right? There is reported to be a variety of views on this at the level of UNICEF’s Board. The consequence is a lack of clarity at a programming level with varying interpretations of how engaged UNICEF should be in promoting women’s, in addition to children’s rights. Nevertheless, CEDAW is supposed to be central to UNICEF’s work and one of the four pillars of the CRC concerns non-discrimination, including discrimination against girls. 
355. UNICEF’s approach to integrating a gender perspective into its humanitarian work is through:

(i) ensuring that all its policy and programme guidance documents are gendered and promote a gender perspective

(ii) training, both dedicated gender awareness training and including gender awareness as a component in other trainings

(iii) the work of the Gender Mainstreaming Unit in HQ in New York, not least to support (i) and (ii) above

(iv) by appointing ‘gender focal points’ in different departments and country offices

Evidence of gender integration

356. The extent to which UNICEF’s policy documents on humanitarian assistance are gender-sensitive and promote a gendered approach varies. Some, such as the ‘Technical Notes’ and the ‘Programme Policies and Procedures Manual’ do adopt a truly gendered perspective. Others, such as the CCCs, talk a lot about targeting women and children but are less explicit about a gender analysis, for example in terms of how assessments are done and data disaggregated, and in understanding the particular vulnerability of girl children and women. But it would not take much to improve the document; only small adjustments are required. 

357. At the programme level, there are reports of very variable performance. This evaluation is not in a position to provide a thorough assessment of gender integration in UNICEF’s humanitarian programming, partly because a selective case study approach was the most feasible way of conducting the evaluation, and partly because of limited monitoring of gender integration in humanitarian assistance. But it has picked up a lack of consistency. For example, in the Sri Lanka Country Office a gender perspective appears quite strong, in both UNICEF’s development work and its humanitarian work. This is particularly evident in its focus on domestic violence in its long-term work, and the attention it paid to SGBV after the tsunami. However, in 2002 a Joint DFID/ SIDA/ UNICEF Review (Joint DFID et al, 2002) identified inadequacies in how UNICEF had integrated gender into its CAAC programming in Sierra Leone. Whilst it targeted women it did not really address gender inequalities and a gender analysis of the programme was missing. UNICEF Sri Lanka’s commitment to integrating gender is evident. It had planned a gender audit of all its programmes in 2005 although this has been postponed because of the tsunami response.

358. Meanwhile, the evaluation of UNICEF’s response to the Darfur crisis was critical of its lack of gender sensitivity, for example in its water and sanitation work, in its sports and recreational kits but also in its failure to highlight and address SGBV (UNICEF-DFID, 2005). 

359. The country case study visits do not reveal a high investment in promoting gender integration, for example in training of staff. However, a key determining factor of the extent to which gender is truly integrated is reported to be the commitment of leadership at the Country Office level. Thus, it depends very much on the commitment of individuals at senior management level. This is not a very reassuring comment on gender integration throughout the agency.

360. Where UNICEF does have a more impressive record is in its inter-agency work and the leadership it has provided. For example, UNICEF co-chaired the Gender Working Group of the IASC at the time the policy statement on gender integration was drafted in 1999, and it took the lead in assessing the gender sensitivity of the CAPs and preparing a gender checklist for future CAPs in the last couple of years. 

361. UNICEF’s leadership within the UN system on SGBV is most strongly praised. It co-chaired the Sexual Abuse Task Force and has been credited with really making progress on this issue. UNICEF also raised SGBV as a concern immediately after the tsunami. UNICEF’s commitment to addressing SGBV is an opportunity to promote gender awareness within the organisation. But the extent to which this has happened appears limited. A number of interviewees reported that there is a tendency for UNICEF staff to regard SGBV as a specific emergency-related problem rather than relating it to more structural and deep-seated issues of gender inequality. There is also a danger that SGBV is seen as ‘the’ gender issue in humanitarian emergencies when in reality there are many issues of gender discrimination and vulnerability that must be taken into account.

362. Within UNCTs, there is a reported tendency for issues of women’s rights and gender to be seen as the domain of UNIFEM or UNFPA rather than everyone’s concern. Yet neither of these agencies has a strong operational capacity and this can lead to a situation where women’s rights focus narrowly on reproductive health. 

Constraints to gender integration

363. Whilst UNICEF has a strong policy commitment to gender integration in humanitarian assistance, this does not seem to be followed through very systematically or consistently to programme level. The Gender Mainstreaming Unit has only two staff members. As a result, they have ‘decentralised’ gender mainstreaming to EMOPS and to the focal points, but the focal point system does not seem to be working. Not all departments or Country Offices have a focal point and no Regional Offices have a gender focal person. The responsibility of the focal person is also unclear. Rather than providing expertise and support to integrate gender, the focal points seem to play more of a ‘post-box role’ as the people to whom all communications on gender issues are sent. There does not even appear to be a mechanism for bringing them together on a periodic basis.

Other constraints identified in interviews are:

(i) high staff turnover at field level which is a constraint to really investing in, and making a difference to programming

(ii) not pitching gender training at a sufficiently senior level given the importance of leadership on this issue

364. Finally, it is noted that investment in gender integration that was planned for Phase II of the DFID/ UNICEF capacity-building programme was cut when the DFID budget was cut. This seems to have happened without much comment from within UNICEF or from DFID, despite gender awareness being one of the guiding principles of Phase II. Given UNICEF’s patchy record in gender integration, this was an unfortunate decision.

Conclusions:  Gender integration

365. The evidence suggests that gender integration into humanitarian work has not been very successful within UNICEF. In practice there appears to be a tendency to equate gender sensitivity with targeting women and girl children in programming, but a truly gendered approach would analyse and address issues of gender inequality. As Carol Bellamy highlighted in her farewell speech, more attention should be paid to men and boys and their relationship to women and girls than is currently the case.

More fundamentally, rather than gender integration being everyone’s responsibility, the default position seems to be that it is no one’s responsibility. There is no real accountability for gender integration, there is limited support to programmes at Country Office level, and there is limited monitoring of the extent to which gender is truly integrated into UNICEF’s humanitarian work. Leadership at an inter-agency level is not matched in terms of intra-agency leadership and performance. As a result, UNICEF’s record in integrating gender appears to be patchy and inadequate.

Recommendations

I. UNICEF needs to invest much more in gender integration to make it happen consistently. It should strengthen the gender mainstreaming unit, with at least one staff member dedicated to humanitarian work. It should have much greater gender expertise at RO level – ideally as a dedicated gender adviser – that can support and monitor gender integration at CO level. 

II. UNICEF could also make greater use of the expertise of other UN agencies such as UNIFEM, UNFPA and UNHCR, in terms of training in gender awareness and gender analysis at Country Office level, to better inform UNICEF’s own programming. 

III. Some of UNICEF’s emergency policy documents should be revisited for their encouragement of gender integration. For example, the focus in the CCCs could be expanded from a focus on targeting children and women to greater assessment and awareness of underlying gender inequalities. 

IV. UNICEF has played a leading role in finding ways of combating sexual exploitation and abuse and raising awareness of SGBV, within the international humanitarian sector, within the UN, and at country level. The next step is to deepen the analysis of SGBV and relate it more to gender inequalities and structural issues within society, and to connect it more to UNICEF’s long-term development work so it is not just seen as an emergency issue. 

3.4
THE DFID-UNICEF PARTNERSHIP 
The DFID Context

366. In both development and humanitarian work, DFID is seen as a leading donor in terms of amounts of aid and levels of engagement. The UK Secretary of State for International Development has been pushing energetically for reforms to the humanitarian system with proposals for more coherence through pooled funding and benchmarks for humanitarian response. In 2005 DFID is developing a disaster risk reduction strategy. The Department is also a committed participant in the Good Humanitarian Donorship initiative.

367. For DFID the UNICEF CB Programme is a contribution to the achievement of its overall objectives contained in its Public Service Agreement (PSA) 2003 – 2006 (DFID, 2002) with the UK Treasury. The relevant PSA objective is to “increase the impact of key multilateral agencies in reducing poverty and effective response to conflict and humanitarian crises”. Within that objective DFID will work with others:

· To strengthen and improve the institutional effectiveness of multilateral agencies. 

· To strengthen and improve the international system’s response to humanitarian disasters and complex emergencies.

The 2003 – 2006 PSA is now superseded by a 2005 – 2008 version, but there are no significant changes in the sections relevant to this Programme.

Findings

368. The CB Programme has been highly relevant for the humanitarian priorities of both DFID and UNICEF. For DFID, the Programme clearly aligns closely with and contributes to the PSA objectives referred to above. This contribution to the PSA cannot be quantified but in qualitative terms is assessed by the overall findings of this evaluation.

369. The relationship between DFID and UNICEF within this Programme has been characterised as one of ‘tough love’ with constructive openness, frankness and trust, most openly demonstrated by the Secretary of State’s letters to the Executive Director about UNICEF’s performance in specific responses (for example Darfur). On UNICEF’s side, this degree of robust engagement has been accepted, at times welcomed, even if there have been times when DFID was thought by some to be intruding into the minutiae of operations.

370. UNICEF has a variety of relationships with DFID at different levels and in different forums, not least the UK government’s seat on UNICEF’s Executive Board. On the whole UNICEF feels that its relationships with DFID are constructive and can and have been used for advocacy and policy discussions. It remains an open question whether UNICEF could have specifically used its relationship within the CB Programme to further its advocacy objectives.

371. Both DFID and UNICEF generally share the view that the management of the programme has been satisfactory in terms of planning, reporting and conducting review meetings and visits. For DFID the field visits have been particularly important as reality checks. However, some within DFID feel that the impact of the Programme in terms of UNICEF’s performance in some major emergencies, such as Darfur, has been very limited and feel that that the Programme should have been more tightly focused and monitored around outcomes. This approach would be in some tension with GHD principles and DFID’s overall approach to move away from programme funding to institutional support funding that is not tightly earmarked.

372. One of the intentions of the CB Programme was to encourage innovation. It is felt within UNICEF that this has happened because of the nature of the funding, allowing, for example, regions to experiment with different approaches to the EPRT. 
373. Until the agreement with ECHO, it had not been possible to persuade other donors to follow DFID’s line in supporting UNICEF capacity building in spite of efforts being made on this front by both UNICEF and DFID.

374. DFID tools, such as the ISP and the MEFF (multi-lateral effectiveness tool), have been largely developed without consultation with the agencies and DFID does not appear to have used the opportunity of its partnerships with humanitarian agencies to bring the stakeholders together to share lessons learned.

Relationship to the DFID UNICEF Institutional Strategic Partnership (ISP)

375. DFID has Institutional Strategic Partnerships (ISPs) with a wide range of multilateral development and humanitarian agencies including UNICEF. The CB Programme started before UNICEF’s ISP and has run in parallel to it. The Programme has been handled by CHAD within DFID and the ISP by the department handling relationships with UN agencies.

376. In terms of the nature of the two funding relationships, there are many similarities. Both aim to provide relatively unearmarked and stable support to UNICEF for its core business over a number of years with broad objectives, light reporting and monitoring through joint field visits. The main difference is that the ISP document, which is public, contains an overall institutional analysis of UNICEF’s strengths and weaknesses.

377. In response to pressure from the UK government’s Treasury and National Audit Office, DFID has been under pressure to demonstrate better the value and impact of its various ISPs. As a result, the MEFF has been developed as a way of measuring institutional capacity at headquarters level and changes over time. The MEFF has been applied to UNICEF’s development side, but not to its humanitarian side, although, of course many organisational issues rated in the MEFF are relevant to the management of UNICEF’s humanitarian activities. 
378. In the past DFID has not developed strong coherence between humanitarian and conflict work and development work and to engage its field offices in multi-lateral relationships that are centrally managed. This has been the result of often weak connections between CHAD and the rest of DFID and the fact that, traditionally, DFID country or regional offices have mainly focused on bilateral development programmes. DFID’s Country Assistance Plans (CAPs) have in the past sometimes lacked analysis of humanitarian and conflict issues. The CAP for Ethiopia (DFID 2003) had a one-line reference to DFID’s response to humanitarian needs (both food and non-food). However, in 2005 DFID is developing a humanitarian strategy paper for Ethiopia. In the DRC DFID’s country assistance programme was disconnected from humanitarian needs. CHAD now aims to ensure that appropriate conflict and humanitarian input is being provided for DFID CAPs that are due for renewal.
379. Globally the guidelines for DFID CAPs now require an analysis of humanitarian and conflict issues. Coupled with continuing decentralisation of DFID, this should provide increased opportunities for UNICEF and other agencies to engage with DFID at field level on broader issues, future analysis and strategies. Increasing internal coherence between the development and humanitarian parts of DFID is demonstrated by the fact that DFID has developed a virtual team to coordinate and create coherence in it relations with UNICEF.

380.  In practice DFID’s relationships with UNICEF at country level have been variable, as one might expect. In the countries visited for this evaluation, relationships were generally good and in Sri Lanka, DFID was highly supportive of UNICEF’s work, especially in the tsunami response. In Ethiopia, partly because of DFID’s decentralisation, there was a sense that a broader renewal of the relationship beyond discussions about programme funding would be useful. It should be noted that DFID’s trend towards broader and pooled funding streams means that there will be a shift away from the high transaction costs of project funding.

Looking to the Future

381. There are a number of factors that will influence the development of any future CB Programme. DFID is reviewing the ways in which it interacts with and supports multilateral aid agencies in the context of a rising aid budget and energetic international development and humanitarian policies and trend to more unearmarked funding, but tight levels of administrative costs and human resources. The trend is towards a ‘light touch’ approach in programming relationships, aiming to do more with less. This could mean that DFID will be less able to engage at the level it has done in the past and that tools such as the MEFF which have risks of being over-simplistic will be used.

382. As a result, there is continuing debate and work within DFID about how to handle its partnerships with multi-lateral agencies and the ISP model is no longer seen as the main/only model, partly because it is seen as too labour intensive. A decision will need to be made about any future CB Programme’s relationship with the next UNICEF ISP that is due to start in 2006. Should it be integrated into the next ISP or remain as parallel but separate programme? An independent review of the current ISP is being undertaken in mid-2005. Part of the brief of that review will be to take into account the findings of this evaluation. A future ISP will be aligned with UNICEF’s new MTSP 2006 – 2009.

383. There are strong reasons for integrating the capacity building programme into a future ISP. It fits with the philosophy of mainstreaming emergency response work, with integration and alignment with the MTSP. It would push both DFID and UNICEF to be more joined-up internally. The closer linking of UNICEF’s humanitarian and development sides appears crucial, particularly in transitional situations hovering between emergency, rehabilitation and development that are likely to continue and possibly increase. However, there is a significant risk that integrating the capacity building component into the ISP could result in it getting it lost and that the dedicated DFID resources from CHAD will get reduced or lost.

384. This discussion is also influenced by consideration of whether the capacity building inputs are seen as one-off, that is to say, once a certain level of capacity has been reached the programme can be wound up, or whether, given rapidly changing external contexts and the need for maintenance and renewal, it should continue as part of DFID’s overall support to UNICEF.  Finally there is the question of the content of any future capacity building programme as discussed above. 
Conclusions/recommendations on DFID-UNICEF Partnership 
385. The programme has been highly relevant to both UNICEF’s and DFID’s humanitarian aims and priorities. The relationship between UNICEF and DFID has been engaged, open, frank and, at times, challenging and characterized by a good degree of trust. DFID’s concern remains that evidence from Darfur, Nepal and Liberia shows that UNICEF still has a long way to go before it has reliable and strong humanitarian response capacity. 

Recommendations

In relation to the management of future cooperation:

I. Given i) the scale and importance of UNICEF’s role in humanitarian response and in the UN Reform process and ii) the fact that UNICEF has made improvements but to shift an organisation the size of UNICEF takes considerable time, the evaluation recommends that DFID continues to support and enhance UNICEF’s capacity building efforts in the medium term (more details in paragraph 389). 
II. If a future humanitarian response capacity building programme is to be incorporated within a new ISP, money earmarked for this area should be ring-fenced, by classifying it as thematic funding rather than regular resource funding.

III. DFID should consult with UNICEF about any possible changes in the way that it channels its support to UNICEF. 

IV. Accountability within the Programme should be strengthened by reporting against strategic objectives, as described in paragraph xx. 

V. Linked to point II), consideration should be given to upgrading the Programme focal point within EMOPS to work proactively on monitoring, evaluation and learning work within the partnership (paragraph xx).
VI. There should be concerted effort by DFID and UNICEF to bring other donors into the next capacity building initiative. Given the relative lack of success thus far (except for ECHO) this might need to be done as a collective UN agency initiative and within the GHD framework.
 DFID and the multilateral humanitarian agencies with which it has partnerships might benefit from joint discussion with other donors on lessons learned from humanitarian capacity building funding.  This should include a discussion of funding for the coordination function, given its demonstrated importance in other sections of this report.
VII. DFID should continue to draw on UNICEF’s humanitarian expertise and experience when formulating relevant policy and when developing its Country Assistance Programme documents. 

VIII. Both UNICEF and DFID should explore opportunities through the CB Programme to collaborate on humanitarian advocacy initiatives at international and country level. Advocacy initiatives should take into account UNICEF’s need to preserve its humanitarian independence and impartiality, yet recognising the potential influence of donor governments in many country contexts where humanitarian principles or access are not being respected by the host government. 

CONCLUSIONS

RELEVANCE OF CB PROGRAMME 

386. Relevance in relation to the humanitarian context

The focus of the CB Programme was highly relevant to UNICEF’s mission and mainstreaming approach. Fundamentally, it was highly relevant in the context of growing demand for UNICEF’s humanitarian response. 

387. Focus and design of the Programme
The key strategy of mainstreaming was relevant although it is important to consider mainstreaming as a foundation on which to build specialist support as necessary. The design of the CB Programme was also relevant in view of the extensive coverage of UNICEF offices and the fact that UNICEF is present before, during and after emergencies. The integrated approach also emphasizes a timely response.

A number of caveats to the design of the CB Programme have been identified:
i) The CB Programme was premised on the assumption that it is possible to enhance CO level capacity by reinforcing HQ capacity in policy guidance and Regional Office capacity in rolling out support and oversight. The aspect of HQ development of policies and guidelines has undoubtedly been effective but dissemination to CO level has been less so. More importantly RO capacity in oversight is weak. If future capacity building continues to invest at HQ and RO levels, there must be greater efforts to reinforce the management and oversight capacity of ROs. 

ii) Within the Learning Strategy, there was not sufficient focus on developing capacity within the technical sectors of the CCCs. The CB Programme appears to have under-estimated the importance of emergency expertise and experience to effective response.

iii) While the EPRP roll out was extremely impressive in covering 90% of countries, it could have been more focused on high-risk countries linked to early warning. 

iv) In the design of Goal 1 and particularly within the CCC approach, there has been a greater emphasis on the first stage of fast onset emergencies while greater attention could be paid to chronic and slow onset emergencies.

v) The CB Programme was not designed in the context of growing collaboration between UN agencies and UN Reform.

vi) Addressing gender issues was extremely weak in the CB Programme as specific activities and objectives were dropped when the budget was reduced for Phase II.

388. Strategic management of the CB Programme

Issues arising in relation to the management of the CB Programme are:

i) Funds were allocated on the basis of proposals from Divisions and ROs but not sufficiently balanced by a strategic overview at HQ. 

ii) EMOPS did not have access to summary financial reports based around the goals of the CB Programme to enable them to make strategic decisions about progress.

iii) There was no organisational assessment before the CB Programme began although it aimed to make changes across the organisation.

389. Future of DFID’s engagement in the Capacity Building Programme 
To date, the CB Programme has been regarded as a DFID-UNICEF Programme. In the future, UNICEF should view capacity building for humanitarian response as a holistic concept, of which part is funded by DFID, part by ECHO, part by UNICEF (and hopefully part by other contributors). 
The Capacity Building Programme as a whole should focus on implementing the recommendations of this evaluation (as well as other aspects that UNICEF identify as not being fully addressed here).  Within this changed conception, DFID could play an important role in helping UNICEF to monitor CB ongoing. Continued engagement at this level could be helpful to both partners, in spite of the fact that DFID is trying to reduce transaction costs and ‘do more with less’.  The justification for this is that DFID has a good strategic vision of capacity building and similar programmes with other large agencies, together with the experience of supporting UNICEF over the last five years.  This could include supporting UNICEF’s efforts to develop a monitoring tool for capacity analysis organisation-wide.) 
In more practical terms, the Evaluation Team proposes that DFID maintain the same level of support to UNICEF and also maintain the following criteria in possible future CB support. 
i) A conservative approach to funding posts (with the exception of the sector of child protection, explained below and gender integration). Strategic posts supported to date that have been included in the 2006/7 Support Budget should also be considered for funding. 

ii) Funding should continued to be applied strategically to make ‘catalytic’ gains, especially (but not exclusively) in relation to oversight role of the Regional Offices. This could include, for example:  a) continuing to support the further development of EPRPs and the Early Warning- Early Action system b) travel budgets to all Regional Advisers, not just REAs, with a view to dissemination of policy directions c) support to developing the Regional Office redeployment system d) support to developing strong EPRPs including finance, supply and HR e) roll out of guidance by DFAM and f) the follow up analysis to determine whether greater dissemination has led to improved performance or whether procedures should be changed.  
iii) Funding should continue to support elements of the Learning Programme but also thinking strategically such as outsourcing training to specialist organisations already supported by DFID such as RedR/IHE. 
iv) Consider all elements of the recommendations in relation to the direction taken by the UN Reform Programme, including the role of each agency in coordination. This could mean engaging other UN actors in some aspects of CB for humanitarian response, perhaps drawing on DFID ISPs and capacity building programmes with other agencies.  
In terms of child protection, there are excellent opportunities for DFID to continue to build on policy development in the gaps already identified through considering funding a post at HQ level. DFID could consider supporting an MA course in child protection (as recommended by the inter agency group on child protection) and funding part of the development of Child Protection Networks to fulfil the mandate on monitoring and reporting.  
DFID should also consider supporting UNICEF in addressing two specific funding aspects of humanitarian support overall:
i) Monitoring the impact on children of vastly different funding levels to different emergencies 
ii) Lobbying all donors for more recognition of the fundamental importance of coordination in humanitarian response and the fact that this can be a role on its own. The aim would be to sensitise donors to accepting inclusion of posts in sector coordination within programme proposals for humanitarian response. 

EFFECTIVENESS OF CB PROGRAMME

390. How prepared is UNICEF globally for humanitarian response? Do programme and operations functions adequately guide UNICEF’s response in different types of emergencies (rapid/slow onset, natural disaster, complex emergencies)?

In relation to effectiveness in different types of emergency and in different phases, there is no consensus within the organisation (some thought response was better in fast onset and others in slow).  Comparisons across different types of emergency in the case studies (Ethiopia, slow onset; DRC, complex emergency and Sri Lanka, fast onset and complex emergency) did not lead to conclusions on this issue.  Factors that influence the effectiveness of response appear to relate more to strong leadership, speed of funding, effective partners, effective operations and rapid assessment capacity. 

391. Preparedness planning

The roll out of preparedness planning has been impressive and appropriate. The process itself has been highly valued and, at least in some offices, improved UNICEF response capacity. However, the impact on genuine operational readiness is variable, an understanding of the CCCs is patchy and the implementation of concrete actions limited. The one-size-fits-all approach has overburdened the ROs and participants; follow up and oversight is weak. Preparedness by CO is undoubtedly an important strategy but the plan does not reliably translate into a good response. Neither can the process entirely offset a lack of actual emergency experience in a response team. There may have been an over-reliance on its potential. It is insufficient on its own and needs to be matched by back-up from specialists and investment in office technical response capacity. More attention is needed to tailoring the EPRPs to the country office context: to its level of risk, interagency role and to its existing and potential emergency partners.

392. Operations Support

Overall CO level staff respondents considered the organisation to function at two different speeds in emergencies. While Programmes usually try to react quickly and effectively, Operations are often risk-averse and procedures are not tailored for emergency response.  Concerns are that emergencies are high-risk contexts in terms financial losses due to errors or fraud. However the evaluation team considers that the corporate focus must be clearly on effective and timely humanitarian response to children and women and adjusting systems towards that end.  
Closer team work between Programmes and Operations would help to make response faster and more effective. Dissemination of rules and procedures should be much more active to both groups. 

In relation to the supply function, considerable progress has been made and the function is much more effective now than before the programme began, especially in fast onset emergencies. There remain areas to improve, especially in expanding the list of items pre positioned in Copenhagen against the CCCs and improving local purchasing and distribution. The Copenhagen supply function appears to be less effective in chronic emergencies than in fast onsets.

393. Staffing and Surge Mechanisms
Although the surge response to the tsunami worked well, it was based on the individual efforts of the Emergencies Focal Point and HR staff at RO and CO levels. Systems were not the key to effectiveness and have not progressed sufficiently to produce a reliable response. There has been limited progress in mainstreaming humanitarian responsibilities into competency profiles and job descriptions. The global web roster does not command sufficient confidence on the quality of candidates to be effective. There is a clear preference for redeployment of UNICEF staff, already familiar with systems, and this should form the basis of surge capacity. Although it is very new, early signs are encouraging on the ERT’s capacity to coordinate and manage response, especially in fast onset contexts. National staff are interested in gaining more experience in emergencies and should be considered as a resource. Much more work is required in this area, at HQ level and especially at RO level to establish regional deployment registers linked to learning opportunities and promotion prospects. COs should do more work to identify skills strengths and gaps in EPRP process.
394. Learning 

The roll out of emergency preparedness training has brought operations and programme staff together and led to a greater sense of confidence on what to do in humanitarian response. The roll out of PATH training has also been effective in bolstering confidence. Technical training was considered expensive and for health/nutrition was suspended. The fact that Regional Emergency Advisers were themselves responsible for facilitation of many courses limited time available for strategic thinking and CO level oversight.  There has been no significant difference in learning for different typologies of emergencies. ToT training was seen as less effective than planned as many trainers did not provide ongoing training. Preference was expressed for leaning on the job with support from more experienced staff.

Learning was not linked to surge capacity during the life of the CB Programme.

395. Stress Counselling

According to an internal survey, the main source of stress is work related and should be dealt with through organisational culture, management and HR policies. In practice this means, for example, shifting towards becoming an organisation that values learning, rather than leaving staff feeling guilty for taking time out; changing the assumption that over-work is an acceptable norm; embracing prioritisation and not a can-do-all position.  The network of peer supporters is valued but needs to be expanded to fulfil the role of identifying staff who are not recovering from exceptionally stressful incidents.

396. Safety and Security

For IT and Telecommunications, there has been considerable investment in hardware and MOSS compliance has increased. The DFID funding has had a demonstrable impact. While 59 of 124 countries were 100% MOSS compliant in 2003, this had risen to 70 by 2005. Equipment is highly expensive and will require further investment. There has been less focus on training to ensure that staff knows how to apply equipment. 10 of the 55 non compliant countries (in March 2005) were at Phase 3 or 4 security status, none were at Phase 5. Questions were raised about accountabilities for security through the management system and whether the tick box approach to the security CD-ROM is sufficient for staff awareness.

397. Gender Mainstreaming

Gender mainstreaming has been weak within the CB Programme, partly due to over-stretched human resources. However, gender based violence has been addressed strongly and effectively, particularly at HQ level and in some instances in the field. 

EFFICIENCY OF CB PROGRAMME
398. Where have the results of the CB Programme given the greatest value for money?
It has not been possible to assess where the CB Programme has given the greatest value for money in view of the fact that the financial data has not been collated against goals or programme objectives.  However, it is possible to note that ESARO received the largest amount of funds amongst Regional Offices and has made the greatest progress in terms of Emergency Preparedness and Response training and planning. 
399. How has the CB Programme affected the efficiency of UNICEF’s humanitarian response (with a focus on preparedness and supply)

i) Emergency Preparedness Planning has increased efficiency where offices have identified local suppliers for key items before the event e.g. water treatment in Sri Lanka
ii) Mainstreaming is an efficient way of enhancing emergency capacity without significantly increasing costs, particularly in the preparedness phase.  Most respondents commented that the EPRP process is too long and cumbersome. However the recently revised format is much simpler and should be a more efficient process. As recommended above, an EPRP process tailored to the risk level of each country would further reduce the resources allocated without reducing the efficacy.
iii) In terms of supply, the speed of delivery of items on the emergency list has increased.  It is difficult to distinguish between the supply hubs at the present time as they have not yet been evaluated but the Supply Division observes that Dubai is the most efficient in speed and cost. In addition, the cost of some items has been reduced by purchasing in the first few days of a rapid onset response, before prices rise due to demand.

v) Approaches to enhancing capacity have opted for the cheapest approach (i.e. through existing resources such as the development of guidelines through HQ staff).  Consultants have also been used which on balance is probably cheaper than increasing staff numbers.  However, REA time invested in training may be better used in strategic thinking and oversight functions. For that reason, the evaluation supports outsourcing of most training.

vi) The key posts of REA were an efficient investment as they have played catalytic roles.

IMPACT

What changes are observable in UNICEF performance in humanitarian response, including advocacy? What can be attributed to the Programme of Cooperation?
400. Humanitarian response 

Overall, the picture of UNICEF’s response performance is mixed.  Strong performance is supported by preparedness, improved operations, access to corporate guidance (such as the CCCs and technical guidelines) and, in some cases, support by the ROs and HQ - all areas supported by the CB Programme.  Slow progress in key areas such as M&E and early warning may yet bear fruit and at any rate are ambitious capacity building objectives that will take time to embed in an organisation of UNICEF’s size and structure. 

At the same time, leadership, technical and coordination capacity, partner’s capacity and established emergency experience within the country teams prevail as key performance determinants. They have received little or no support from the CB PROGRAMME and remain unacceptably weak in several cases.  The findings suggest that UNICEF’s technical capacity has, if anything, been eroded, particularly in WES and to an extent in Health and Nutrition.  Despite improvements in some sectors, UNICEF does not have adequate capacity in either the ROs or COs to support its commitments to the CCCs and its role as a lead agency in those sectors.  Some of the limitations of mainstreaming with respect to generating a reliable, quality response capacity should be carefully assessed. Considerable investment in sectoral emergency skills, coordination and UNICEF’s role with respect to partners is needed.  There are positive signs that UNICEF is seeking to address these weaknesses.  Ensuring adequate capacity in the ROs for training and support as well as addressing governance issues related to RO oversight is an essential component of any new strategies, without which the gains will be minimal.
401. Advocacy

i) There has been effective advocacy and investment in policy frameworks for children affected by armed conflict. This has contributed to a series of legal instruments and resolutions in the Security Council. The Policy and Advocacy post was funded under this CB Programme.

ii) At CO level, there has been effective advocacy for the release of children by armed actors in Sri Lanka and DRC particularly. In DRC the work was supported by the Regional Adviser in Children and Armed Conflict in ESARO (funded under DFID).

402. In terms of operations the evaluation found:

i) Faster supply times, especially for pre positioned items in Copehagen/hubs on the CCC list. This was partly attributable to DFID, especially in view of the consultancy funded by DFID to analyse the feasibility of hubs. 

ii)  Enhanced security of staff and assets through investment in hardware and the OPSCEN centre. This is largely attributable to DFID’s investment. The OPSCEN has also helped with speed of response by warning also contributes to ‘watching the world’ and early warning.

iii) Rapid surge capacity in the tsunami due to the efforts of individuals rather than a systemic approach.

403. Are any negative effects on UNICEF performance identifiable?

The emphasis on security of staff without adequate analysis of the consequences in programme terms has distanced staff from the field in some contexts.

404. Are there any spin-off benefits beyond UNICEF? 

i) In child protection, UNICEF has led inclusive debates on CP issues and facilitated the Inter Agency Guidelines on Unaccompanied and Separated Children (ICRC, 2004), the training package for peacekeepers and training to prevent sexual abuse and exploitation in humanitarian contexts. These have been important in developing thinking and approaches in these areas beyond UNICEF. The inclusive approach and joint ownership has been fundamental.

ii) UNICEF has been a leader in positioning education as a key element of humanitarian response. Acceptance on this position is growing amongst humanitarian actors.

405. Has the CB Programme had any effects on DFID, especially in terms of policy/approach to CAAC or protection of civilians? 
Neither DFID nor UNICEF have referred to any effect on DFID as a result of the CB Programme. 
COORDINATION/COHERENCE

406. How well has the Programme of Cooperation contributed to coordination within interagency systems (including UN HQ and UN CTs and IASC)? How far has UNICEF contributed to policy coherence in humanitarian response and advocacy?

UNICEF has made major contributions to coordination and policy development at global level. The organisation is recognised as being one of the most important UN agencies in terms of the investment of time and energy into IASC processes, including policy development. Within the UN Reform of humanitarian action, UNICEF has played a leadership role, consistently defending humanitarian principles within the UN system.  

At CO level, coordination is a demanding role and one to which UNICEF (like many other agencies) gives limited support.  UNICEF’s coordination capacity is variable and strongly linked to whether it has the technical expertise to lead a sector. Success depends on the presence of gifted individuals with strong facilitation and management skills. 

UNICEF’s authority to coordinate is largely earned through the quality of the “service”. Reduced operationality through restricted access to the field in insecure contexts has further raised the bar for UNICEF, increasing the pressure to deliver on this essential role. More resources for coordination are needed. Collaboration with the NGOs, increased coherence with Sphere and the Standards for Education in Emergencies together with the clarification of roles within the UN family should be a major component of EPRP training and planning.

In terms of advocacy, UNICEF has worked effectively with the Office of the UN SRSG-CAAC and has contributed to raising the profile of children affected by armed conflict. 

Advocacy at country level has also been more variable and depends on a number of factors inter alia technical capacity/knowledge of the international legal frameworks, systems for monitoring and reporting of CR violations and support from all levels of the organisation to address issues of rights violations even when advocacy would potentially disrupt relations with government or NSEs etc. (see Goal 7). 
SUSTAINABILITY OF CB PROGRAMME
407. What lasting changes have been achieved in UNICEF humanitarian response capacity?

Before analysing the sustainability of changes to date, there is a fundamental issue in relation to the question of sustainability per se.  Taking into consideration the external environment, UNICEF will be expected to increase its capacity to respond in view of growing demand. At the same time Regular Resources are stagnant as a proportion of total funding and it is RR that provide the backbone to the organisation, not dependent on short term project funding.  The philosophy of capacity building to date has been to identify weaknesses, fix them and aim for withdrawal of support. However, it may be that more sustained support to core functions will be required in a context of growing humanitarian demand.  To attract more sustained support, UNICEF’s performance must be demonstrably improving.  The perspective should be that UNICEF has an ongoing internal capacity building programme for humanitarian action and response, of which the organisation will aim to secure external funding for part of the work. 
In terms of lasting changes, UNICEF has achieved the following.

i) The integrated approach adopted by UNICEF that is probably the most sustainable way of increasing capacity.  

ii) A major contribution to sustainability was the number of key posts that were incorporated into core funding. This was an expectation of DFID funding. The CB Programme funded 45 posts in 2003 but this was down to 8 in 2005. 11 key posts have been introduced into the Support Budget, including all REAs with the exception of EAPRO and ROSA.

408. What changes must be further sustained and with what level of effort? (in order of importance)  
i) It is essential to maintain or expand the capacity of the ROs.  At present, capacity is still insufficient to even maintain and build upon the progress so far.  Reduced capacity in the future would seriously undermine development and possibly negate the gains.
ii) A second major change concerns accountabilities. There must be firm efforts to strengthen the authority of the RO and specifically in oversight capacity. If future capacity building continues to have a strategic focus on the RO, this shift is essential. 

iii) One profound further change is the focus on the end result as opposed to the means to an end. Specifically, the focus in humanitarian capacity building must be on impact in the CCC sectors and for populations on the ground rather than on tools, policies and systems.

iv) Enhanced technical capacity in the CCC sectors, especially WES and nutrition is essential. 

v) The role of national staff in humanitarian response must be strengthened to ensure sustainability. They hold the institutional memory of humanitarian response in previous emergencies and are often first on the ground in an emergency.  They expressed interested in developing capacity for response and they should have an opportunity to participate in regional registers for redeployment. National staff with prior emergency experience should be included in first phase redeployment and those with more limited experience could participate in second phase redeployment.
vi) The organisation must generate and foster a perception that promotion will require emergency experience and demonstrated performance. This is not the case at present. There is a perception for international staff that exposure in New York is the decisive factor.

409. What changes are in course and need further attention and among these which are the most critical and will have greatest impact? (in order of importance)
i) UNICEF must analyse how it will be able to fulfil its mandate in monitoring and reporting on core child rights violations. This will require adequate staff coverage and further learning/training.
ii) Roll out of the new modular training in child protection (under development) is essential for staff to have the confidence required for monitoring and reporting on child rights violations and for advocacy in general. 

iii) Rolling out the Early Warning/Early Action System is on course for the coming year or more. It will make an important contribution to capacity as the system includes addressing accountabilities.

iv) DFAM’s plans within the MTSP to address issues of finance and administration systems in emergencies are essential. Specifically DFAM plans to address financial and administrative needs for different emergency scenarios and ensuring that plans are put in place for alternative financial/administrative management during emergencies. 

iv) Recommendations from humanitarian evaluations must be reviewed and accepted or rejected. A staff member must be nominated to follow through on recommendations that are accepted. We are aware that this has been recognised and is in course. 

CROSS CUTTING ISSUES

410. How well has the implementation of the CB Programme respected the principles outlined in the Phase II proposal – gender dimensions, promoting partnership of women and children, strengthening collaboration and partnerships and focusing on CO performance – and how relevant and useful were these principles? 

Gender
There has been limited focus on gender within the CB Programme, partly because the budget was cut and the gender objectives fell out. The overall comment is that gender analysis within UNICEF tends to focus on targeting women and girls in programming. However, a truly gendered approach would lead staff towards analysis of gender inequalities in all contexts. 

Partnership of women and children

The area in which women and children’s perspectives could most easily be introduced would be through Vulnerability and Capacity Analyses. There has not been a strong emphasis on capacity building in VCA; it should be reinforced in the future.

Partnerships 

The CB Programme did not have a strong emphasis on enhancing capacity to develop and manage partnerships for effective response. The Evaluation Team welcome plans in the MTSP to address issues of strengthening strategic partnerships. It is essential that partnerships aimed at addressing weaknesses in specific sectors (especially in WES) are reinforced as they are fundamental to effective response. 
Focus on CO level performance

The focus on CO level performance varied by Regional Office. ESARO made a considerable effort to focus at CO level and made a vast number of CO visits to support capacity.  ESARO also collected opinions from COs on RO performance through a customer satisfaction survey. Other regions do not appear to have had the same strength of focus.  

411. How well has UNICEF humanitarian response been mainstreamed and what effect has that had on preparedness and response?

Mainstreaming has had some success but is not complete. Although there is broad and sustainable acceptance of mainstreaming as a concept, there is still a tendency in practice to view emergencies as the responsibility of the emergency specialists in the team. Mainstreaming humanitarian capacity into planning procedures, HR and into all sectors is requires ongoing work. Mainstreaming must be regarded as the foundation on which effective response is built, possibly requiring surge capacity because of the size of the emergency outstrips the capacity of the CO or because technical capacity in the CCC sectors is not available. 

CONSOLIDATED RECOMMENDATIONS

The recommendations throughout the report are brought together in this section and structured according to the Organizational Capacity Framework with a view to ‘unblocking the blockages’.  While recommendations are prioritised in the Executive Summary and in Section XX on Futures, in this section we have classified recommendations according to timescale for implementation as:
· Within Year 1
· Within the MTSP period of 200-9 
· Strategic change to be debated for the long term 
All recommendations are to UNICEF except where specifically stated.
EXTERNAL ENVIRONMENT
Humanitarian trends, political context, UN Reform, Funding trends, Stakeholders
	Para/no.
	Recommendation
	Phase

	Resources 

	73:I
	Given that the humanitarian caseload will continue to rise over the next 5-10 years, UNICEF should either i) increase its overall resource base or ii) prioritise specific humanitarian sectors as it seems unlikely that UNICEF can continue to try to meet all the CCC sectors in all humanitarian crises in a context of growth in demand.  Debate whether increased funding or prioritising sectors is the most feasible option for UNICEF in the IDSC or GMT. Specifically, UNICEF should state clearly that shelter is not one of the CCC sectors and advocate for another UN agency to take responsibility for this area. 
	MTSP period

	Responses to Political/humanitarian context

	73:II
	Strengthen UNICEF’s ability to monitor and analyse the external environment, perhaps even forecasting different scenarios. This should include political analysis to inform the defence of humanitarian principles. UNICEF could do this in two complementary ways. It should develop its internal capacity which may mean adding an extra staff member to the Policy and Advocacy Unit of EMOPS. It should also strengthen its links to academic institutions such as the Overseas Development Institute (ODI) in London and/ or the Center for International Cooperation (CIC) in New York, for example by commissioning annual or more frequent ‘seminars’ with such humanitarian experts, dedicated to understanding the implications of their analysis of humanitarian trends for UNICEF. This process could involve other UN agencies as part of the UN reform process. 
	Within Year 1

	73:III
	Further enhance skills to work in protracted crises and transitional contexts – usually the most challenging in terms of political analysis, humanitarian dilemmas and issues of neutrality (in spite of these being unattractive postings).  This should be tracked through the Learning Programme (see Recommendation 287:I)
	MTSP period

	73:IV
	Strengthen rapid response capacity as sudden onset disasters continue to grow.  Enhanced early warning-early action systems should facilitate more effective rapid response (Recommendations in paragraph 161).
	MTSP period

	73: V
	Strengthen skills in sector based coordination as the number of humanitarian actors continues to increase and look towards UNICEF for coherence and cohesion. (See also Recommendations 210:I; 210:VI; 241:II:d; 284:V; 287:I; 351:I and 385:VI.) 
	MTSP period

	73: VI
	Reinforce skills in advocacy for humanitarian principles and against the violation of children’s rights (especially in armed conflict) at CO and global level (Recommendations within Child Protection, paragraphs:351:II and 351:IV)
	MTSP period

	UN Reform Agenda

	73: VII
	UNICEF should invest in developing a long-term vision for UNICEF’s role within the UN Reform process. This should include documenting practical minimal requirements for engagement in joint programming at CO level and clarifying operational requirements under different scenarios (as recommended by Mendelsohn et al, 2004). This should also include analysis of how planning/activities in capacity building are influenced by the UN Reform process and which aspects can and should be done together with other UN agencies. 
	MTSP period

	Advocacy on funding and humanitarian principles

	73: VIII
	As a leading proponent of a rights-based approach to humanitarian assistance, UNICEF should advocate for greater impartiality and reliability in the allocation of international humanitarian aid.  Documented analysis on how differential allocations in humanitarian assistance affect the rights-based agenda for children could be used by both UNICEF and DFID within the Good Humanitarian Donorship initiative. (See also Recommendations: 101:IV; 210 VI; 385:VI; 385:VIII)
	Strategic

	73: IX
	UNICEF should continue to build on its track record in promoting humanitarian principles, within the UN system and with donor and recipient governments, in a political context where the pressure to compromise humanitarian principles may increase. This requires sustained investment in UNICEF’s policy and advocacy unit at HQ level, and strengthening its advocacy capacity in countries where humanitarian principles are most threatened. 
	MTSP period

	Possible growth areas in programming

	73: X
	Given the forecast that around half of post-conflict states are likely to return to war within 10 years and that children and adolescents are likely to engage in those conflicts, UNICEF could consider stepping up activities to engage children, adolescents and women in peace-building (see also Recommention 351:V that includes policies in peace-building).
	Strategic 

	73: XI
	Engage in disaster reduction and vulnerability analysis and activities through UNICEF development programmes.
	Strategic


INTERNAL CONTEXT 

Organisational Motivation, Decentralisation, Resources, Systems, Processes
DECENTRALISATION AND THE OVERSIGHT ROLE OF THE 

REGIONAL OFFICE

	Para/no.
	Recommendation
	Phase

	101: I
	Adopt the Liberia Evaluation recommendation of establishing a standard operating procedure that triggers the engagement of the RO (most often the REA, but possibly the RD or other RAs) as a country moves into a high state of alert.  This should entail a joint planning session to establish a 90 day response plan that includes analysis of emergency financial support, capacity in all CCC sectors and surge requirements, partnerships, security, supply plans and additional technical/operations support. It should also analyse possible support requirements in emergency management. Clearly the level of support required will depend on capacity in country. (see also Recommendation 284:I)
	Within Year 1

	101:II
	The standard operating procedure to launch RO support in the planning process should be linked to the regional human resources roster for emergencies (see Recommendation 284:III) 
	Within Year 1

	101:III
	Identify the characteristics that promote the oversight function of Regional Offices, drawing on existing models, and replicate those characteristics across all ROs. This should include all Regional Advisers taking responsibility for building humanitarian response capacity, not just the Regional Emergency Advisers. Promoting the oversight function will require some analysis of the resource requirements of ROs, such as independent travel budgets for all RAs so that visits are not dependent on invitations from COs. 
	Short term

	101:IV
	Ensure that the post of Regional Adviser is considered to be a stepping stone to greater seniority to attract candidates of high technical quality.
	MTSP

	101:V
	Discuss the importance of RR funding to the sustainability and effectiveness of humanitarian response within the Good Humanitarian Donorship initiative. 
	MTSP period


INTERNAL SYSTEMS AND PROCESSES –PREPAREDNESS/RESPONSE
	Para/no.
	Recommendation
	Phase

	Tools, policies, monitoring and evaluation

	139: I
	Support and resource the planned development of simplified tools, including worked examples of VCA in practice, for field use
	Within Year 1

	139: II
	Make more use of end-of-mission field staff to develop tools
	Within Year 1


	139:III
	Ensure that the EPRP process includes the development of a small number of readily collectable indicators on early warning and ensure that SPOs include early warning monitoring in their workplans as well as routine use of the new pilot early action intranet system. 
	Within Year 1

	139:IV
	Increase the accountability of RO and HQ with oversight functions to demand improved monitoring and evaluation data in Annual Reports and Sitreps
	MTSP period

	139:V
	Tailor M&E training to different posts, following the model developed for HIV/AIDS modules. One day workshops for example could be designed, as a priority, for all Representatives and SPOs to promote understanding and generate demand
	MTSP period

	139:VI
	Elevate the status of M&E through greater investment and specific senior accountabilities reflected in the workplans of SPOs, Country Representatives and RO Advisors
	MTSP period

	139: VII
	Lightweight reviews should be routinely implemented for all responses. Small responses should capture the lessons learned through an internal rapid review such as an After Action Review
	MTSP period

	139:VIII
	The practice of requesting Representatives to write up brief lessons learned following a posting should be reinstated.  The same should be done for SPOs and senior emergency personnel (e.g. the REAs)
	MTSP period

	139:IX
	Use the opportunities offered by well-resourced emergencies such as the Tsunami response to test the effectiveness of minimum monitoring systems alongside in depth systems and promote best practice elsewhere
	Within Year 1/ 
Ongoing

	Emergency Preparedness and Response Planning

	161:I
	ROs could experiment with out-sourcing the facilitation of EPRPs to reduce the burden on REAs and free up their time for oversight and timely updates
	Within Year 1

	161:II
	Tailor the EPRPs to the level of risk, as well as existing experience, in the CO
	Within Year 1

	161:III
	Assessments of a CO’s response capacity should not over-estimate the impact of an EPRP, particularly in teams without significant in-country emergency experience. Complementary planning for specialist staff should be an automatic component of the preparedness plans
	Within Year 1

	161:IV
	ROs should emphasise the updating and reworking of plans whenever monitoring indicates a potential emergency (slow onset). Planning can then be closely tied to imminent needs
	Within Year 1

	161:V
	EPRPs should be done in two phases:  one internal process to ensure that roles and responsibilities are clear within the team, a second, fuller process with other UN agencies, government and NGO partners
	Within Year 1

	161:VI
	Scenario planning during preparedness should identify strategies for mitigation, as well as response
	Within Year 1

	161:VII
	Accountabilities and planned activities for preparedness should automatically be part of senior managers’ workplans and monitored by the ROs
	Within Year 1

	Response Performance

	190:I
	Match RO and CO technical capacity to the CCCs by ensuring that each sector is supported by an Advisor or Programme Officer with relevant skills and experience 
	MTSP period

	190:II
	ROs must monitor the programme plans of all at-risk countries to ensure that all CCC sectors are being implemented under the MTSP
	MTSP period

	190:III
	The technical capacity in COs for all CCCs should be mapped on an annual basis:  EPRPs of both ROs and COs must include surge plans to cover any gaps, activated on the basis of changes to a country’s alert/risk level
	MTSP period

	190:IV
	Preparedness and response planning should be cautious about the potential of mainstreaming and include a raft of complementary strategies including surge and secondments
	MTSP period

	190:V
	The forthcoming RO EPRPs should ensure clarity of roles and the integration of emergency responsibilities for all Advisors
	Within Year 1

	190:VI
	For ROs with limited emergency experience, actively pursue secondments to emergencies for limited periods
	MTSP period

	190:VII
	Current efforts to engage in partnerships with international NGOs to increase technical capacity should continue
	Strategic 

	190:VIII
	UNICEF should invest in its own technical capacity by i) disseminating the CCCs to staff during visits of Regional Advisors in each sector ii) disseminating standards in humanitarian response (e.g. Sphere, Minimum Standards for Education in Emergencies) to CO level staff iii) increasing its training/learning in the CCC sectors. 
	MTSP period

	Partnership

	199:I
	As discussed in recommendation 241:I:d, explore simpler mechanisms for partner accountability 
	Within Year 1 

	199:II
	Continue to explore innovative mechanisms for partnership with local and international NGOs
	Strategic 

	199:III
	Proactively establish relationships with potential emergency partners even if there is no current contractual agreement with UNICEF as a routine component of contingency planning, particularly as indications of risk increase and the presence of NGOs rises. As part of this, actively disseminate the CCCs to partners so that they understand the parameters of UNICEF’s response.
	MTSP period

	199:IV
	Develop joint monitoring mechanisms with partners to facilitate both oversight and improved programme performance
	MTSP period

	199:V
	Initiate open discussions with NGOs on capacity, oversight and support needs at the outset of any form of partnership, contractual or otherwise (and see 241:I:d).
	Within Year 1

	Coordination 

	210: I
	Coordination skills and the clarification of roles within the UN family should be a major component of EPRP training and planning (See also Recommendations 73:V; 210:VI; 241:II:d; 284:V; 287:I; 351:I and 385:VI.)
	MTSP period


	210: II
	Programme Officer job descriptions should include coordination competencies
	MTSP period

	210: III
	Recognise Sphere as an essential coordination tool and acknowledge it in key technical documents
	MTSP period

	210: IV
	UNICEF should explicitly reference Sphere in its guidelines to ensure coherence and a common language and understanding with the NGOs
	MTSP period

	210: V
	If existing or surge capacity is not available for a CCC, UNICEF should decline to lead the sector to avoid poor performance and damage to its credibility
	Year 1/

Immediate

	210: VI
	Coordination should be resourced as a specific function with a dedicated budget. In contexts in which UNICEF is required to play a major coordinating role, budgets should be established for specialist coordinators matched to associated competencies such as leadership, facilitation and coordination skills. (See also Recommendations 73:V; 210:I; 210:VI; 241:II:d; 284:V; 287:I; 351:I and 385:VI.)
	Within Year 1


INTERNAL SYSTEMS AND PROCESSES: OPERATIONS
	Para/no.
	Recommendation
	Phase

	Finance and Administration

	241:I:a
	DFAM should aggressively disseminate financial and administrative procedures in emergencies to COs (through Regional Financial Advisers) to ensure full confidence with systems before an emergency occurs.  A field-based review should be instituted after approximately 18 months-2 years to clarify the question of whether a) the systems are adequate to emergencies once they are fully understood or b) the systems themselves should be adapted for emergencies. 
	Immediately and up to 2 years 

	241:I:b
	In the course of dissemination, DFAM should be responsible for ensuring that all staff understand UNICEF’s corporate position on accountability in emergencies. It should be clearly stated that UNICEF’s corporate goal is effective humanitarian response and that staff will be supported for adapting systems, provided every effort is made to ensure checks and balances are in place.
	Within Year 1

	241:I:c
	Within the EPRP process, more time should be spent on how DFAM procedures for emergencies would be applied by both Programmes and Operations.
	Within Year 1 and ongoing

	241:I:d
	COs should improve partner organisational assessment to enhance mutual confidence and reduce bureaucracy in collaboration. As noted above, there is flexibility in procedures that can be decided by the CMT/Finance/Programmes at CO level. 
	Within Year 1 and ongoing


	Supply

	241:II:a
	Increase the amount of time spent by CO Supply Officers on EPRP with the support of Regional Advisers, Supply. Standing readiness should be backed by clear plans for supply of all items required under CCC sectors, including estimates of lead times. All COs should be clear which CCC items are available locally and should make Long Term Agreements with suppliers. 
	Within Year 1 and ongoing

	241:II:b
	As part of the supply assessment under EPRP if pre-positioning of specific stocks in specified zones is considered essential for effective standing readiness, COs can make the case to the Emergency Coordination Unit of Supply Division. 
	Within Year 1 and ongoing

	241:II:c
	COs with the support of Regional Advisers, Supply, should ensure that sufficient focus is placed on logistics and distribution capacity in country as part of the analysis of standing readiness. This could be bolstered by an assessment of private contractors and warehousing options at the time of the EPRP. 
	Within Year 1 and ongoing

	241:II:d
	CO level plans for standing readiness should be shared with partners to enhance inter-agency coordination on the types of stocks held (see also recommendation 161:V). 
	Within Year 1 and ongoing

	241:II:e
	The Supply Division in consultation with the field should update the list of emergency items in stock to the new CCCs. This should include items considered essential through lessons learned in the tsunami response and other recent large emergencies.  
	MTSP

	241:II:f
	Re-evaluate the relative performance of each of the regional hubs within a year. 
	With Year 1

	IT and Telecommunications

	241:III
	Ensure that there is equal emphasis on training to use equipment as on installation and maintenance of hardware.


	MTSP

	Stress management and counselling:

	241:IV:a
	Focus future efforts at stress relief through reinforcing HR systems for the recognition of good performance and transparent systems for promotion and career planning. 
	MTSP

	241:IV:b
	Continue Peer Support Training with a view to recognising those colleagues that are not recovering after a stressful event and providing support in referral to professional counselling.
	MTSP


INTERNAL SYSTEMS AND PROCESSES: HUMAN RESOURCES 

	Para/no.
	Recommendation
	Phase

	284:I
	EMOPS and DHR should analyse and reach a common understanding on norms for the use of surge capacity in the context of mainstreaming. This should include adopting a Standing Operating Procedure for management support from the Regional Office as a country moves into a high state of alert, aimed at supporting the preparation of a 90 day plan (see paragraph 101:I). Norms should clarify: i) that it is quite acceptable to draw on additional support in emergencies as not all offices will have sufficient technical capacity or emergency experience and ii) that redeployment should be used principally for immediate response as it is the fastest and for core operations functions and as part of HR planning. UNICEF staff redeployed to an emergency should not exceed a 3 month stay and if it appears that support in that post will be required for longer, COs should plan to recruit for the post, drawing on approved candidates from the global web roster. Standby arrangements would usually be used in technical sectors and in the first phase.
	MTSP

	284:II
	Mainstreaming is fundamental as the foundation of response but COs must be prepared to bolster capacity in areas where they are weak on technical skills/emergency experience.  COs must map strengths and weaknesses within the existing team in leadership, CCC technical capacities and operational functions on an annual basis. These plans should be shared with RO level and collated for countries across the region to match surge planning to probable requirements in the region.  (see also recommendation 190:III)
	MTSP

	284:III
	HR personnel at RO level should work together with REAs to invite applications from CO level staff to participate in a regional pool of staff for redeployment in emergencies. This should include: a) an even spread of staff across CCC sectors b) an even spread of all operations areas c) an even spread by the CO, taking into consideration the size of the office and d) national as well as international staff.  Staff should commit to redeployment for a period of up to 3 months and be on the register for a period of two years. As an incentive, staff should be clear that they will be prioritised for learning opportunities and will be recognised in the PER process. Managers and Country Representatives should also be recognised within the PER process for agreeing to staff participation in the regional pool. Consider piloting this process in one region in the first instance.
	Beginning Year 1


	284:IV
	Backfilling plans should be made by COs at the time of registering staff in the redeployment pool, including funding a backup post. Arrangements for funding the redeployed and backfilled posts should be agreed by all COs in the region, coordinated by the RO.
	MTSP

	284:V
	Complete the integration of humanitarian experience, knowledge and skills into competency profiles for all key posts including operations. The following aspects should be referenced in competency profiles and job descriptions as appropriate: i) the mainstreaming policy and the fact that all staff are responsible for humanitarian response and may be called upon to move at short notice to an emergency zone ii) responsibilities for participation in and updating of emergency preparedness planning iii) experience in emergencies is essential for senior posts iv) the CCCs as a framework for response v) responsibilities for humanitarian coordination by sector and vi) knowledge of humanitarian law.  For CMT posts, detailed criteria should be included for experience and proven capacity in emergencies. 
	Year 1

	284:VI
	Countries that receive surge staff should establish a fast mechanism for their performance evaluation. Formats already exist on the intranet for brief performance evaluations of SSAs and TFT staff. For UNICEF personnel this should be part of PER records with a view to promotion and for external personnel it should be part of assessment for inclusion on the web roster. 
	Year 1

	284:VII
	In lessons learned processes and after-action-reviews, include an analysis of what has been effective in HR. 
	MTSP

	284:VIII
	Although standby arrangements provide relatively few staff, they are usually of high calibre and efforts should be made to reinforce and further develop arrangements. Ideally the actual personnel nominated on standby should have access to UNICEF training before redeployment, including the focus on HRBAP, CCCs, UNICEF procedures, sector based coordination and standards to be used in response. 
	MTSP


INTERNAL SYSTEMS AND PROCESSES: LEARNING 
(to be considered in conjunction with Baastel Evaluation)
	Para/no.
	Recommendation
	Phase

	

	287:I
	Include the following areas in the forthcoming learning programmes at each level:
Basic learning programme  i) awareness raising of the CCCs ii) standards in use for humanitarian response ii) systems for admin/finance in emergencies
Programme Excellence Learning Programme for programme and operations sectors. i) a strong focus on PATH type training that deals with humanitarian dilemmas and human rights ii) Standards for humanitarian response iii) coordination – what it means in practice
 iv) advocacy techniques, especially for children affected by armed conflict v) working with NSEs. vi) mainstreaming issues of child protection vii) gender mainstreaming viii) operations in emergencies ix) partnership in emergencies
Leadership and Management Learning Programme. These courses are crucial to effective humanitarian response, given the importance of CO level leadership. They should include modelling good leadership and follow up coaching and mentoring for actual and potential leaders. In After-Action-Reviews, managers should reflect on whether leadership training had any impact on their capacity to lead in humanitarian response and feed this back to OLDS.
	MTSP

	287:II
	Increase sector based learning opportunities related to the the CCCs. 
	MTSP

	287:III
	Link the learning programme to surge capacity and the Regional redeployment pool by prioritising learning places for staff registered for redeployment. (see also recommendation 284:III)
	Year 1

	287:IV
	Consider outsourcing training programmes, especially to organisations that specialise in humanitarian training such as RedR that could develop bespoke training aimed at UNICEF, leaving REAs and other staff more time to focus on strategy. (see also Recommendations 161:I, 351:II, 365:II,)
	Year 1

	287:V
	Conduct brief after-action-reviews or lessons learned exercises after emergency response to document what was most/least effective in the spirit of learning for the future. This should include small emergencies that do not require surge capacity (See also 139:VII, 284:VII)
	MTSP

	287:VI
	Inform staff of the UN principles of 5% of staff time for learning and 2% of total staff costs so that they can relate this to their own learning planning using learning road maps.
	Year 1


INTERNAL SYSTEMS AND PROCESSES: SECURITY 

	Para/no.
	Recommendation
	Phase

	309:I
	There should be a thorough, across-the-board review of security management responsibilities to ensure that there is a robust and coherent accountability system which is supported by active supervision and monitoring at all levels through the system, with job descriptions being updated as necessary.
	Within Year 1

	309:II
	The consistency and reliability of UNICEF’s security management should be improved by:
· Continued investment in both hardware and training, particularly aiming to ensure that security awareness remains high and regulations are implemented.
· Continue to increase the rate of country office MOSS compliance to a target level in terms of percentage of offices agreed with UNDSS (probably about 90%)

· Reflection of the importance of security in the MTSP
· Strengthen both support and oversight functions by ensuring that all ROs have Regional Security Officers that can provide support and guidance to RDs and CRs

· Strengthen UNICEF’s management culture to ensure that performance standards are maintained. Management of up to Executive Board level should receive security reports that report on MOSS compliance and the trends in security incidents

· Review and where necessary clarify security management guidelines for COs in relation to national staff.
	Year 1 and continuing

	309:III
	UNICEF should continue to work vigorously within the UN system at both New York and country team level for more sophisticated and sensitive UN security management systems that can be more responsive to the access needs of agencies such as UNICEF while continuing to give the highest priority to the security of staff and assets. UNICEF should work with DFID on this issue through their respective channels and modalities. This work should include:
· The development of improved and more sensitive risk assessment tools systems.
· The development of agreed differentiated levels of agency security needs according to mandate and operational presence on the ground.
	Strategic 

	309:IV
	Within country and partnership contexts continue to support and strengthen UN/NGO collaboration and coherence on security issues by encouraging increased contact and understanding on security within UNCT/NGO forums and in bilateral operations relations with partner NGOs.
	Strategic


PROCESS MANAGEMENT: TECHNICAL CAPACITY 

CHILD PROTECTION AND ADVOCACY
	Para/no.
	Recommendation
	Phase

	

	351:I
	The Evaluation Team recognises the demand by child protection NGOs and UN agencies for UNICEF to provide excellence in coordination in child protection at all levels. As observed in Recommendation 210:IV, coordination should be resourced as a specific function with a dedicated budget and staff should be highly qualified to ensure credibility with other agencies. UNICEF should review staffing and funding requirements for effective and reliable coordination in child protection. (See also Recommendations 73:V; 210:I; 210:VI; 241:II:d; 284:V; 287:I and 385:VI.)
	From Year 1

	351:II
	Training and learning in child protection (international legal frameworks, policies, good practice models) is essential to ensure staff have the confidence for strong advocacy. The Evaluation Team welcomes the upcoming plans to roll out modular training and recommends that it is backed with follow up, mentoring and coaching from senior Protection Programme Officers and Regional Protection Advisers. UNICEF could consider outsourcing the roll out of training to a specialist training agency held on retainer for this purpose. 
	From Year 1

	351:III
	In close collaboration with key child protection INGOs and the UNICEF internal working group, UNICEF should finalise and roll out systems for monitoring and reporting of child rights violations as quickly as possible, drawing on the vast amount of preparatory work already in existence. This should include an assessment of staffing and funding requirements for roll out to review capacity to fulfil the mandate. The Inter Divisional Working Group on Monitoring and Reporting should drive this process. 
	Year 1

	351:IV
	Regional Advisers in Child Protection should reinforce their role in oversight/quality control (see para xx) especially in relation to: i) dissemination of key policies/guidelines as a matter of course during visits to COs i.e. leading discussions of policies/guidelines in relation to the local context ii) supporting countries to conduct an assessment against the factors that promote/detract from effective advocacy and in developing an action plan to support more effective advocacy in the future. This should be done in conjunction with Communication Officers and drawing on the Advocacy Toolkit iii) developing coordination skills at CO level and promoting strong partnerships for child protection, including advocacy iv) analysing what has worked/not worked in various countries in developing Child Protection Networks and sharing these lessons with COs, especially those that will be rolling out the monitoring and reporting system. 
	Within Year 1 and ongoing

	351:V
	The Evaluation Team endorses UNICEF’s efforts to augment the Head Office team to address the policy gaps listed in paragraph xx (to include child protection in natural disasters). 
	MTSP


INTERNAL SYSTEMS AND PROCESSES: GENDER INTEGRATION
	Para/no.
	Recommendation
	Phase

	

	365:I
	UNICEF needs to invest much more in gender integration to make it happen consistently. It should strengthen the gender mainstreaming unit, with at least one staff member dedicated to humanitarian work. It should have much greater gender expertise at RO level – ideally as a dedicated gender adviser – that can support and monitor gender integration at CO level. 
	Year 1

	365:II
	UNICEF could also make greater use of the expertise of other UN agencies such as UNIFEM, UNFPA and UNHCR, in terms of training in gender awareness and gender analysis at Country Office level, to better inform UNICEF’s own programming.
	MTSP

	365:III
	Some of UNICEF’s emergency policy documents should be revisited for their encouragement of gender integration. For example, the focus in the CCCs could be expanded from a focus on targeting children and women to greater assessment and awareness of underlying gender inequalities. 
	Year 1

	365:IV
	UNICEF has played a leading role in finding ways of combating sexual exploitation and abuse and raising awareness of SGBV, within the international humanitarian sector, within the UN, and at country level. The next step is to deepen the analysis of SGBV and relate it more to gender inequalities and structural issues within society, and to connect it more to UNICEF’s long-term development work so it is not just seen as an emergency issue. 
	MTSP


INTER-ORGANISATIONAL LINKAGES: DFID-UNICEF PARTNERSHIP
	Para/no.
	Recommendation
	Phase

	

	385:I
	Given i) the scale and importance of UNICEF’s role in humanitarian response and in the UN Reform process and ii) the fact that UNICEF has made improvements but to shift an organisation the size of UNICEF takes considerable time, the evaluation recommends that DFID continues to support and enhance UNICEF’s capacity building efforts in the medium term.
	Beginning

Year 1 

	385:II
	If a future humanitarian response capacity building programme is to be incorporated within a new ISP, money earmarked for this area should be ring-fenced, by classifying it as thematic funding rather than regular resource funding.
	Year 1 and continuing

	385:III
	DFID should consult with UNICEF about any possible changes in the way that it channels its support to UNICEF. 
	Year 1 and continuing

	385:IV
	Accountability within the Programme should be strengthened by reporting against strategic objectives, as described in paragraph xx. 
	Year 1 


	385:V
	Linked to point II), consideration should be given to upgrading the Programme focal point within EMOPS to work proactively on monitoring, evaluation and learning work within the partnership (paragraph xx).
	Year 1

	385:VI
	There should be concerted effort by DFID and UNICEF to bring other donors into the next capacity building initiative. Given the relative lack of success thus far (except for ECHO) this might need to be done as a collective UN agency initiative and within the GHD framework (possibly including ICRC and IFRC). DFID and the multilateral humanitarian agencies with which it has partnerships might benefit from joint discussion with other donors on lessons learned from humanitarian capacity building funding.  This should include a discussion of funding for the coordination function, given its demonstrated importance in other sections of this report. 
	MTSP

	385:VII
	DFID should continue to draw on UNICEF’s humanitarian expertise and experience when formulating relevant policy and when developing its Country Assistance Programme documents. 
	Continual

	385:IX
	Both UNICEF and DFID should explore opportunities through the CB Programme to collaborate on humanitarian advocacy initiatives at international and country level. Advocacy initiatives should take into account UNICEF’s need to preserve its humanitarian independence and impartiality, yet recognising the potential influence of donor governments in many country contexts where humanitarian principles or access are not being respected by the host government. 
	Strategic


FUTURES OF CAPACITY BUILDING 
This section should be reviewed in relation to the priority issues identified in paragraph 389 for debate between UNICEF and DFID on possible content of future support.  A summary of paragraph 389 is also included in the Executive Summary. What follows relates specifically to the strategic management of future capacity building, as opposed to the content. 
	UNICEF’S strategic management of capacity building for humanitarian preparedness and response

	Para/no.
	Recommendation
	Phase

	41: I
	UNICEF should revive the Inter Divisional Standing Committee on Children in Unstable Situations to track and strategically manage capacity building across the organisation. Ideally the Committee comprising Divisional Directors should meet periodically and at least once a year together with invited Regional Directors. EMOPS should play a secretarial role to the Committee, providing information for decision-making. If the IDSC option is not feasible, strategic direction should be managed through the Global Management Team. 
	Medium Term


	41: II
	EMOPS should track UNICEF’s organisation-wide capacity in humanitarian response based on:

· The demand for humanitarian response: frequency of emergencies, type of emergency, size of population affected, child development indicators. 

· Capacity of the CO and ROs in relation to the organisational tool (to be developed), including an analysis of capacity across the CCC sectors

Capacity of governments and NGOs to provide effective humanitarian response
	Year 1

	41: III
	UNICEF should define budget codes for humanitarian capacity building that will allow tracking across programme objectives and regions and will distinguish contributions from donors/UNICEF’s own funds. 41: III
	Year 1

	41: IV
	Upgrade the post of Capacity Building Programme Manager to provide analysis and information for decision making to EMOPS. 
	Year 1

	41: V
	Any future goals in humanitarian preparedness and response should be separated from those related to child protection.  Goals related to children in armed conflict should be managed by the Child Protection Section in the Programme Division.
	Year 1
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Glossary of Acronyms

ALNAP
Active Learning Network for Accountability and Performance

AWP

Annual Work Plan

CAAC

Children Affected by Armed Conflict

CAP

Consolidated Appeals Process

CAPs

Country Assistance Plans

CB

Capacity Building

CBO

Community Based Organisation
CCA

Common Country Assessment

CCC

Core Commitments for Children



CEDAW
Convention on the Elimination of All Forms of Discrimination against Women

CEE/CIS
Central and Eastern Europe / Commonwealth of Independent States and Baltic 


States Region

CERF

Central Emergency Revolving Fund

CHAD

Conflict and Humanitarian Affairs Department

CHAP

Common Humanitarian Action Plan

CMT

Country Management Team

CO

Country Office

CP

Child Protection

CPMP

Country Programme Management Plan

CPN

Child Protection Networks

CRC

Convention on the Rights of the Child

DDRR

Disarmament, Demobilisation, Rehabilitation and Re-intergration

DFAM

Division of Financial and Administrative Management

DFID

Department for International Development

DHA

United Nations Department of Humanitarian Affairs
DPKO

Department of Peacekeeping Operations

DRC

Democratic Republic of Congo

EAPRO
East Asia and Pacific Regional Office

ECHA

Executive Committee on Humanitarian Affairs

ECHO

The European Community Humanitarian Aid Department
EFP

Emergency Focal Point

EMOPS
The Office of Emergency Programmes

EPF

Emergency Programme Fund

EPRP

Emergency Preparedness and Response Plan

EPRT

Emergency Preparedness and Response Training

ERT

Emergency Response Team

ESARO
Eastern and Southern Africa Regional Office

FEWS

Famine Early Warning Systems

FSCO

Field Security Coordinator Officer

GHD

Good Humanitarian Donorship
GNP

Gross National Product

HC

Humanitarian Coordinator

HEWS

Humanitarian Early Warning Service

HIC

Humanitarian Information Centres

HQ

Head Quarters

HR

Human Resources

HRBAP
Human Rights Based Approach to Programming

IASC

Inter-Agency Standing Committee

IDP

Internally Displaced Persons

IDSC

Inter-Divisional Standing Committee on Children in Unstable Situations

IECD

Integrated Approach to Early Childhood Development

IMEP

Integrated Monitoring and Evaluation Plan

INGO

International Non-Governmental Organization

ISP

Institutional Strategic Partnership

IT

Information Technology
ITD

Information Technology Division
JD

Job Description

KAP

Knowledge, Attitudes and Practices

M&E

Monitoring and Evaluation

MDG

Millennium Development Goals

MEFF

Multi-Lateral Effectiveness Tool

MENARO
Middle East and North Africa Regional Office

MICS

Multiple Indicator Cluster Surveys

MOSS

Minimum Operating Security Standards

MTSP

Medium Term Strategic Plan

NGO

Non-Governmental Organization

NSE

Non-State Entities

OCHA

United Nations Office for the Coordination of Humanitarian Affairs

OLDS

Organisational Learning and Development Section

OPSCEN
Operations Centre

OR

Other Resources

OSRSG-CAAC
Office of the Special Representative of the Secretary-General for



Children and Armed Conflict

P2D

Personal and Professional Development

PATH

A Principled Approach to Humanitarian Action Training Programme
PER

Performance Evaluation Report

PPPM

Programme Policy and Procedure Manual

PROMS
Programme Manager System

PSA

Public Service Agreement

RA

Regional Advisor

REA

Regional Emergency Adviser

RO

Regional Office

ROSA

Regional Office South Asia

RR

Regular Resources

RTE

Real-Time Evaluation

SC

Save the Children

SGBV

Sexual and Gender Based Violence

SIDA

Swedish International Development Cooperation Agency

SPHERE
Humanitarian Charter and Minimum Standards in Disaster Response

SPO

Senior Programme Officer

SSA

Special Service Agreement

SWG

Standard Working Group

TACRO
The American and Caribbean Regional Office

TFT

Temporary Fixed Term

TOT

Training of Trainers

UN

United Nations

UNCT

United Nations Country Team

UNDAF
United Nations Development Assistance Framework

UNDG

United Nations Development Group

UNDSS
United Nations Department of Safety and Security

UNHCR
United Nations High Commissioner for Refugees

UNICEF
United Nations Children’s Fund

UNSECOORD
United Nations Security Coordinator

UNSG

United Nations Secretary-General

UNSRSG-CAAC
United Nations Special Representative of the Secretary-General for 


Children and Armed Conflict

UNV

United Nations Volunteers

VCA

Vulnerability Capacity Analysis

VSAT

Very Small Aperture Terminal

WCARO
West and Central Africa Regional Office

WES

Water and Environmental Sanitation

WFP

World Food Programme
WHO

World Health Organization















Organizational motivation


Mission: strategic leadership, profiling of humanitarian action within UNICEF 


Culture: organizational norms, acceptance of mainstreaming


Incentives/rewards: career prospects of emergency posts, attitudes and perceptions on working in emergencies








Relevance


Effectiveness


Efficiency Impact/coverage


Coordination


Sustainability











Resources, systems, processes


Structure: organizational structure, decentralisation, roles of region/CO, accountability 


Human resources: right staff, right time


Finance/Administration 


Infrastructure


Process management: communication, org. learning, mainstreaming, knowledge base, security


Inter-organizational linkages:  networking








Environment


Humanitarian trends: types of emergency, geography of emergencies, impact on children 


Political context: fragile and transitional states and impact on children


Administrative: UN reform and UNICEF’s role 


Economic: funding trends


Stakeholders: UN Agencies, Govts, NSEs, NGOs partners











� Humanitarian preparedness and response is understood to include advocacy response.


� Children Affected by Armed Conflict


� Madagascar, Kenya, Tanzania June 2000; E Timor, Indonesia and Bangkok, February 2001; Guinea-Conakry November 2002 and Nepal June 2004.


� Haiti, Colombia, Laos, Pacific Islands, Sudan, Occupied Palestinian Territories, Central African Republic, Cote d’Ivoire, Democratic Republic of Congo, Burundi, Uganda, Nepal, Afghanistan, Turkey and Kyrgyzstan.


� All but two are now included in the UNICEF Support Budget.


� See UN Framework Convention on Climate Change


� Much of this section is based on UNICEF (2004) Assessment of UNICEF’s Contribution to UN Reform and its Impact on UNICEF in the Humanitarian Sector, UNICEF, New York





� Children’s engagement in peace consolidation and peacebuilding is endorsed in Security Council Resolution 1314 of August 2000, The Secretary-General’s call in his report on children and armed conflict (A/5/163-S/2000/712). Women’s engagement in peace-building was strongly endorsed through the Security Council 1325 on women, peace and security. 


� Contingency and preparedness planning, MOSS compliance, rapid assessment, preparing supply plans within 24 hours, preparing a human resource plan, identifying financial requirements, preparing an appeal document and plan of action, communications, monitoring actions and identifying learning needs.


� Providing a ‘back-up’ trigger, setting a human resource deployment plan within 24 hours and RO staff available within 48 hours, IT and telecommunications assistance, preparing regional stockpiles for rapid deployment, approving the appeal and funding requests, providing stress management and supporting learning needs.


� Identifying options for financial resources, identifying staff from other locations or standby arrangements, designating a crisis manager at HQ, preparing global supply standby arrangements or stockpiles, providing IT and Telecommunications standards and technical framework, liaising with other UN agencies, provide security tracking, providing programme guidance and support, initiating contact with the international media and donors, providing policy support.


� The breakdown of countries by regional office is: CEE/CIS, 20 countries; East Asia and the Pacific, 27 countries; East and Southern Africa, 22 countries; Latin America and the Caribbean, 34 countries; Mid East and North Africa, 20 countries; South Asia (including the sub continent of India), 8 countries; West and Central Africa, 25 countries. ROSA covers only 8 countries due to the total size of population within those countries.


� All country office information from agency websites. 





� Health, nutrition, education, separated children, IDPs, landmine awareness, gender, early childhood development, adolescents, sexual violence, child soldiers, children in detention, psychosocial needs, impact of sanctions, water, sanitation, shelter


� Some of these outputs were not part of the Programme of Cooperation funding


� ‘Concerns and Preferences of Tsunami Affected IDPs in Ampara, Galle and Jaffna Districts’


� EMOPS Board Paper 1996


� UNICEF Monitoring and Evaluation Training Modules. Includes M&E in Crisis and Unstable Contexts (work in progress)


� El Salvador, Azerbaijan, Burundi, Haiti, Honduras, India, Kenya, Malawi, Panama, Vietnam, as well as Iraq and surrounding countries.


� UNICEF has recently created 4 Regional Adviser posts in WES: WCARO, ESARO, ROSA and EAPRO. These posts are currently donor funded. 


� The Sphere Project: Humanitarian Charter and Minimum Standards in Disaster Response 


� The field based system that brings programmes together with financial inputs 


� 3 from ROSA, 1 from New York, and one from Nepal.


� Staffing of UNICEF Offices in Duty Stations under Complex Emergencies, Administrative Instructions: CF/AI/1993-007 of July 1, 1993. Emergency Response – Loans of Staff, Administrative Instructions CF/AI/2001-004 of 2 February 2001. 


� A module on coordination in emergencies will be designed in August 2005 


� July 1998, Rome Statute for the International Criminal Court; June 1999 the International Labour Organization, prohibited the recruitment of children under 18 years as part of the Worst Forms of Child Labour Convention and in May 2000 the UN adopted the Optional Protocol to the Convention on the Rights of the Child that established 18 years as the minimum age for participation in armed conflict.  


� SCR, 1261 (1999), 1314 (2000), 1379 (2001) and 1460 (2003) all related to aspects of child protection in armed conflict.


� i) mainstreaming CAAC in UN institutions ii) monitoring/reporting compliance iii) developing civil society networks to support monitoring and reporting and iv) advocacy and dissemination of the norms on CAAC.


� 6 egregious violations have been defined: 


� The Social Science Research Council is a US organisation and could not be funded by ECHO.


� Watchlist is Watchlist is a network of local, regional and international non-governmental organizations working to protect the security and rights of children in armed conflicts. UNICEF supports Watchlist although as a UN agency it is not on the Steering Committee. The Watchlist monitors the impact of armed conflict on children, compiles reports about children, including adolescents, and influences programs and policies to improve their lives. In October 2004, Watchlist drew up an Action Plan for monitoring, reporting and response of children’s rights violations. 


� See Landgren, 2005.


� Possibly including the ICRC and IFRC.


� A module on coordination in emergencies will be designed in August 2005 
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