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Executive Summary

A joint-monitoring mission was carried out in West / Central Africa, from 13 to 20 June, 2010. It included a country visit to Liberia as well as a visit to the regional office in Dakar for a comprehensive coverage of regional programmes (see ToR for more details).

The purpose of this visit was to gain an understanding of how DFID support has been contributing to building stronger capacity in disaster management (DM), with a particular focus on disaster risk reduction (DRR) and food security (FS).

This report aims at complementing progress reported in the Annual Summary Review 2009 and at helping to inform on forward planning.

The mission has overall been positive. The Liberia RC is a strong national society that is steadily building its institutional capacity, demonstrating to be a reliable partner to the IFRC, ICRC, DFID and other PNSs that are currently supporting its programmes in DM, Health, OD, and other areas. In DM, the LNRCS plays a very active role as auxiliary to its government, acting at times as a substitute because of the still weak national infrastructure that is supposed to deal with disaster preparedness and response. This situation creates numerous challenges to the NS but also offers opportunities in terms of visibility and strategic positioning vis-à-vis different stakeholders (government, UN, beneficiaries). Nationally, the LNRCS is a well-known and respected civil society institution that clearly contributes to the development of its own country. This situation was commended but also challenged by the team in terms of sustainability and donor-dependency.

Among the successes that this report highlights, it is worth mentioning the results achieved by the LNRCS through DFID support in community-based health programmes, specifically in terms of TB and malaria prevention measures, hygiene promotion and HIV and AIDS sensitization campaigns conducted by their volunteers. An external evaluation currently headed by the British RC, with technical support from the Federation Abuja office and PMER following five years of operation will inform management on next steps for 2010 and onward. 

In disaster response, the LNRCS is at present the only national body that can deliver assistance. As explained in the report, the government does not dispose of its own response system yet and relies almost entirely on the LNRCS when it comes to responding to emergencies. For instance, when floods struck Monrovia and Zwedru in September 2009, it is the NS that responded effectively to victims’ needs, providing them with household items.

It is in food security that impact of recent investment was particularly visible. RC/RC Movement partners, including the International Federation, have been supporting through the LNRCS, rural farming communities with material and technical support to help them increase the quality and quantity of their produce, with a view to becoming self-sufficient while generating income in the short term. For instance, five counties have received farming tools and seed rice for the 2009 farming season as part of the DFID-funded programme[footnoteRef:1]. This project has increased food production and farmers have a reserve of seed rice that can be used during the next farming season. As part of the community preparedness integrated-strategy, training in DRR and community-based first aid was also conducted for 80 volunteers in the same five counties. In addition, ICRC supported the rehabilitation or chlorination of a number of wells and trained communities to maintain the facilities, providing them with sustainable access to clean water. [1:  LNRCS has received an average of GBP 110,000 per year from the DFID IS3 in support of its food security projects] 


The visit to the Dakar office that followed the country mission aimed at briefing the team on regional programmes as well as explaining the role of IFRC in the regional context. The visit allowed an overview of ongoing programmes and recent initiatives carried out particularly by the DM and Health team in terms of DRR, FS, EW/EA, CBHP as well as OD. Very good progress was reported with some interesting innovative approaches developed in the areas of early warning / meteorological data analysis for early action, piloting of flood-resistant houses built with the technical support from CRATERRE and University of Grenoble (Ivory Coast and then replicated in Burkina Faso). Also clear was the integrated approach adopted for community-based programmes through food security initiatives often used as a “window” to promote health risk reduction through hygiene promotion activities, addressing malaria, mother & child health, vaccination mobilisation, etc..

Among some of the achievements, the office supported the development of a 5-year DRR plan focusing on 5 NSs. Now these NSs are moving towards specific project proposals and implementation. VCA was used as a tool with volunteers for DRR projects (ex. Mali and Cameroon) and WPNS is seen as the main tool to measure impact at national level and continues to be promoted by the office for self-assessment and planning. The Sahel and Dakar regional office have received an average of GBP 450,000 per year to support activities within the DFID IS3 framework, focusing on DM but also on its enabling strategies (health, water and sanitation, OD, HR) as further illustrated in this report.

The regional office has also played an important coordination role, especially in cooperation with the OCHA office, in moving forward a number of agenda items related to risk reduction, climate change adaptation, and better preparedness to respond to natural disasters while also addressing political and social tensions which together contribute to higher level of fragility in this region.

The Federation was able to demonstrate good achievements but has also raised a number of expectations not only with the NSs of this region but also with external actors by becoming a driving player in many advocacy areas. The level of support and engagement thanks to available resources has been significant in the past three to four years. While again this is to be commended, some real concerns were expressed with regard to current alignment (not only at global but also at regional level) and resource right-sizing the organisation is carrying out. The fact that the Federation does not have a country presence in Liberia whereby ICRC plays still a key role in supporting the NS in areas that would traditionally be Federation-supported, or the decreasing level of resources in Dakar for DM or PMER were questioned. Partners clearly stated that there is a reputational risk to consider for the organisation if it does not deliver on commitments because resources are being cut or re-arranged. While the organisation works out the best model of support to its NSs, particularly for Africa, it should still ensure that its plans for 2010 are implemented with the appropriate level of resources. 
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1. Introduction
This review is a contribution to the performance management process established by the Federation in order to monitor the IFRC-DFID IS3 funding grant. Its purpose was threefold:
 
· To review IFRC secretariat, zonal and national society field performance for 2009-10 under the DFID IS framework: reporting on achieved results, documenting any challenges and constraints encountered which may have hindered programme delivery, as well as any emerging opportunities which should be taken into account during the final year of IS3 support.
· To identify any programmatic and/or institutional gaps and make relevant recommendations, including for example nature of support and thematic areas that would form the basis for a new strategic partnership between DFID and IFRC[footnoteRef:2]. [2:  This is one process during the course of 2010 which contributes to making recommendations for future support. As mentioned in the Background, other processes such as the internal IFRC survey, DFID policy study and the final evaluation of the IS3 would contribute to the same purpose.] 

· To provide an analysis of how disaster and disaster-related policies are used as guidance for the planning and implementation of emergency operations led by the Secretariat and National Societies and to provide recommendations for improvement, where appropriate. 

The mission was carried out in West / Central Africa, from 13 to 20 June. It included a country visit to Liberia as well as a visit to the regional office in Dakar for a better understanding and coverage of regional programmes (see ToR for more details).

This report aims at complementing progress reported in the Annual Summary Review 2009 and at helping to inform on forward planning.


2. Findings and recommendations

Findings are the result of discussions with programme managers from the Liberia National Red Cross Society (LNRCS), Federation regional offices (Dakar and Abuja), ICRC Liberia Delegation and external stakeholders from the UN system and government officials. Beneficiaries’ interviews contributed to collect a certain level of firsthand information. To complement the information gathered during the visit, this report builds on previous reports and evaluations which were part of the desk review (see list of consulted documents annexed to the ToR). Additional sources used are referenced throughout the report.

I. Disaster Preparedness and Disaster Risk Reduction
Assess capacity to reduce risks and impact of disasters on vulnerable communities through preparedness & mitigation, as well as expanded advocacy and linkages between policy and practice

National level:
Liberia continues to rely on international support in overcoming its economic problems, tackling the legacy of its violent past and reforming its institutions. With still over two-thirds of the population living below the poverty line, recovery remains slow. Much of the country still has very limited access to health facilities, potable water and electricity, and the road network is almost non-existent (a total of 240km paved road). In preparation for the 2011 presidential and legislative elections, the UN Security Council has decided to maintain the UN Mission in Liberia (UNMIL) to provide security in the country until the elections have been held. In the absence of any palpable improvement in the living conditions of ordinary Liberians, the country remains a fragile State with potential for unrest[footnoteRef:3]. [3:  ICRC Annual Report – Liberia, 2009] 


With the backing of the International Federation, other National Societies working internationally (PNS) and the ICRC, the Liberian Red Cross continues to gain experience in fulfilling its peacetime objectives while retaining an emergency response capacity. In line with its five-year strategy, it focuses on developing policies and systems to support it in planning and implementing programmes.

The National Society receives financial, technical, material and logistical support to build its capacity to take the lead in responding to emergencies. Services include first aid, restoring family links and helping communities prepare for outbreaks of violence, disease or natural disasters.

· Policy and planning

The LNRCS has developed a 5-year strategic plan (08-12) which prioritizes interventions in volunteer resource management, resource mobilisation, decentralisation, DM, gender and diversity and communication. With regard to DM the focus goes to strengthening the capacity of all 15 chapters to efficiently and effectively prepare and respond to disasters. 

The NS worked in 2009[footnoteRef:4] on the Cooperation Agreement Strategy (CAS) document, which intends to harmonize the roles of PNSs, ICRC and the Federation in their support to the LNRCS. The CAS brings into perspective cooperation and coordination mechanisms between the NS and its movement partners, providing a framework and a mechanism through which resources for programme implementation can be organised towards common goals. It serves as a tool to unify partners’ commitments to support the LNRCS in carrying out its strategy plan until 2012. Despite these efforts, there appears to be a need to develop more specific work-plans for 2010-12 to prevent parallel activities, not part of the initial plan, from being introduced thus disrupting the agreed framework. It is recommended that the Federation supports this process and helps the LNRCS to develop more detailed work-plans, identifying resources that would clearly match the overall goal and objectives of the strategic plan. [4:  Liberian Red Cross Annual Report 2009] 


The LNRCS carried out VCA in 2002 and 2006, when 936 communities were reached. The process led to the identification of vulnerabilities and priorities in risk reduction measures and EW mechanisms. Sea erosion and flooding were identified as main hazards for this country with clear linkages to food security. Other hazards include road safety in developing urban areas, population movement and internal disturbances due to elections as well as to instability of its bordering countries. A new round of VCA is planned in 2010 to cover a third of the country. The use of Well-Prepared National Society (WPNS) surveys[footnoteRef:5] (last self-assessment was conducted in 2008) should continue in order to allow the LNRCS to assess its own capacity to address the vulnerabilities identified through the VCA process. It is recommended that the Federation continues to promote the use of the VCA and WPNS tools and provides appropriate technical assistance as needed. [5:  The Federation plays a critical role in ensuring that the WPNS tool is well understood and transparently applied. At global level efforts have gone into adapting the tool to capture new areas of intervention, at regional level the Federation provides tailor-made technical support and encourages the NS to use the tool in a participatory manner involving both their branches and sometimes communities themselves.] 


The LNRCS has developed contingency plans to address specific disaster scenarios, such as in the case of population movement and flooding. The process of contingency planning is a very useful one; however the actual plans are not always operational tools. Though mentioned in the plans, no SoPs seem to be in place to activate the plans when needed, hence the need to develop them, and more drills would be necessary to test their relevance. 

Federation policies are known to the NS which has however difficulties in accessing them when required due to connectivity problems. Several of them have been used more as reference material by the LNRCS for producing its own policies, which are then shared with the Secretariat in Geneva and / or Zone office for feedback before adoption. The Code of Conduct was for instance adapted for use by their volunteers. 

A Disaster National Policy has now been drafted thanks to support from UNDP and the LNRCS. This is an important step even though the document sets only on paper what should be the role of the government in disaster preparedness and response and the kind of infrastructure it would require. The policy recognises the LNRCS as a key partner for development, implementation of relief and outreach to the communities. 

Although a Disaster Commission has been created by the MoIA (co-chaired with the MoH), the government lacks resources to establish a decentralised structure supported by county representatives who would be properly skilled and equipped to address disasters and national emergencies. An action plan for DRR also exists (linked to the DM national policy), but it lacks resources to be implemented. Worth mentioning here is that this process has also led the LNRCS to develop its own national DM policy in line with the one for the nation. 

It is recommended that as this process develops and attracts resources, the LNRCS continues to play a key auxiliary role in supporting its own government and is included under the relevant budget architecture. The Federation could play an advocacy role in helping the NS to clarify this role further both with government officials and other players such as UNDP. 

· Programming
In health, focus is on community-based health programs[footnoteRef:6]. For instance:  [6:  In 2009 CBHP in Liberia received GBP 153.9k from DFID through British RC / See also Liberian Red Cross Annual Report 2009 ] 


· in 225 communities, the LNRCS conduced HIV and AIDS sensitization campaigns for 13,703 young people in order to reduce stigma against people living with the disease, and to increase awareness about modes of transmitting and preventing HIV and AIDS;
· As a result of the provision of water and latrine facilities and health and hygiene promotion activities there is a reduction in the number of people defecating in the open while cases of diarrhoea have reduced as a result of community training on how to maintain potable water and sanitation facilities. The LRCS constructed 14 hand pumps and eight latrines in Bomi, Bong, CapeMount, Gbarpolu, Montserrado, Nimba, Rivercess and Sinoe Counties.
· The LRCS has erected 29 billboards with health messages in Bomi, Bong, Cape Mount, Nimbaand Sinoe Counties. To increase dissemination of health messages in the counties named above, hygiene education training was conducted for 1,794 volunteers.
· Through the malaria project, community members who were using mosquito nets for other purposes are now hanging and keeping up their mosquito nets over their sleeping places. About10,000 mosquito nets were distributed to 94 communities in the two project locations (Bomi and Gbarpolu counties).
· As a result of awareness created by the TB project, community residents affected by the disease are now showing up for DOTS support. Some 91 cases of TB were successfully referred to recognized health facilities while 245 others are still being supported with DOTS.

A review of CBHP is currently ongoing to specifically look at how holistic is the approach taken by the NS in addressing health issues and needs. Unfortunately the often restricted and earmarked funding provided by partners is detrimental to supporting an integrated approach to CBHP (fragmentation of projects, funding cycles different from programme cycles). See recommendations made under “policy and planning”.

The MoH recognises the role of the LNRCS in relation to epidemics such as cholera outbreaks or Lassa & yellow fever, measles and even polio. The LNRCS is essential when it comes to social mobilisation for vaccination campaigns, hygiene and good health practice promotion and its role is reflected in county plans developed by the MoH to address needs before and during outbreaks. In First Aid the MoH has no clear plans in place, which provides a window to the LNRCS to position itself both at community level as well as nationally with corporate and institutional sectors. Currently the LNRCS has five chapters trained to conduct first aid courses locally and independently from the headquarters. This process of decentralisation of first aid capacity is expanding and is also reflected in the LNRCS resource mobilisation strategy which looks at first aid for the commercial sector. 

In disaster response, the LNRCS is at present the only national body that can deliver assistance. As already explained above, the government does not dispose of its own response system yet and relies almost entirely on the LNRCS when it comes to responding to emergencies. For instance, when floods struck Monrovia and Zwedru in September 2009, it is the NS that responded effectively to victims’ needs, providing them with household items. 

To support its response capacity, the LNRCS has established DM Centres to be used in different scenarios. Out of three planned, two are already available, one of which is based in Harper, Maryland County and will serve as a coordination point for 5 counties (chapters) in the southeast of the country. It is recommended to assess how these assets can be fully utilised (currently empty / no relief items available) also to the benefit of other humanitarian players.

If the LNRCS appears to be well prepared and equipped to respond to domestic small to medium scale emergencies, it might not have the appropriate level of preparedness to respond to larger scale disasters nor the capacity to receive international assistance both from within and outside Movement partners. Technical assistance and knowledge transfer is needed in areas such as logistics, shelter (recurrent fires and floods affect people’s houses), international disaster response tools, and cluster coordination.

Regional level:
Risks in this region are interrelated. Floods, drought and epidemics have clear linkages to food security and other health related diseases which in some cases go beyond being chronic needs and turn into emergencies (such as in Niger right now). In this context, the International Federation regional office has increasingly shift its programmatic focus from traditional disaster preparedness activities to disaster risk reduction across the DM cycle with a strong emphasis on documenting knowledge for further sharing across partners and stakeholders. 

In DRR / CCA a 5-year DRR plan focusing on 5 NSs has been developed. Now these NSs are moving towards specific project proposals and implementation. VCA was used as a tool with volunteers for DRR projects (ex. Mali and Cameroon) and WPNS is seen as the main tool to measure impact at national level and continues to be promoted by the office for self-assessment. The Sahel and Dakar regional office have received an average of GBP 450,000 per year to support activities within the DFID IS3 framework, focusing on DM but also on its enabling strategies (health, water and sanitation, OD, HR) as further illustrated in this report.

In health, an integrated approach is promoted particularly when it comes to Mother & Child health. An integrated package is used to address malaria, nutrition, vaccination, water-sanitation, hygiene promotion. For example when pregnant women refer to health centres, they are sensitised in all of these health areas at the same time. Visible impact can be reported especially when it comes to reduced cholera outbreaks or water-borne diseases after flooding. 

Close and positive cooperation with the WASH cluster and UNICEF was reported on cholera prevention and hygiene promotion in particular. RDRT training now focuses also on water & sanitation, health, shelter and logistics, contributing to enhancing RDRT sectoral and technical skills. At country level joint-training with Oxfam and UNICEF is often carried out.

In disaster response, the regional logistics set-up aims at targeting 300 families within 24-48 hours. This prompted the implementation of a stock pre-positioning strategy at national level. A preliminary assessment of storage capacity was conducted and items are replenished through DREF and/or other mechanisms when these are used in response to emergencies. These items are shared with ICRC and in fact some of these warehouses have stocks from both partners. Country capacity can be increased with additional relief items pre-positioned in Dakar and Cotonou to reach out to 5,000 and 3,000 families respectively. When required the IFRC logistics hub in Canary Island can be called upon and/or Dubai RLU. It might be appropriate, if not done already to ensure that this regional strategy is in line with the global logistics strategy, especially with procedures on local procurement.

In OD good progress was achieved in Mali, Mauritania and Gambia, where the focus was on leadership, governance and building of technical staff. This approach attracted partners and increased the programming base of these NSs. The next step is to help them to develop a business plan to reach some level of self-sufficiency (as in the case of the LNRCS). 

Similarly to what identified at national level, regional plans are not always matched by flexible and predictable donor support (different time-frames, earmarking, limitations on use of funds for staff costs, etc.). This confirms a global trend whereby many of the Red Cross Red Crescent’s activities to increase community safety and resilience are occurring through project-driven approaches which limit impacts on National Societies and on communities in the end. On the donor side, only limited resources are being made available in a predictable and multi-year manner. In many cases funding is available only for certain activities and these may not align fully with actual community priorities, or may not easily link with other community-based programmes. This is also why a lot of good practices are often only good pilots without the possibility to scale up from projects to more durable programmes. 
Owing to this array of implementation and funding modalities, the information needed to properly measure community impact and outcomes is often challenging to compile. Efforts to develop more consistent International Federation-wide approaches to increase community safety and resilience are also limited by a lack of coordinated reporting and performance measurement. 

The International Federation has been exploring the possibility of creating a Community Safety and Resilience Trust Fund (CSRTF) which aims will be to promote and support vulnerability reduction and resilience building. From a better programming and donor perspective, the CSRTF will guarantee longer-term funding to support integrated multi-sector programmes, improve efficient and effective delivery to vulnerable communities, and enhance International Federation and donor coordination and reporting[footnoteRef:7]. This initiative should be pursued in the next future. [7:  From the Trust Fund – Draft Concept Note] 


II. Early Warning / Early Action and Information management
Assess level of coordination, information / knowledge management and analysis in support of disaster response

National level:
On EW and information management, the LNRCS rely mainly on support from Abuja and Dakar in terms of analysis and interpretation of meteorological data, as well as for access and use of DMIS (Disaster Management Information System). Because of bad connectivity, access to web-based platforms is still problematic. The Federation should therefore play a proactive role with the NS in advocating for action when risks or imminent crisis are identified.

Regional level:
Owing to a partnership with meteorological institutions, including ACMAD (African Centre of Meteorological Application for Development), the International Federation has access to seasonal forecasts, which allows it to anticipate floods and mitigate their impact. The response to climate change and its impact on the lives of communities were largely discussed in late May at a partnership meeting held in Praia and attended by several regional stakeholders. This year floods were expected in late May, and the weather forecasts shared at the meeting were used to further refine the national preparedness plans for floods. As for the International Federation, in the framework of its “Early warning, early action” approach, it has pre-positioned relief supplies in the countries who are likely to be affected to offer immediate assistance to people. 

The office has to be commended for the innovative work they have carried out in Early Warning / Early Action, cooperation with academics to identify appropriate flood-resistant housing solutions[footnoteRef:8], and advocacy work with other humanitarian partners in the region. [8:  A good example is the experience with CRATERRE and university of Grenoble in identifying flood resistant houses. The project was piloted with communities in Ivory Coast and replicated in Burkina Faso. ] 


The EW/EA approach has a lot of potential in increasing risk awareness, the regional office however stated that this is still in a trial phase and appropriate SoPs to support decision-making based on warnings are lacking. It was also stated that while this approach might bring some positive results in preparing for small/medium scale disasters, it did not prove its usefulness in responding to larger scale emergencies. 
III. Recovery and food security 
Assess level of capacity to design and deliver quality post-disaster recovery programmes and appropriate food security interventions

National level:
Liberia is subject to both transitory and chronic food insecurity. The first is related to the fact that households are rebuilding their livelihoods after many years of displacement and prevails in counties in northwest and central Liberia. These groups have the potential to recover fully over the next two to three years. Chronic food insecurity is prevalent in southeast Liberia and is related to geographic isolation, limited market access, poor infrastructure and chronic poverty. A long-term strategy is required to tackle the underlying causes. Urban food insecurity is related to Liberia’s high dependency on food imports and fluctuating global food market prices is also persisting. Recovery depends on many factors including global price trends, ability of the country to increase agricultural productivity and employment opportunities in the productive sectors of the economy, such as cash cropping and fishing which have huge potential in the country but currently only account for 4 percent and 2.5 percent of the household livelihoods respectively[footnoteRef:9]. [9:  Liberia Household Food Security and Nutrition Surveillance, December 2009, by WFP and UNICEF] 


RC/RC Movement partners, including the International Federation, have been supporting through the LNRCS, rural farming communities with material and technical support to help them increase the quality and quantity of their produce, with a view to becoming self-sufficient while generating income in the short term. For instance, five counties have received farming tools and seed rice for the 2009 farming season as part of the DFID-funded programme[footnoteRef:10]. This project has increased food production and farmers have a reserve of seed rice that can be used during the next farming season. As part of the community preparedness integrated-strategy, training in DRR and community-based first aid was also conducted for 80 volunteers in the same five counties. In addition, ICRC supported the rehabilitation or chlorination of a number of wells and trained communities to maintain the facilities, providing them with sustainable access to clean water. [10:  LNRCS has received an average of GBP 110,000 per year from the DFID IS3 in support of its food security projects] 


One of the communities visited in Cape Mount is currently achieving food security by rehabilitating swamps into low-land rice fields. The RC provided initial high-quality seeds and fertilizers in February, as well as technical support to improve the community agricultural and marketing capacity. These techniques can now be promoted in other communities and will help to increase their income in the long term.

Regional level:
In food security, the regional focus is not only on increasing crop production but also looking at DRR elements, whereby FS is a window through which these elements can be addressed. For example in Mauritania communities adopted a drop-by-drop type of irrigation after digging wells that helped to increase food production and improve irrigation systems. Because it is usually women who do this work, a kindergarten was created to look after their children, a shop was opened to sell their produce and a tent was established by RC volunteers to promote health good practices. Another example is the agreement reached with a community where in exchange of increased food production (thanks to distribution of seeds, fertilisers, etc.) kids had to be sent to school.

In recovery, a livelihoods analysis has been conducted and identifies areas of intervention related to seed distribution and introduction / adoption of goats as resistant to drought conditions. Use of cash in women-led households, given as capital for small shops, has also been adopted after responding to emergencies as an early recovery solution.


IV. Other areas of enquiry

National level:
· Control mechanisms
The LNRCS developed a PMER unit in 2008, which has put in place strong internal control standards with the adoption of training and procedural manuals for internal audit, planning, monitoring, evaluation and reporting. As a result of project cycle management and programme monitoring and reporting training staff performance was enhanced and quality of programme delivery improved. The unit appeared to have the appropriate knowledge and skills to ensure the LNRCS is accountable towards its stakeholders, beneficiaries included (community meetings are organised to obtain feedback on scope of programs, explain how these will be implemented and their rationale). As part of the NS monitoring activities, a quarterly program review exercise was carried out at the end of each quarter of 2009, to draw on what was achieved and identify programme gaps. The exercise involved program directors and other stakeholders. 

Another example is the external evaluation headed by the British RC, conducted for the CBHP programmes with technical support from the Federation Abuja office and PMER following five years of operation. The result of the evaluation will inform management on next steps for 2010 and onward. 

There is still an issue with regard to covering M&E costs which are currently perceived as falling under the core costs of the NS. Internal procedures should be adopted to ensure that all programs are charged a % for M&E costs and that the independence of the PMER department is maintained with a specific budget line for PMER taken from the ring-fenced money from programs.  Further dissemination of the M&E role is needed within the NS for programmes to fully benefit of the service and report accordingly to the NS stakeholders.  

With the support from the Norwegian RC the LNRCS has initiated a Finance Development programme, aiming at enhancing the NS capacity with the introduction of new accounting software (NAVISION) which meets international accounting standards and will help to deliver financial reports for partners in a synchronized way. Today the LNRCS has to manage and maintain 28 separate bank accounts to meet different donor reporting requirements. The Federation should help the LNRCS to overcome this situation, encouraging peer support from NSs in Africa that have already established more unified systems.  

· Resource development and core costs
Currently the LNRCS depends for about 98% of its programme needs from external partners support. Sustainability is therefore a challenge for the NS who is investing in its resource mobilisation capacities to reduce such dependency, particularly when it comes to covering its core costs.  

The LNRCS is part of a 3-year West Africa DM Capacity Building project (WADMCB), which the objective is to improve and strengthen National Red Cross societies’ disaster management capacity in mitigation, disaster preparedness and response in Liberia, Nigeria and Sierra Leone. This is aiming at better positioning the NS as auxiliary to the government in DM. It is also part of the “8 Initiative,” whereby 8 NS partner in peers in several OD areas (Liberia partners with Canadian RC). One area that has been given strong attention under the project is resource mobilisation. 

A Business Plan is being developed (initially supported by Canadian RC), the purpose of which is to help the NS obtain more funds independently in country through looking at ways it can raise its funding. This was an achievement through the 8 National Societies initiative in 2009 also supported, both financially and technically, by British RC through their DFID SF.[footnoteRef:11]  [11:  £40,000 was used in 2009 which covered a quarter of the cost of work done under the 8NS. BRCS is a key player in this and is doing a lot of work with the NS to help it clarify what it means by core costs and look at ways of covering them.
] 


Some examples of activities that aim at generating income and sustainability for the NS are the construction of a guest house, supported by British RC among others, that will be used for training, accommodation and potentially as a temporary shelter for population movement if needed. Another activity is commercial First Aid. Schools and National Society branches, as well as personnel from the humanitarian and private sectors attended first aid training in 2009.  

Covering core costs, particularly for staffs is still a major challenge for the NS, and despite what is currently addressed through the business plan, additional resources are required. It is expected that the business plan will help to define the most appropriate “core costs model” for the LNRCS. Only recently the government approved an allocation of 50,000 USD to the LNRCS. The DM national policy implementation budget should have the LNRCS as a partner benefiting also from government financial support.

· Coordination
Coordination in Liberia is established with several stakeholders including government officials, UNDP (BCPR) and from within the Movement, with PNSs and ICRC. 

For example, the LNRCS interact with UNDP (BCPR) in their support to the government in the development of the DM national policy, and in dealing with climate change adaptation and disaster risk reduction measures. UNDP reiterated the need for the DM national policy to be implemented and peer-to-peer support is currently sought from the government of Nigeria in taking this process forward. The climate change “national adaptation project”[footnoteRef:12] mainly focuses on integration of livestock and agricultural projects as well as early-warning for sea erosion and flooding. Liberia experiences heavy rains outside the normal rainy season which disrupt the traditional farming cycle. Access to climatic data is however difficult and the capacity to interpret this information in order to influence action or policy making is lacking. [12:  Supported by the Global Environment Facility] 


Within the RC Movement, the LNRCS has a positive and strong partnership with ICRC who supports the NS through knowledge transfer in several technical areas including tracing and restoring family links (RFL), assessment capacities and PMER, financial support to cover their core costs, pre-positioning of relief items, relationship building and advocacy support for the LNRCS auxiliary role. ICRC has started phasing out and measures must be taken to ensure the LNRCS continues to receive adequate support until it reaches an acceptable level of self-sustainability. 

ICRC questioned the withdrawing of the Federation from Liberia. This move was felt too premature. The country is still very much unstable and the NS needs closer support to complete its business plan, as well as further investments in decentralising and building its capacity at chapter and branch levels.  IFRC should consider whether additional country support/presence is needed.

Regional level:
· Coordination
Coordination in Dakar with Movement partners is established through meetings and regular contacts as needed. An interesting partnership has been developed with the regional Inter Agency Standing Committee (IASC) led by OCHA where the Federation plays a credible role and leads the subcommittee in charge of DRR/CCA. 

Some of the achievements of this partnership and of the engagement of the Federation, through support from DFID IS3, include joint-approaches to multi-agency assessments, the annual partnership meeting before the rainy season, and regional and country coordination when required. An “Emergency Preparedness and Response Working Group” has been created as part of the IASC mechanism in the region. Specific task forces are formed according to needs, such as the one on DRR. A work plan for the working group with clear targets is attached to the regional CAP.

The partnership meeting, as already described under point II, is a positive step towards good cooperation, not only in terms of consultation (both civil protection and civil society are represented) to prepare for the rainy season, but also because it led to the creation of a “steering committee”. The SC is a more permanent body with clear ToR, led by Cape Verde, where 3 countries in peers with corresponding 3 NSs will push the regional agenda in a more dynamic way. A web-site is being created and will be used to share what the SC will deliver. One recent outcome of the work of the SC is Cape Verde supporting Guinea Bissau in the creation of a civil protection mechanism, based on Cape Verde experience (in less than 3 months the legislation was approved and systems are now being put in place).

Through a recent UNDAC training, there is also the intention to create a regional capacity for response assessment. A pilot has been conducted in Ghana with national authorities. Here the Federation’s WPNS tool was proposed as a model to help developing a methodology that can support institutional capacity assessment. In this region there is a clear link between natural disasters and political tensions, hence the need to equip authorities with the right capacity to provide assistance to their affected population when needed.

OCHA praised the good cooperation enjoyed with IFRC in the region and highlighted the important role played by the organisation in achieving what mentioned above. The reduced level of resources now available in Dakar is already affecting this engagement. The organisation has to ensure some continuity despite ongoing structural changes.

· Decentralisation and structural issues
Due to the recent move of the Zone office for Africa to Johannesburg, the Dakar regional office had to go through a process of resource right-sizing over the past 6 months to reflect the more operational role of this hub. This process is causing a number of challenges to the delivery capacity of the representation. A proposal for an appropriate regional set-up is currently being developed focusing on a more “tailor-made” approach to supporting country plans. While this takes place, it is essential that the Dakar office continues to deliver on its 2010-11 plans and identified commitments, especially vis-à-vis global funding grants such as the IS3 or Irish Aid partnership.

One of the key responsibilities of this office has been to represent the International Federation at all regional and international fora, where the team undertook appropriate advocacy work to ensure involvement of government / local authorities, UN agencies and other partners. The office also played to some extent a mitigating role in supporting OCHA in its relations with other UN agencies. Pulling out too quickly from this engagement would not only be a waste of resources, but would be detrimental to the coordination mechanisms established in the region and would represent a reputational risk for the Federation.

Despite stated commitment to monitoring the quality, ensuring accountability and continuous learning from programmes, the office lacks a committed PMER person in the region. Considering that one of the IS3 objectives is about improving the organisation performance management capacity, it is recommended that this function is given stronger attention in the new regional set-up.


Summary of recommendations

At national level:
In terms of strategic national planning, it is recommended that the Federation provides adequate support to the LNRCS to develop more detailed work-plans, identifying resources that would clearly match the overall goal and objectives of the strategic plan (08-12) and seek a unified commitment from partners.

The LNRCS has developed its own DM policy in line with the one for the nation. It is recommended that as this process develops, the LNRCS continues to play a key auxiliary role in supporting its own government and is included under the relevant budget architecture. The Federation could play an advocacy role in helping the NS to clarify this role further both with government officials and other players such as UNDP. 

In terms of programme planning, it is recommended that the Federation continues to promote the use of the VCA and WPNS tools and provides appropriate technical assistance as needed. These methodologies and tools have proven relevant in the identification of vulnerabilities and priorities for the NS as well as in the assessment of its capacities. Contingency planning is also seen as a useful and necessary process, however SoPs should be put in place to activate the plans when needed, and more drills would be necessary to test their relevance.

In disaster response and technical expertise, it is recommended to assess how the NS’s assets can be fully utilised also to the benefit of other humanitarian players. Technical assistance and knowledge transfer is needed in areas such as logistics, shelter (recurrent fires and floods affect people’s houses), international disaster response tools, and cluster coordination.

There is still an issue with regard to covering M&E costs which are currently perceived as falling under the core costs of the NS. Internal procedures should be adopted to ensure that all programs are charged a % for M&E costs and that the independence of the PMER department is maintained with a specific budget line for PMER taken from the ring-fenced money from programs.  Further dissemination of the M&E role is needed within the NS for programmes to fully benefit of the service and report accordingly to the NS stakeholders.  

Financial resources management is an area that poses several challenges to the LNRCS. Today the NS has to manage and maintain 28 separate bank accounts to meet different donor reporting requirements. The Federation should help the LNRCS to overcome this situation, encouraging peer support from NSs in Africa that have already established more unified systems.  

Covering core costs, particularly for staffs is still a major challenge for the NS, and despite what is currently addressed through the business plan, additional resources are required. It is expected that the business plan will help to define the most appropriate “core costs model” for the LNRCS. Support from the Federation should continue in this direction. 

ICRC questioned the withdrawing of the Federation from Liberia. This move was felt too premature. The country is still very much unstable and the NS needs closer support to complete its business plan, as well as further investments in decentralising and building its capacity at chapter and branch levels.  IFRC should re-consider whether additional country support/presence is needed.

At regional and global level:
In disaster preparedness, the EW/EA approach adopted in the region has a lot of potential in increasing risk awareness. The regional office however stated that this is still in a trial phase and appropriate SoPs to support decision-making based on warnings are lacking. It was also stated that while this approach might bring some positive results in preparing for small/medium scale disasters, it did not prove its usefulness in responding to larger scale emergencies. The Federation should continue to encourage this kind of initiatives with more robust decision-making procedures in place.

To support disaster response, the region has developed a regional logistics set-up based on regional and country assets. It might be appropriate, if not done already to ensure that this regional strategy is in line with the global logistics strategy, especially with procedures on local procurement.

Similarly to what identified at national level, regional plans are not always matched by flexible and predictable donor support (different time-frames, earmarking, limitations on use of funds for staff costs, etc.). This confirms a global trend whereby many of the Red Cross Red Crescent’s activities to increase community safety and resilience are occurring through project-driven approaches which limit impacts on National Societies and on communities in the end. The International Federation has been exploring the possibility of creating a Community Safety and Resilience Trust Fund (CSRTF) which aims will be to promote and support vulnerability reduction and resilience building. From a better programming and donor perspective, the CSRTF will guarantee longer-term funding to support integrated multi-sector programmes, improve efficient and effective delivery to vulnerable communities, and enhance International Federation and donor coordination and reporting[footnoteRef:13]. This initiative should be pursued in the next future. [13:  From the Trust Fund – Draft Concept Note] 


In terms of cooperation, OCHA praised the good relationship enjoyed with IFRC in the region and highlighted the important role played by the organisation in establishing good coordination mechanisms. The reduced level of resources now available in Dakar is however affecting this engagement. The organisation has to ensure some continuity despite ongoing structural changes. Pulling out too quickly from this engagement would not only be a waste of resources, but would be detrimental to the coordination mechanisms established in the region and would represent a reputational risk for the Federation.

Considering that one of the IS3 objectives is about improving the organisation performance management capacity, it is recommended that this function is given stronger attention in the new regional set-up.


Annexes 
· Terms of Reference (including list of documents for the desk review)
· Agenda for the visit in Liberia
· Liberia Red Cross Annual Report 2009 
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List of acronyms and abbreviations
CAS: Cooperation Agreement Strategy
ACMAD: African Centre of Meteorological Application for Development
CBHP: Community Based Health Programming
CCA: Climate Change Adaptation
CSRTF: Community Safety and Resilience Trust Fund
DFID: Department for International Development
DM: Disaster management
DMIS: Disaster Management Information System
DP: Disaster preparedness
DREF: Disaster Relief Emergency Fund
DRR: Disaster risk reduction
EW/EA: Early Warning / Early Action
FACT: Field Assessment and Coordination Teams
FS: Food security
HR: Human Resources
IASC: Inter Agency Standing Committee
ICRC: International Committee of Red Cross
IFRC: International Federation of Red Cross and Red Crescent Societies
LNRCS: Liberia National Red Cross Society
M&E: Monitoring and Evaluation
MoIA: Ministry of Internal Affairs
MoH: Ministry of Health
NS: National Society
OD: Organisational Development
PMER: Planning, Monitoring, Evaluation and Reporting
PNS: Participating National Society
RDRT: Regional Disaster Response Teams
RFL: Restoring Family Links
RLU: Regional Logistics Unit
VCA: Vulnerability Capacity Assessment
WADMCB: West Africa DM Capacity Building project
WASH: Water, Sanitation and Hygiene
WPNS: Well Prepared National Societies
UNMIL: UN Mission in Liberia
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