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CARE Liberia Emergency Response: Operational Plan, version 1, April 18, 2011


CARE Liberia Emergency Response to Refugee Influx from Cote d'Ivoire in 2011
Operational Plan, Version 1, April 18, 2011
This operational plan is based on the current CARE Liberia emergency response strategy, and is designed to provide relief assistance to 27,500 beneficiaries in Nimba and Grand Gedeh Counties with the budget of US$ 1.8 million over a period of nine months in NFI, WASH, and SGBV sectors.  As the external or funding situation changes, and strategy evolves to include additional sectors, geographical areas, or cover more beneficiaries over longer period of time, this plan needs to be revised to reflect those changes.   This plan covers only the first phase of CARE response. 
The purpose of this document is support the current CO staff engaged in this emergency response, as well as to orient the new/future staff to ensure their rapid integration in to the CARE Liberia Emergency Team.

1. Key principles
The following indicators have been developed by CARE International to measure performance of CARE responses in emergencies: 

1.1. Timeliness of the response - Decisions on response, delivery on material emergency response, allocation of ERF, deployment of staff, visit of senior staff from Lead Member

1.2. Quality and accountability – having EPPs in place, developing response strategy, disaggregated population information, meeting interagency standards
1.3. Competence in Core Sectors - Significant interventions in at least one of the core sectors, meeting or exceeding interagency standards. 
1.4. Funding – raising funds appropriate/proportionate to the magnitude of the emergency.

Please refer to chapter 6 of CARE Emergency Toolkit for more information and details on measuring performance.
2. Summary Emergency Response Strategy (Phase 1)
· Geographical focus – Nimba County and Grand Gedeh County 

· Total Number of Refugees in Liberia – over 130,000 (UNHCR, April 16)

· Total Number of Refugees in the CARE working area: 100,000 (UNHCR, April 11)

· Number of CARE beneficiaries: 27,500, including 7,500 in Nimba and 20,000 in Grand Gedeh Counties.  

· Sectors/Activities:

· NFI Distributions

· Distribution blankets, sleeping mats, wash items, kitchen items

· Distribution of Hygiene Kits

· WASH:

· Well construction and rehabilitation

· Latrine construction

· Emergency Water supply – bladder installation, water tankering

· Hygiene Promotion

· Sexual and Gender Based Violence (SGBV):

· Awareness raising,

· Develop and disseminate IEC materials and messages

· Trainings, referral mechanisms, etc.

· Timeline:

· Relief phase 1: January-September 2011

· Transition/Recovery phase 2: July 2011 – June 2012

· Working modality:

· Dual, working directly as well as through two partners. In Nimba County CARE works with ADRA, and in Grand Gedeh through Project New Outlook (PNO), a National NGO, that CARE Liberia has been working in other geographical areas.  PNO will implement most of the activities under close supervision and leadership of CARE staff.  Some activities may be implemented directly by CARE. 

· Fundraising target phase 1: US$ 1.8 mln

· Current funding gap phase 1: US$ 920,000)
3. Key objectives of CARE’s operations 

· Manage scale up of emergency program
· Deliver emergency response operations in Grand Gedeh County in NFI, Wash and SGBV sectors

· Recruit staff and set up new field office in Zwedru town.
4. Management and staffing structure for the response 
Management structure of the response includes existing structure in the Monrovia Office (Country Director, Assistance Country Director, Finance, Logistics, Procurement, HR, and Admin staff), and newly formed Team at the County Level. 
4.1. Organizational chart 

The organization chart below reflects the new team structure, and does not include the existing CO structure, that is vital to provide leadership and support to the emergency response.
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This structure will cover the following main emergency response functions at the County Level:
	Function
	Lead
	Support/Back-up

	Overall management and coordination at National Level
	Country Director
	Assistant Country Director/Program

	Overall Emergency Program Management at County Level
	Team Leader (TL)
	Deputy Team Leader (DTL)

	NFI Sector Coordination
	DTL
	TL

	Wash Sector Coordination 
	WASH Coordinator
	TL

	SGBV Sector Coordination
	SGBV Coordinator
	TL

	Partner organization coordination
	TL
	CD/ACD

	County level interagency coordination 
	TL
	DTL

	County level sector coordination
	DTL, Sector Coordinators
	 TL

	Assessment
	DTL, Sector Coordinators
	TL

	Media communications (interviews, etc)
	CD-for HQ, TL-for County
	ACD/Sector Coordinators

	Media (prepare photos and media materials)
	DTL
	Sector Coordinators

	Information Management
	TL
	DTL

	M&E
	Q&A Officer
	M&E Officer

	Quality and Accountability
	Q&A Officer
	M&E Officer

	Safety and Security
	TL
	DTL

	Logistics at country level
	Logistics/Procurement Officer
	Admin/Finance/HR Officer

	Procurement at country level
	Logistics/Procurement Officer
	Admin/Finance/HR Officer

	IT / Telecommunication
	Logistics/Procurement Officer
	IT/Logistics Officer Monrovia

	Fleet management
	Logistics/Procurement Officer
	Admin/Finance/HR Officer

	HR support county level
	Admin/Finance/HR Officer
	Logistics/Procurement Officer

	Finance support county level
	Admin/Finance/HR Officer
	Logistics/Procurement Officer

	Grants Management 
	TL
	DTL

	Proposal writing/Fundraising
	TL
	CD/ACD


4.2. Priority staffing needs

In addition to the existing Country Office structure, the following new positions need to be recruited.  All positions are based in Zwedru, Grand Gedeh County, are required immediately, and have been funded through various funding sources.
International Staffing needs:

1. Team Leader – 6 months. Mahamadou Ali has been carrying out this function since February 2011, and is scheduled to complete his assignment in mid may.  A new Team Leader has been identified, and will assume this role in mid may.
2. Wash Sector Coordinator – 3 months, hand over to national Water Specialist after 3 months.  This position is currently being identified.
3. SGBV Sector Coordinator – 3 months, hand over to a National Staff after 3 months. This position is being currently identified.
4. Quality and Accountability Officer – 2 months, hand over to national M&E Office after 2 months.  Alio Namata from WA Regional Office deployed to assume this role from April 16 to May 11.  It is expected that a national M&E person will be identified and trained during this assignment.
National Staff (six months) – some of these positions have been advertised in Grand Gedeh and being recruited:

1. Deputy Team Leader 
2. Water Specialist
3. Sanitation Specialist 
4. Hygiene Promotion Specialist
5. M&E Officer

6. Admin/Finance/HR Officer – identified at Monrovia level, being recruited
7. Logistics/Procurement Officer – identified at Grand Gedeh, being recruited
8. SGBV Promoter 
9. SGBV Promoter

10. SGBV Promoter

Note that SGBV sector structure need to be reviewed by the SGBV sector coordinator, once on board.


It is also important to ensure a proper gender balance among the CARE staff in all sectors of the emergency response, and particularly in SGBV and Wash sectors. 
5. Overall management and coordination at National Level
This is carried out by the Country Director and ACD Program. The Country Director is very much involved in this emergency response, and it is recommended that it continues this way.  This includes participation at the national level interagency coordination meetings, strategy level coordination with the implementing partner, and representing CARE Liberia at the CCG and other CI emergency response mechanisms.  The CD and ACD are also leading on the fundraising as well as international staff recruitment.  The major strategy related decisions should be taken by or in coordination with the Country Director.  At this stage this mechanism works well, and no priority actions are required.

6. Overall Emergency Program Management at County Level
Team Leader is ultimately responsible for the program management at the field/county level.  This includes coordination with UN/NGOs/Gov organizations involved in the response, supervision of staff/sectors, communication with the HQ in Monrovia, and participation in at the CI emergency response mechanisms along with the CD.  
It is particularly important to keep closely in touch with UNHCR, an overall emergency response coordinator in Liberia.  UNHCR identifies towns and villages were refugees are being allocated, and assigns organization to these locations. UNHCR also is responsible for registration of refugees and providing lists to other organizations.  This significantly facilitates the activities of the agencies on the ground.  

7. NFI Sector 
This is the first sector that CARE started responding in cooperation with other NGOs on the ground.  CARE needs to remain actively engaged in this sector.  

· Proposed approach: 
· Deputy Team Leader leads this sector. 
· Most activities are carried out by PNO, CARE will provide supervision and monitoring.  

· NFI list needs to be in line with the UNHCR proposed list of Non-Food Items.
· Key Issues and Priority Actions:

· Absence of a dedicated staff who will lead on this sector – need to be recruited asap.

· Items that have been included in the CARE proposals are not fully in line with the standard NFI lists that have recently been developed by UNHCR and others.  We need to update CARE procurement order to include the standard NFI list/specifications.  
8. Wash Sector 
This is a very important sector from a visibility and prestige perspective, with a very tangible outputs (well, pumps, latrines) that are very much appreciated by both refugees and local communities.  Wash assessments started in Grand Gedeh on April 13, and CARE needs to follow up immediately (rehabilitate pumps/wells that have been assessed), and remain actively engaged in this sector.  

· Proposed approach: 

· Activities are supervised/coordinated by a team of an international Wash sector coordinator, Water Specialist, Sanitation Specialist, and Hygiene Promotion Specialist. 

· Activities are carried out by PNO, and coordinated with the Ministry of Public Works

· Key Issues and Priority Actions:

· WASH Sector Coordinator has not yet been identified.   While a suitable candidate is being identified, it is crucial that CARE Liberia deploys its WASH specialists from other projects/area, particularly Elmos Glay who had conducted initial assessment in several communities.

· Once WASH team is in place, a workplan for WASH activities needs to be developed in coordination with UNHCR, who will identify communities for CARE wash interventions.

· Local Water and Sanitation specialists need to be recruited asap. These have been advertised and some applications received. 

· Wash team should include both men and women to ensure the needs of women, children, and men are addressed during the implementation of wash activities. 
9. SGBV Sector 
It is envisaged that SGBV activities will be carried out by PNO and coordinated and monitored by CARE.  A detailed workplan on SGBV activities need to be developed by SGBV Coordinator when on board. As of now no activities have been carried out in this sector.  
10. Potential sectors

10.1. Shelter Sector

Given the increased needs of the displaces population, and subsequent request from UNHCR the Country Office considering response in shelter sector, particularly erecting tents and building temporary shelter.  Under this potential arrangement, UNHCR will provide tents and materials, while CARE will organize erecting tents and building shelter.  While this activity too will be implemented with PNO, CARE will have to identify a dedicated Shelter Coordinator who will coordinate with UNHCR and other organizations, and supervise and monitor the PNO activities

10.2. Food and Nutrition sector – High Protein Biscuits (BP-5)

CARE Norway is offering BP-5, and the CO is considering distributing these commodities.  Based on the discussion with WFP and UNHCR, there is a need in this commodities in the area.  Given non-perishable nature of this commodity, and its compact packaging, this can be handled by the NFI team (DTL and PNO staff).  This will have an additional burden on the DTL and the Monrovia office – since they would have to organize customs clearance and inland transportation, as well as participate in Food and Nutrition Coordination mechanisms.
11. Partnership with PNO
An MOU with the partner organization PNO has been developed, and joint activities commenced (NFI distributions, and Wash assessments).  PNO submitted an unrealistic budget (based on the time commitment, rather than actual outputs).  This needs to be revised, and a realistic budget needs to be developed which will be based on deliverables and outputs, i.e. fixed amount per well rehabilitated, pumps replaced, latrines built, NFIs distributed, promotion campaign conducted.  

12. County level interagency coordination 
CD and ACD participate in these coordination mechanisms as they remain a good platform for information sharing and identification of partnership/funding opportunities. 
13. County level sector coordination
In the absence of Sector Coordinators, Team Leader participates in three sector coordination meetings, and Interagency Coordination – which is very time and energy consuming.  However, it is important for the TL to participate in these meetings until sector coordinators are in place.
14. Assessment
Initial assessments are mainly carried out by UNHCR and some other agencies that have been on the ground for a while and have established infrastructure and capacity.  The assessment results (number of refugees and immediate needs) are shared with other organizations, which is good enough at this stage.  CARE does need to do its own detailed assessments prior to engaging in specific activities, i.e. to identify condition of water points that need to be rehabilitated. 
15. Media 
Media interest seemed to be low in the field. Country Director and Team Leader are designated focal points for interviews and press releases.  In terms of preparation of media materials (photos, blogs, human interest stories) – this is the responsibility of TL/DTL and Sector Coordinators.  Team Leader has a digital camera that needs to be put in good use.

16. Information Management
Normally CARE recommends having a dedicated Information Management Officer.  However, given relatively small scale of CARE emergency response activities in Liberia, it is recommended that this function is carried out by other team members, particularly the TL and DTL.  Until the full team is in place this function is shared between the TL and CD.   
Currently one of the major activities under information management in CARE Liberia is preparation of sit-reps on weekly basis.  For simplicity purposes information required in the CARE Sit reps can be clustered in three categories: 
· External information on the situation on the country, needs and gaps (sections 1, 2, 3, 6 of the sitrep) - this basically needs to be copied from OCHA sitreps. 
· Internal information that reflects CARE strategy, and only updated if/when the strategy changes – this includes sections 4.1, 5, 7, 8,10, 11
· Internal information that will be updated on weekly basis – basically description of what CARE has done during the reporting period and cumulatively. This includes sections 4.2, 4.3, 4.4, 9  

17. M&E
This needs to be established.  A local M&E Officer is being hired, and International Quality and Accountability Advisor will train this person

18. Quality and Accountability
This function will be carried out by all staff, and coordinated by M&E Officer. A CARE Q&A standing team member, Alio Namata is in Liberia for three weeks to set up Q&A system, train M&E Officer, and ensure the response activities are carried out in accordance with CARE Humanitarian Accountability Framework.
19. IT and Telecommunications

Phone and internet/email communication to be provided through the cell phone networks, that are available in major (but not all) towns in Grand Gedeh.  Cell phones, wireless modems and usage charges are relatively inexpensive.  All CARE staff should be provided with cell phone, and key staff (TL, Sector Coordinators, Logistics/Procurement, and Admin/Finance/HR officers) should be provided with wireless internet cards for email communication. 
In addition, to facilitate communication between CARE staff in the towns without cell phone coverage, and for the security purposes, it is recommended to procure six sets of 5-mile range two-way radios (walkie-talkies).  These can be purchased from the U.S. and brought to Liberia with the incoming Team Leader. 

20. Office, storage, guesthouse
It is difficult to identify proper office, staff house, or storage facilities in Zwedru town.  There is no central water or electricity supply system in the town, and houses with self sufficient water/electricity systems (wells and generators) have already been rented by the UN and other NGOs.  At this stage it is agreed that CARE will operate out of the PNO office that is being currently established – given the current level of CARE operations this is reasonable.  PNO office is also preparing storage facility within their office structure. However, if CARE response strategy evolves and operations grow, it is advisable to identify a separate location for the CARE office that will also include a storage facility.  Some of potential office/storage facilities have been identified by the IT/Logistics officer from Monrovia. 
CARE staff currently live in Start Mart Guesthouse, conveniently located in the town center, behind the UN complex, and within walking distance to food outlets.  The Guesthouse offers running water (shared bathrooms), and electricity during the night hours.  It is expected that five staff members will need to be provided with the accommodation, and unless CARE finds a house with sufficient number of rooms (most houses have average two rooms), with water/electricity facilities, it is advisable to continue providing accommodation at this guesthouse. 

21. Safety and Security

Currently situation in Grand Gedeh County remains calm.  Local population is very friendly towards both refugees as well as humanitarian community. Aid agencies exercise normal safety and security measures, which basically involves having proper fencing around the offices and guesthouses, and security guards to prevent theft or other similar crimes.  This needs to be monitored however; according to UN Mission in Liberia (UNMIL), members of armed groups from Cote d'Ivoire sometimes cross into Liberia for rest and go back, but no major security incidents have been reported.
22. Logistics and Procurement 
Most of the procurement is done on central, Monrovia level through the existing CO structure. However, some procurement of local materials will be done at the County level (cement, gravel, timber, etc). 
23. Fleet management

CARE needs four vehicles in Grand Gedeh to implement the current activities.  These should include two 4x4 pickup vehicles for transportation of staff and materials, and two 4x4 high occupancy vehicles (8 seats or more) for transportation of CARE/PNO teams for hygiene education, SGBV, latrine construction, and potentially shelter construction activities.  Vehicles are very hard to rent in Zwedru/Grand Gedeh, and if they are available, they are very expensive and often technically not sound. It is therefore recommended that CARE office in Monrovia provides its vehicles for Grand Gedeh, and rents vehicles in Monrovia for the office use.  Logistics/Procurement Officer will coordinate vehicle activities in Zwedru.
24. HR 
At this stage a total of eleven staff are being hired at the county level.  Job descriptions, advertisements, and interviews are done at the county level, but processing of contracts done at the Monrovia level.  Admin/Finance/HR Officer will work closely with the HR staff at Monrovia level on all HR related issues.

25. Finance 

Most large scale procurement and payments will be made from the Monrovia office. However, Zwedru office needs to manage a smaller amount of cash to facilitate payments for local transportation, loading/unloading, procurement of local materials, and other local operations costs.  Currently this is managed by the TL, but will be handed over to Admin/Finance/HR Officer once in place and properly oriented by the Monrovia office Finance Controller.
26. Fundraising

At this stage the CO has confirmed funding of $880,000 out of $1.8 mln required.  This includes allocations from CI-ERF, CARE USA, and DFID.  This is sufficient to scale up response activities and reach targeted 27,500 beneficiaries.  However, additional $920,000 would be required to sustain this support to the target beneficiaries, including $358,000 for Wash, $286,000 for NFI, and $276 for SGBV activities. 
Fundraising is currently lead by the Country Director and supported by the Team Leader. It is suggested that the CD continues playing this role at the national and international level.  The Team Leader will take lead on local fundraising activities, i.e. coordinating with UN organizations and donors on the ground on potential funding opportunities.
22. Action plan 

· Finalise recruitment on International Wash and SGBV coordinators – CD to lead
· Continue scale up in Wash sector (including fixing pumps that have been identified during the initial wash assessment in various communities).  CO needs to make available existing Wash specialists from other projects asap.  TL to lead, with the Support from CD.  
· Recruit national staff – TL to lead.
· Develop a work plan and a workable budget with national partner, PNO – TL to lead.
· Deploy two CARE vehicles Grand Gedeh area, replacing them with rented vehicles.
· Procure six sets of 5-mile range two-way radios (walkie-talkies) that will be used for security and communications in the villages/towns without cell phone access.  These can be purchased from the U.S. and brought to Liberia with the incoming Team Leader. 
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