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CARE International

Assessment and potential Start-up Response to the humanitarian crisis in Lebanon

July/August 2006

Terms of Reference

Purpose: 
Conduct a field assessment in Lebanon to identify realistic options for a CARE humanitarian response and provide clear recommendations to CARE decision-makers on an appropriate response based on the humanitarian imperative, CARE’s strategic priorities, deployable capacity and potential to add value in responding to this humanitarian crisis;
Objectives: 
a) to identify humanitarian needs and capacity of humanitarian actors on the ground and analyze the humanitarian service gaps, including scope and type of required interventions  

b) to analyze the security environment, determine limits to operational considerations and appropriate security measures

c) to provide options and relevant recommendations for a strategic humanitarian response by CARE;

d) Develop initial program strategy (including viable exit strategies) and produce specific proposals for donors; 

e) to develop an initial 30 day operating plan including program support requirements and describe options and recommendations, including identifying required immediate next steps to implement the operating plan; 

f) as appropriate to start preparations for/begin with implementation of potential response operations. 
Area of Focus:
Beirut, Southern Lebanon (if security permits access), Bekaa valley

Duration:
Assessment 10 days (in country), potential start-up response up to 6 weeks
Background:

Following a raid by Hezbollah into northern Israel on July 12th, which resulted in the kidnapping of 2 Israeli soldiers and killing of 8 other soldiers, Israel has retaliated with a bombing campaign in Lebanon. During the past two weeks, with a view they say to preventing the smuggling of the kidnapped soldiers out of Lebanon, Israeli Defence Forces have targeted civilian infrastructure, namely the International airport in Beirut, ancillary airstrips, bridges roads and port facilities in Beirut, Jounieh, Amshit and Tripoli. In an attempt to break Hezbollah so called strongholds there has also been heavy bombardment of Beirut’s southern suburbs, villages and towns in the Bekaa valley and south Lebanon.  These attacks have hit power stations, fuel outlets, factories, trucks, civilian vehicles cell phone towers as well as houses and mosques. In addition, Israel has established a naval blockade which has cut off supplies to Lebanon. For its part, Hezbollah is launching daily missiles into northern Israel reaching as far as Haifa. The Lebanese army have not played a part in the fighting although they are working to maintain power and water lines. 

The war has resulted in a state of Emergency in Lebanon as declared by Prime Minister Fouad Signora 15th July. His declaration was in response to mounting civilian casualties and evidence of large numbers forced to leave their homes, arriving in Beirut and Tyre.  Since that day the movement of people inside the country has continued and large numbers have evacuated to neighbouring Syria (est. 150,000). Reports indicate that more than 405 Lebanese and 51 Israelis have been killed in the fighting
. While the initial Israeli response was bombing and a blockade, the last week ground troops have been deployed and attempts to capture and control villages and towns along Lebanon’s border are on going.  Israeli causalities published have been relatively high.

Calls to Israel and Hezbollah for a cease-fire by the United Nations and regional governments have as yet been unsuccessful: Israel for its part demands the unconditional return of its kidnapped soldiers and the implementation of UN Res. 1559 while Hezbollah calls for the release of 3 Lebanese in Israeli jails and attention on 10,000 Palestinians held in Israel.  Plans proposed by UN Secretary General, Kofi Anan 20th July 2006 include an immediate cease fire; the handing over of the abducted soldiers to the IFRC; the deployment of an international peace-keeping force along Lebanon/Israeli border; a parallel process of support to the Lebanese army; and a brokered long term peace settlement. Meetings of Security Council members in Rome this week have failed to reach agreement on this.

As noted above communities bearing the brunt of the attacks are the predominantly Shiite communities from the southern suburbs of Beirut, those is southern Lebanon from border to Tyre and in the Bekaa valley
. In addition the large community of Palestinian refugees from Borg Barajne (southern Beirut), and in the camps of Rashidoyeh (Tyre); El Bass (southern Lebanon) and Ein El Hilwe (Sidon) already among the poorest in Lebanon will have been both directly and indirectly affected. The condition of some 20,000 Iraqi refugees is unclear. CARE believes that especially vulnerable groups will be the poorest farming communities of the southern most villages
; those Palestinian refugees who for one reason or another are not registered and receive neither State nor UNRWA recognition.

Presently movement in Southern Lebanon is made very difficult as a result of continued bombing raids and infrastructure damage although there are now reports of limited movement and delivery of supplies to Sidon from Beirut and from the two border crossings with Syria (Homs and Mussna).  UN agencies, ICRC and NGOs have started responding to the humanitarian crisis. In neighbouring Syria and Jordan, significant local efforts are raising funds and material support for delivery to Beirut. Significant relief supplies are piling up in Beirut and Syria but safe access prevents delivery to affected population, particularly in Southern Lebanon. 

 

CARE International Response to the Disaster

Recognizing the highly difficult operations environment in Lebanon in general and in the most affected Southern Lebanon in particular, CEG in collaboration with CARE Jordan and MERMU has started analyzing response options: 

CARE’s current main areas of operations in the region are West Bank Gaza and Jordan. Since the start of the war, the CO in Jordan has been in regular contact with civil society organizations in Lebanon and Government Coordination bodies for information gathering and potential future cooperation. 

In line with the regional management plan to work with local partners in Lebanon and Syria, CEG/MERMU in collaboration with CARE Jordan are exploring response options including: 

1. Direct CARE response (full operations)

2. Lighter and limited presence, working with national or international NGO partners (sharing of resources/capacities) who are already  operational in Lebanon 

3. Indirect response through partners without CARE presence (except for monitoring). 

In order to determine feasibility of response options, the CI assessment team will visit the region and give recommendations, developed in consultation with the Country Director CARE Jordan, to the CI ERD on an appropriate and feasible course of action. If recommended by the assessment, team members of the assessment team could stay on and prepare/ start implementing humanitarian response activities.  
Methodology:

The assessment team will use the methodologies as appropriate that include interalia PRA techniques and tools, review of key reference documents, semi-structural interviews, key informants, interviews of technical staff, general observations, and focus group discussions.

Activities related to objectives

a) to identify humanitarian needs and capacity of humanitarian actors on the ground and analyze the humanitarian service gaps, including scope and type of required interventions  

· Undertake background reading and briefing on Lebanon to understand context and key actors

· Undertake community consultations and field based assessment of the humanitarian impact of the crisis

· Co-ordinate with INGOs and UN agencies such as OCHA, UNICEF, UNHCR to identify key sector areas and/or geographical niches for potential CARE humanitarian relief operations taking into consideration sector areas in which CARE has experience and capacity and to ensure there is no duplication.  

· Assess UN agency, multilateral agency and private sector planning to determine the existing service coverage, gaps and scope for partnership 

· Assess relevant National NGO emergency programs and plans and determine their capacity, willingness and scope to partner with CARE in humanitarian relief operations.   

· Provide a rapid assessment of the capacity of Government Authorities and UN agencies to coordinate and respond to the crisis. Review potential role of Government Authorities in supporting or hindering potential relief operations, incl. the impact of widespread corruption.

b) to analyze the security environment, determine limits to operational considerations and appropriate security measures
· Thoroughly analyze the security situation for international and national NGO staff, identify risks and possible security measures and determine limitations to humanitarian response options. 

· Ensure coordination and liaison with relevant actors including the UN, ICRC, local partners and the Lebanese army to ensure the most complete assessment

· Ensure programming recommendations of the assessment can be feasibly implemented within acceptable safety and security limits

c) to provide options and relevant recommendations for a strategic humanitarian response by CARE;

· Undertake quick mapping of responses and targets to date using UN Cluster information; local Coordination groups; meetings with INGOs etc
· Analysis of CARE Strategic Plans and analysis of Lebanon

· Quick SWOT with partners and community participants/leaders (including assessment of local capacity, priority needs, CARE competence/experience, gaps in response and access/security for response

· Recommend appropriate response options and as agreed with CI ERD develop a strategy and program of initially 30 days for the chosen response option, framing this within longer-term response options which include viable exit strategies, to address prioritized humanitarian needs, capacity of CARE and other INGOs and the UN, along with an analysis of the policy and operational environment. 

· This should include interalia: recommended programming option(s), program sectors; provide guidance on options (and associated risks) for CARE to enhance protection of affected populations, geographical focus; recommend appropriate M&E systems and required capacities and a clear management framework.

· Listed recommendations shared and discussed with GOL and local partners

d) Develop initial program strategy (including viable exit strategies) and produce specific proposals for donors; 

· Conduct planning meetings with beneficiaries and partner organisations

· Liaise with donors and CARE members, confirm the sectors that donors are interested in funding, the willingness of donors to fund CARE and the potential funding that is expected to be available. 

· Based on assessment of humanitarian situation and recommendations for CARE’s strategic role (a and b) above, develop initial program strategy with program objectives, areas of intervention, modalities and exit strategy

· Prepare written concept papers and proposals, with appropriate budgets for submission

e) to develop an initial 30 day operating plan including program support requirements and describe options and recommendations, including identifying required immediate next steps to implement the operating plan.

· Visit the affected areas to gain an understanding of the current extent of the crisis and the operating environment. Consider any potential site selection, logistical and warehousing issues, transportation, telecommunications requirements, office needs, security measures and human and financial management issues.

· Assess resource requirements and constraints (human, financial, material, logistic) and costs (salaries, rent, transport, favourable exchange rates, etc) associated with starting humanitarian relief operations.

f) as appropriate to start preparations for/begin with implementation of potential response operations. 
· Map staffing requirements, local and international and develop recommended staffing structure

· Develop a list of key contacts specific to proposed activities.

· Check legal authority to operate in Lebanon with CARE’s lawyer and Ministry of Social Development and CARE’s lawyer in Lebanon, including responsibilities to take on staff temporary of otherwise. 

· Team should collect copies of the Labour Law and any temporary legal provision for the emergency period

· Establish location of response base and all related logistics
· If appropriate and feasible, commence relief operations if agreed with CI ERD, following consultations with the Crisis Coordination Group.  
Assessment Team:

The Assessment and core start-up team will initially be comprised of six - seven staff covering expertise in the following areas:

1. Team Leader, Program 
· Overall coordination of assessment and team management

· Liaison/external coordination (focus Donors, UN, Gvt. & INGOs,  Military) 

· Ensure regular and appropriate communication and consultation with CARE Jordan, MERMU, CI and CARE members

· Ensure all team members comply with safety and security protocols, on the advise of the security advisor

· Development of response program strategy 

· Design of operations structure 

· Capacity building focus on emergency/disaster management 

· Preparation of assessment report 

· Act as Assessment team spokesperson for media (English and Spanish language)

2. CARE France Representative 
· Contextual analysis and participation in program strategy development and recommendations, concept paper development where required

· Together with TL liaison & external coordination, especially donor representation

· Mobilization of CI/CO support as required and possible 

· Advice on HQ support requirements for potential program activities 

· Together with TL and Logistician, documentation of program support requirements for report and operational plan related to expertise (esp. finance and administration).

· Manage team finances for the assessment mission

· Act as Assessment team spokesperson for media (French language)

3. Deputy TL, Program 
· Together with TL coordinate field based community consultations 

· Take the lead role in liaison with CARE local partners including discussions around partnership options and support for liaison with local authorities, with the support of the TL

· Assess health and wat/san/hyg needs and program options and contribute to program strategy development and recommendations which are incorporate gender, sphere, protection and other cross cutting perspectives 

· Prepare concept papers and proposals 

· Capacity building focus on Information Management/Proposal development 

· Support of coordination, particularly with local authorities 

· Act as Assessment team spokesperson for media (Arabic language)

4. Security Officer 
· Security focal point for assessment team 

· Prior to deployment assess security risks and make recommendations regarding the timing and means of entry and movement of the assessment teams in Lebanon, using appropriate criteria

· Prepare safety and security orders for the assessment mission prior to deployment which set out movement, communications, crisis management and medical emergency, evacuation protocols, equipment requirements and other necessary instructions. Ensure the orders are approved by the Team Leader prior to deployment and that all team leaders receive both a hard copy and a verbal briefing on procedures and protocols to be followed.

· During the assessment continue analysis and adapt or add to protocols as required, through the Team leader issue additional instructions as required to ensure the safety of the team. Assist the team leader in ensuring all team members comply with safety and security requirements. 

· Assist ongoing mission planning, including assessment and planning for field visits, assessment of security of accommodation locations and other requirements. 

· In the event of a safety and security crisis or medical emergency, assist the Team Leader in the appropriate management of the crisis and conduct appropriate incident reporting. 

· Conduct security analysis to inform programming options suggested by the  assessment team

· Ensure functional telecommunication and ICT of assessment team 

· Assess telecoms/ICT options for potential CARE response and develop suggested telecoms/ICT architecture and equipment plan (incl. resourcing options). Recommend to the team leader whether a telecoms expert is required in the field.

5. Logistician / Program Logistics and Team support 

· With TL support representation and liaison with Government of Lebanon authorities, military and other Arabic speaking actors regarding operational matters

· Assess need and options for food and distribution programming

· Focal point for Logistics (infrastructure and conditions) component of assessment 

· Support design of operations structure

· Start-up logistics (office, housing, transport, etc.) 

· Set-up of supply chain management (SCM) systems 

· Capacity building focus on SCM systems 

· Assessment team logistics (accommodation, transport, etc.) 

· Support start-up logistics (office, housing, transport, etc.) 

· Support set-up of supply chain management systems 

· Ensure logistics systems proposed consider gender implications and are appropriately designed to ensure the participation and protection of women.

6. Media and Information  

· Write assessment team updates and sitreps 

· Participate in appropriate coordination meetings to gather relevant information for the team and sitreps and gather relevant information from other sources to support the team and reporting

· Ensure fluid information flow between CARE Jordan and the assessment team in particular, as well as CEG and CARE Members.

· Ensure sufficient information flow to relevant CI entities (CO, RMU, CEG, COMWG)

· Produce and send appropriate information for CI communications requirements including human interest stories, talking points and supporting data

· Take photos of an adequate quality for media purposes and distribute to CARE members (documentation of humanitarian situation and CARE activities/response)
· Establish contact with international media representatives to increase CARE’s coverage in the press and draw attention to humanitarian advocacy issues

· Facilitate media requirements of CARE members including setting up interviews for CARE members and with representatives in the field, ensuring use of appropriate spokespersons within the team

· Respond to information requests from CARE members for information from the field

· Ensure spokespersons within the team are well briefed on talking points and confident in talking to the media

· Develop media component of recommendations in the assessment report/program strategy  

· Act as assessment team spokesperson for media (German language)

CARE Jordan will provide logistical support as required and within their means.  However, the team should be as self sufficient as possible. Additional program and program support staff are expected to be made available if requested by both COs. 
Reporting lines:  

The assessment team members are reporting to the Assessment Team Leader.

The Team Leader is reporting to the CI ERD or the designated CEG focal point. 

The Team Leader will also have a dotted reporting line to the CARE Jordan Country Director. 

Principles of a CARE response:
The following principles will guide CARE’s response:

1. Driven by humanitarian considerations: CARE should base all actions primarily on humanitarian considerations. Donor, media or national member interests should be seriously considered but not drive or seriously shape CARE’s response. 

2. Protecting the safety of staff and partners: Lebanon currently is a dangerous war zone. Assessment, plans and operations in Lebanon to respond to the current crisis should factor in safety and security considerations from the outset. 

3. High standards of program response: CARE’s program response should adhere to SPHERE standards, humanitarian principles, and be based on sound policy analysis. Benefits-harms analysis should be incorporated into programs to ensure that programs are well thought out and any unintended harms are minimized. CARE should engage appropriately in advocacy for the needs of the Indonesian people. CARE operation should be oriented on the CI Humanitarian benchmarks. 

4. Solid support foundation: CAREs program support foundation is a crucial requirement to function effectively, accountable and safe under the difficult circumstances in Lebanon. 

5. Collaboration: CARE should aim to work with others in all aspects of its response in: (a) With the local people, CARE should use participatory approaches, involve Lebanese stakeholders, and aim to strengthen capacity; (b) CARE should aim to collaborate, coordinate with and learn from other humanitarian agencies; and (c) internally, CARE Members and offices should work together and jointly contribute to a collective response. 

Timing:

The assessment will commence approximately on 02 August 2006, with most staff arriving earlier in Jordan for preparations.  The team is expected to remain the field for approximately 10 days and in case of start-up operations some staff will potentially stay until longer term personnel are deployed to take over operations.

Report:

The report should constitute clearly prioritized response options, with a 30 day operational plan for the recommended course of action and be submitted to the CI Emergency Response Director and to the CD of CARE Jordan within 9 days of deploying to the field.    

The report should contain: 

1. Executive summary

2. Overview of needs assessment and analysis of the current humanitarian situation, including operating environment and particularly security considerations;

3. Information on government response, UN agencies, donors, INGOs and LNGOs; Military 

4. Proposed program, including goal, objectives and overall strategy;

5. Details on Key activities;

6. Details on program support requirements and other logistics and resource requirements;

7. Staffing schedule, incl. suggested structure (i.e. organogram) 

8. Overview on explored funding options

9. Budget outline; and  

10. Key contacts

Primary Contacts in Region:
To be provided by CARE Jordan   
� BBC News 27th July 2005


� 27th July 9 soldiers reported killed in one day in Bin Jbeil fighting


� Note some Christian and Druze communities also live in these areas


� See UNDP Poverty report 2004 which rated these as the poorest communities in Lebanon


� See DRC report 2005 on Unregistered Refugees; and The Gatherings report





