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MISSION STATEMENT

ICVA – An Advocacy Alliance for Humanitarian Action

The International Council of Voluntary Agencies (ICVA) is a non-profit global association of non-governmental organisations that works as a collective body, to promote, and advocate for, human rights and a humanitarian perspective in global debates and responses. The heart of the ICVA mission is to support NGOs to protect and assist people in need, to address the causes of their plight, and to act as a channel for translating patterns and trends into advocacy.

ICVA seeks to strengthen NGOs as part of civil society, through the relationships among member organisations from around the world. It facilitates the sharing and creative use of practical experience and strategies to promote and protect human rights, including those of refugees and displaced peoples, and to provide humanitarian assistance from the perspective of justice and sustainable development. ICVA fosters partnerships among agencies for the sharing and dissemination of information to attain consensus among member agencies on prioritised issues in order to effect change, particularly at the international level.

ICVA advocates vis-à-vis governments and international agencies for a strong NGO role in efforts to secure human rights, prevent conflicts, prepare for disasters, and improve humanitarian responses to distressed populations. Through its cooperative and catalytic nature, it gathers and exchanges information and raises awareness on the most vital matters of humanitarian concern before policy-making bodies.

ICVA has been in existence since 1962. It works to secure the commitment of the world community to address injustice, ensure dignity and rights, and promote international strategies that attend to human needs. Today’s NGO members are strengthened in their missions to provide global assistance through the power and persuasion of the ICVA alliance. Tomorrow’s members will continue to enrich the network with experience and opinion and will strengthen the impact of this alliance in bringing about a just world.
Executive Summary

ICVA’s name and experience in humanitarian policy and advocacy provides it with a unique opportunity for both agenda setting and for providing leadership. ICVA can help to ensure that humanitarian principles and standards underpin field practices and, conversely, that these practices inform policy setting. Given its broad membership and its engagement with the wider humanitarian community, ICVA can further contribute to this goal by strengthening coordination and collaboration among the membership at regional and country levels. 
For many years, ICVA has been engaged in following the UN-led humanitarian reform agenda, but it is clear that there are greater reforms still needed in the humanitarian community. There is a need to fundamentally shift the approach to humanitarian action so as to ensure the true involvement of local and national NGOs in response. NGOs – and ICVA, in particular – must become more proactive in setting the humanitarian agenda, instead of following it and ICVA has a leadership role to play in this regard.
While the focus on humanitarian policy will continue, ICVA will also help member agencies to collaborate better in other areas of common interest, including mutual learning, knowledge sharing, and developing relations with actors outside of the humanitarian community. The support to (southern-based) NGO networks is essential for ensuring that the humanitarian world is truly global, as well as helping these NGOs to assume stronger positions and lead roles in disaster prevention and humanitarian response. ICVA’s support to members at the regional and country levels will also widen through the deployment of NGO coordination/liaison officers when appropriate. Within this framework of strengthened support, ICVA will provide more prominent leadership by effectively bringing members together around issues of common concern. Among others, issues of concern can be found in future humanitarian challenges that stem from phenomena such as climate change, scarcity of (natural) resources, and continued and increased population movements that the entire humanitarian sector must face. 

No single organisation can address all of the humanitarian needs and challenges: collaboration for humanitarian organisations is not an option, but a necessity. Collaboration, therefore, is a major theme in this Strategic Plan. In its leading role on collaboration, ICVA will make use of the great diversity in the membership, as different agencies have different approaches and will each be able to meet different aspects of humanitarian challenges and needs. Increased collaboration among ICVA members will also provide the network with a greater sense of coherence and enhance its credibility not just in Geneva, but outside in places where humanitarian work is even more relevant. The added strength that ICVA can bring to collaboration also particularly lies in its ability to bridge the gap between local/national NGOs and international NGOs, particularly in emergency responses.
ICVA believes that this Strategic Plan will contribute to much-needed changes in the humanitarian community that are lasting and effective in achieving better humanitarian outcomes.
Introduction

This Strategic Plan lays out the broad direction for ICVA over a three year period and has been developed on the basis of several contributing factors. One of ICVA’s main activities in 2008 has been a joint project with the Humanitarian Futures Programme (HFP) to examine the future of collaboration. ICVA believes that the importance of collaboration will increase in order to address new and more complex humanitarian challenges effectively. The findings and outcomes of this futures project, so far, have significantly contributed to the development of this Plan. In addition, it has also benefitted from member feedback on the previous Strategic Plan (2006-2008); from discussions that took place in the ICVA Executive Committee (EXCOM), largely devoted to priorities for the next three years and related strategic questions; from debates in the General Assembly; and is based around the Secretariat’s thinking, which is founded on continual interaction with the membership and others.

In a network as broad and diverse as ICVA, setting strategic objectives is not an easy task given the various views and expectations of ICVA. This plan, however, will provide member agencies with a common sense of direction, and objectives for the network. It consolidates a number of priority issues that were indentified by members as key for ICVA. The entire ICVA network, i.e. the membership, Executive Committee, and Secretariat, will be equally responsible for implementing this Strategic Plan and realising its objectives. 

Before outlining the five strategic objectives, this Plan lays out the context for its new direction. It includes a “Statement of Principles,” which elaborates the basic tenets for the ICVA network around its focus, commitments, and direction. A section on “Our Changing Context” describes our working environment and the parameters in which ICVA and its members operate, and what (immediate) challenges confront them. It is also constructive, when working on (new) strategic objectives, to briefly examine the past (“Achievements and the Point of Departure”) to clarify fully from where ICVA has come. Following the five strategic objectives, a final section on “Implementation and Outcomes” explains some measures for ensuring that these objectives are implemented. It also refers to the outcomes and impact that ICVA aims to achieve in undertaking this plan.

Finally, it is important that this plan be read in conjunction with the Annual Plans that will further elaborate the specific activities (along with indicators of success) that will contribute to the achievement of this plan.
I. ICVA’s Statement of Principles 
Underpinning this Strategic Plan

ICVA’s mission statement describes, in broad terms, a number of principles and objectives that set the direction for the network. Collaboration among NGOs on humanitarian issues is central to this mission. Following are several key aspects that further explain what ICVA is and what it does. 

Humanitarian Focus

Since its re-birth in the late ’90s, ICVA has had a humanitarian focus. While there is no uniform interpretation of the term “humanitarian” in terms of its scope or definition, the objective of humanitarian action, i.e. to save lives, alleviate suffering, and restore human dignity, is what brings the ICVA membership together and creates a common language. ICVA recognises that humanitarian work nowadays is comprised of many forms of action: disaster preparedness, protection, and advocacy activities, to name but a few examples, which have complemented the traditional forms of response to large-scale human suffering caused by natural and man-made disasters. As a network, ICVA is concerned with humanitarian action, while recognising that member agencies, in their own right, may have broader or additional objectives that relate to the eradication of poverty, peace and reconciliation, or social justice.

The ICVA Network
The ICVA network is comprised of the membership, the Executive Committee (EXCOM) and its officers, and the Secretariat. The membership includes a wide variety of NGO families, federations, networks, and individual organisations – each being active on a range of issues and each headquartered around the world. These member organisations have different expectations for their membership in ICVA. One of the central aims of this Strategic Plan is to get members onto the same page when it comes to the network in which they are all involved. The Secretariat is responsible for the daily representation of this network. Representing a membership as large and diverse as that of ICVA is no small task, but the Secretariat is expected to perform this function as it has institutional knowledge and an overview of the thinking and views of member organisations based on daily interaction and information-sharing within the network. Role descriptions have been established for those EXCOM officers or member agency representatives that wish to represent the broader network in various forums.

Collaboration is Key to ICVA and to Achieving Results

Member agencies working together and working with the Secretariat are key element to ICVA’s effective functioning. The ICVA network is, in fact, based on the premise that if member agencies collaborate better, populations affected by disaster will be better served. In this sense, collaboration is not an option, but a necessity if we are to meet all humanitarian needs. Collaboration, however, is not an end in itself and the attempts to coordinate and collaborate should be constantly weighed against the efforts and time invested in building relations. Collaboration is likely to be most worthwhile if it is based on the complementarity of roles and mandates of a diverse ICVA membership. Diversity in this context is not a constraint, but an opportunity for covering the broad spectrum of humanitarian needs and responses. Traditionally, the ICVA network has focused on collaboration in the areas of policy and advocacy. In the future, however, ICVA intends to also collaborate in other areas of members’ interest, including learning and knowledge sharing. ICVA also aims to use its convening power to broker relationships and collaboration with actors who traditionally work outside the humanitarian domain (e.g. scientists or corporate actors), but whose activities may have a beneficial impact on serving humanitarian goals. The Principles of Partnership, defined by the Global Humanitarian Platform in 2007, will guide ICVA’s work on collaboration and partnerships, as well as providing benchmarks for measuring ICVA’s success in this area.

ICVA’s Membership Commitments
With membership in ICVA, it is understood that member organisations have made a commitment to fully engage in the network. Primarily, these commitments entail the responsibility to share information, provide views and/or participate in policy dialogues, and to pay membership dues. Great opportunities for dialogue among members on policy issues will be created through specific issue working groups, when a need is identified. Other responsibilities that come with ICVA membership include committing to abide by, and practice using, widely-accepted quality and accountability instruments. ICVA pursues a voluntary approach to quality and accountability, which implies that member agencies are expected to demonstrate and report on (in their own publications), their adherence to a series of such instruments. ICVA, and particularly the EXCOM, will help members identify the various quality and accountability tools available to help them further their individual agency use of such tools. It is anticipated that, in the future, member agencies will also need to demonstrate their commitment to collaborate with each other, for example, in terms of mutual learning processes and the sharing of knowledge, as part of their (annual) reporting both to ICVA and their constituencies. Another responsibility of member agencies is to ensure that their organisations are kept informed of ICVA’s activities in order to promote engagement with ICVA and the broader humanitarian community, beyond the single traditional focal point that many agencies have designated for engaging in ICVA. In addition, members should ensure that internal induction briefings and trainings include information about ICVA, its services, and the way they can use ICVA for advocacy purposes.
ICVA as a Catalyst for Change

There is little doubt that the humanitarian sector is bound by the moral imperative to improve its performance – not only in terms of the quality and effectiveness of humanitarian aid, but also in terms of the ways in which the system is structured. Enhancing performance, therefore, requires a continuous process of change. In the past several years, the ICVA Secretariat has not hesitated, at times, to take bold positions, provoke debate, and push for changes in the sector. Vested interests and institutional frameworks, however, may stand in the way of more fundamental types of change. Given this context, there is a growing realisation that ICVA has an essential role to play as a catalyst for change by providing leadership and suggesting new groundbreaking initiatives and innovation.

Strategic Objectives to Build Upon
The five strategic objectives formulated in this three-year Plan are inextricably linked and interdependent. They are mutually reinforcing and must be approached and implemented simultaneously rather than sequentially. If done at the regional level together with ICVA members and/or other NGOs networks, the activities to implement the first, fourth, and fifth strategic objectives will also automatically imply implementation of the second and third strategic objectives. Most of the objectives are for longer than a three year time period, but they will be further elaborated and refined during the next three years and will also require follow-up afterwards. 

The Strategic Plan should be read in conjunction with the Annual Plans to be developed each year. In these plans, activities (matched with indicators of success) will be elaborated in order to achieve (or contribute to the achievement of) the five strategic objectives contained in this three year plan.
II.
Our Changing Context

The landscape of humanitarian action is changing. Shrinking humanitarian space in an increased number of countries, insecurity for national and international humanitarian personnel, and a potential decline in financial resources as a consequence of the recession of the world economy are among the contemporary challenges for humanitarian agencies. For ICVA, these changes are an important reason for considering new priorities and directions in terms of advocacy, membership, and issues to cover.

Humanitarian Challenges

While new issues for humanitarian action constantly emerge, several deeper challenges remain insufficiently addressed. ICVA is aware of the inconsistent system-wide performance in the humanitarian sector. Questions on impact remain very difficult to answer. In spite of the UN-led humanitarian reform, a number of perennial issues remain, in terms of how the international community builds upon local and national capacities; how much of a response is dependent on people and personalities; and, on how pre-fabricated bureaucratic coordination structures too often dictate and straightjacket the response to humanitarian needs. These are challenges that have long plagued the humanitarian community and, in order to address them, longer-term strategies for change will have to be put in place.

Changing Landscape

The ‘traditional’ humanitarian organisations, i.e. UN agencies, the Red Cross/Red Crescent Movement, and NGOs, are seeing new actors entering the field: regional (political) organisations, private contractors, military forces, etc. have also become active in responding to humanitarian crises. Humanitarian agencies are concerned that at least a number of these new actors are using a humanitarian cover for what, in fact, are activities driven by financial or political motives. The blurring of lines or identities is of serious concern to ICVA.
There are also changes within the NGO community. NGOs from emerging economies are becoming operational in locations beyond their national borders. Other NGOs are demonstrating entrepreneurial or highly pragmatic behaviour in terms of working with military forces. A number of these NGOs are not part of NGO networks like ICVA, and/or do not (yet) participate in the policy dialogues and debates on quality and accountability in the sector. Yet, as there is interdependence in humanitarian response, the practices of these NGOs need to be taken into account when promoting and developing a stronger NGO community that has a reputation for its quality and coherence.

One of the most striking and widely-agreed changes affecting humanitarian action is the shrinking of humanitarian space. Humanitarian space is usually defined as the freedom of agencies to operate independently and to carry out needs assessments, operations, and evaluations without (political) interference. In particular, in countries such as Afghanistan and Iraq, the perception and acceptance of humanitarian organisations and their work has changed and humanitarian action has become viewed as part of Western efforts of state-building. This perception has been fuelled by new approaches from the UN, NATO, or governments, which follow an ‘integrated,’ ‘comprehensive,’ or ‘whole of government’ approach, which are different terms for what is largely the same concept: a structure that merges different fields of activity (humanitarian, development, human rights, peace and reconciliation, rule of law, good governance, etc.) within one operation. Increased insecurity for all humanitarian staff, nationals and expatriates, is one aspect of this shrinking of humanitarian space and humanitarian agencies now have to constantly rethink the way they are perceived, as well as their modes of action.
At the same time, the donor landscape is changing with new, less multilaterally-oriented donor countries entering the market. In some situations, the major flow of aid has fundamentally changed and now includes remittances from Diaspora populations or from migrant workers. The 2008 financial crisis and global economic slow-down may also induce significant changes in terms of donor spending on aid and reduce resources available to NGOs. Change in the humanitarian system as a result of lesser, or altered, financial resources is more likely than ever.

In 2008, significant time and attention was devoted by ICVA to thinking about future threats and new dimensions to humanitarian challenges.
 ICVA holds the view that the complexity and occurrence of natural and man-made crises will increase and intensify under the influence of climate change, scarcity of (natural) resources, and population movements. Natural and man-made disasters may also (further) converge in terms of underlying causes and complexity creating new vulnerable populations in urban areas, such as mega-cities that have not traditionally been the focus of humanitarian organisations. Clearly, the increased complexities of crises offer both challenges and opportunities for ICVA.

Companions and Competitors
ICVA is aware that the world of networks and approaches to collaboration are rapidly changing too. Traditionally, ICVA has been in close contact with its fellow NGO networks: InterAction, the Steering Committee for Humanitarian Response (SCHR), and Brussels-based VOICE. Other networks in which ICVA has actively participated include ALNAP and Sphere. We have seen the emergence of new (humanitarian) networks, such as the Kofi Annan-led Global Humanitarian Forum-Geneva, the Islamic Relief-initiated Humanitarian Forum, or the Canada-based NGO network on refugee rights. More importantly perhaps, in the context of collaboration, is the opportunity to make use of web-based networks, such as LinkedIn or Facebook. These, or a similar type of network especially for the humanitarian world, might have a significant potential for impact. Staff of humanitarian organisations will interact and collaborate in much more open, informal, and less static ways than before. Open-source initiatives and web-based advocacy campaigns, for example, will soon be the rule, instead of the exception.

One of the main challenges for the sector, however, lies in its willingness (or hesitation) to reach out beyond traditional institutional boundaries in seeking the kinds of expertise, skills, and capacities that are usually not available within the sector to meet increased humanitarian needs.

III.
Achievements and Point of Departure

Recognition of ICVA and its Position
ICVA’s comparative advantage lies in the diversity of its member agencies, which range from small individual (national) NGOs working in remote areas of developing countries to large international NGO federations with a global reach. Such a diverse membership enables ICVA, as a platform, to envelop a wide variety of approaches to, and perspectives on, humanitarian action. 

In the past few years, ICVA has received wide recognition for the quality of its policy and advocacy work at the international level. In spite of general questions about how to measure the impact of policy and advocacy work, the ICVA Secretariat has been praised for its high quality analytical (policy) work in quickly digesting significant amounts of information, alerting member organisations to new policy developments, and consolidating their views on relevant issues of common concern. In fact, many – inside and outside the membership – see and use ICVA as a key portal to essential information concerning humanitarian action.

Where Are We Now?
The ICVA Secretariat is also highly valued for its role in representation of the network. ICVA’s name and credibility continues to provide it with access to the senior levels of humanitarian organisations and governments. Being one of the main hubs for humanitarian coordination, ICVA is well-placed in Geneva as an interlocutor for all who want to engage or have a role in humanitarian policy and decision-making. In fact, ICVA’s Geneva base gives it a voice in key forums, such as the IASC, and allows it the opportunity to influence or even set the humanitarian agenda. 

In this context, however, it is generally felt that ICVA has been too reactive in following the humanitarian agenda rather than setting it. This reactive approach has been witnessed particularly in the context of the UN-led humanitarian reform process in which ICVA has been heavily engaged. One project, undertaken by a consortium of six member agencies and the ICVA Secretariat, will counter that problem and aims to look at the role and contribution of NGOs in the context of humanitarian reform. The outcomes will be an appropriate step towards ensuring that NGOs have the tools and understanding to become more proactive in this respect. 

While ICVA’s policy-orientation has been widely appreciated, a number of member agencies also wish to see ICVA provide other functions and services that add value to their work. These relate to areas of knowledge sharing and organisational learning. Likewise, it is felt that ICVA’s pivotal position among humanitarian NGOs should provide it with convening power. ICVA could, therefore, use its position and develop a brokering function, which might bring together different and distinct organisations and individuals, including those that traditionally have not been part of the humanitarian discourse. In this context, ICVA could provide leadership and be a catalyst for change in the sector.

In all these current and new areas of activity, collaboration among member agencies and with those beyond the membership who are relevant to humanitarian action, is a key part of meeting ICVA’s future objectives. Clearly, much of this collaboration has taken place since the first days of humanitarian action. What is new, however, is that this, and new forms of, collaboration happens in a more structured and strategic way, i.e. in the framework of ICVA. 

In recognising the importance of collaboration, ICVA has a unique opportunity to provide leadership and lead change in the approaches to collaboration among ICVA members, as well as in working with other actors. In leading on collaboration, ICVA should also utilise the diversity of the member agencies, as different agencies will have different approaches and will be able to meet different aspects of humanitarian challenges and needs. This potential complementarity among the ICVA membership implies that collaboration could be beneficial to all parties, provided that they have a clear understanding of what they can offer and are clear in their expectations of what others can bring to the network.

This Strategic Plan will be implemented on the basis of the current size of the Secretariat, which will have a primary role in achieving the first objective concerning humanitarian policy and advocacy. In realising the other objectives, the Secretariat will play a role more of facilitation and support. To clarify a little further, it is expected that new activities undertaken to implement Objectives two to five will be resourced and supported by members, in addition to their membership dues, as well as through donor grants for specific projects. 

IV.
Strategic Objectives

Strategic Objective 1: ICVA will be more strategic and proactive in humanitarian policy and advocacy
Rationale

ICVA’s current credibility and recognition rests with its policy orientation. The core function of the Secretariat, therefore, will remain to provide the membership, broader humanitarian community, and other interested stakeholders with analyses and positions in policy-making forums and bodies for inter-agency coordination. Skills and competencies of ICVA Secretariat staff, therefore, will also be focused on analysis, writing, and presentation. 

The last three years (2006-2008) have seen UN-led humanitarian reform discussions dominate ICVA’s agenda. As a result, humanitarian policy and advocacy as undertaken by NGOs has been reactive, instead of proactive and strategic. The time has come for ICVA to be more proactive, particularly in terms of pushing for changes for improvement in the broader humanitarian system – both in terms of the delivery of aid and the structure of the system. It is felt that ICVA is now in a position with its members to determine a number of strategic policy issues of common concern to NGOs and to bring these to the table of the inter-agency bodies concerned with humanitarian policy and coordination.

Action

The ICVA Secretariat will work with member agencies, including those that have traditionally been only remotely interested in international humanitarian policy-making – because they did not see the direct relevance to their work – to identify issues on which the ICVA network could play a leading role in policy and advocacy. The ICVA Secretariat will undertake at least one annual exercise with members to develop a list of potential issues for collective policy and advocacy work and/or to coordinate advocacy activities with member agencies. ICVA’s advocacy work, for example through Talk Back, will continue to be bold and provocative when deemed necessary and avoiding the lowest common denominator. The Inter-Agency Standing Committee (IASC), Global Humanitarian Platform, Good Humanitarian Donorship process, UNHCR’s Executive Committee, and similar mechanisms will continue to be the primary focus of ICVA’s policy and advocacy work. In line with ICVA’s humanitarian focus, topics for policy and advocacy work will stay within the areas of humanitarian space and principles; coordination, inter-agency relations, and partnerships; humanitarian reform and humanitarian financing; protection and human rights; forced displacement and categories of people that fall within UNHCR’s mandate; quality and accountability; and staff security and the relationships with military forces active in humanitarian response. These issues are of common interest to the membership.

Projects that ICVA is carrying out with member agencies at the field level (for example, the NGO and humanitarian reform project that will look at the impact of the humanitarian reform process on beneficiaries and NGO participation in field-based coordination mechanisms), will enable ICVA to make suggestions as to how to improve coordination and collaboration at the field level. Similarly, ICVA’s work on humanitarian principles and participation in discussions on humanitarian space at the international and regional levels will continue to provide input for advocacy with governments, militaries, and other political players. In this debate, NGOs too, need to reflect on their humanitarian identity as they often carry out other activities at the same time.

Results and Outputs
NGOs will see increased relevance and value in engaging with humanitarian coordination and policy-making bodies, which so far have often been ignored as they do not take into account issues of concern to NGOs. Policy-making and coordination will also be more informed by field realities and less dominated by UN frameworks and priorities that are often focused on process, instead of substance. In this regard, the gap between policy forums at the international level and field-based practice should also be narrowed. Another result will be increased demand for accountability by UN agencies and governments in terms of ensuring that their policies and decisions have been informed by a ‘reality-check.’

Concretely, ICVA will:


· Identify issues for NGO humanitarian advocacy that will inform and set the international humanitarian agenda;

· Produce Talk Back as a mechanism to provoke debate and influence opinions and policy;

· Continue participating in the IASC, but engage in it in a more strategic manner, i.e. introduce and present agenda items through member agencies;

· Work on humanitarian space issues, including emphasising the need for humanitarian NGOs, in particular ICVA members, to strengthen the use of humanitarian principles; and
· Continue to provide a platform for member agencies and others for dialogue on humanitarian policy and other issues of common concern.


Strategic Objective 2: ICVA will support network to network collaboration
Rationale

There is no lack of NGO networks. Stimulated and facilitated by web-based applications, communications and interaction among the members, these networks have become a feature of everyday life. In this context, ICVA will prioritise those networks that have their basis in developing countries, as they often lack sufficient resources, support, and contact with international bodies and governments. In close cooperation with two other respected networks (ALNAP and People in Aid), ICVA started developing a “Network to Network Learning Project” to increase collaboration with southern-based NGO networks to enable their members to participate in international meetings and forums. It is hoped that by increasing the interaction with these networks, new representatives of ‘southern’ NGOs will engage in humanitarian policy and coordination meetings. The project also serves the objective of increasing collaboration between the two partner networks. In particular with ALNAP, the ICVA Secretariat sees great potential for coordinating activities in order to mutually reinforce each other’s work to improve performance in the sector.

Action

ICVA will devote specific time and attention to working with southern-based networks and ensure that members of these networks participate in international meetings and forums by supporting their travel and accommodation costs. It is also expected that these representatives will provide feedback to their peers in the network. This activity is part of a broader approach aimed at strengthening and connecting with southern network capacity. ICVA will continue working with ALNAP and People in Aid to develop that broader, more comprehensive approach. Linkages with other NGO networks, such as Sphere, HAP-International, the Islamic Relief-led Humanitarian Forum, etc. will also be maintained and, where relevant, augmented.

Results and Outputs 

An increased number of southern NGO representatives will be involved in international humanitarian meetings and coordination mechanisms and, in turn, will inform these forums of their views and realities. Other members of these networks will also be able to access the networks’ input and feedback mechanisms. The international exposure of southern members will also help the growth and development of these networks. The result of this exposure will be an increased and sustained North-South dialogue and strengthened involvement of southern agencies in humanitarian discourse.

Concretely, ICVA will:


· Work with ALNAP and People in Aid, and other networks as relevant, in ensuring the participation of southern NGO representatives in humanitarian policy meetings;

· Stimulate mutual learning and knowledge sharing by asking the representatives who participate in international forums to consolidate input from their regions, as well as to provide feedback on the meetings’ outcomes; and
· Further strengthen southern networks by identifying opportunities for mutual engagement and collaboration.

Strategic Objective 3: ICVA will become more relevant at regional and country levels
Rationale
It has been recognised that collaboration among ICVA member agencies is critical to ICVA’s efforts and effectiveness. Equally important is the understanding that this collaboration should not only take place in Geneva and member organisations have expressed the hope of working together, as ICVA members, at the regional and country levels. This regional and national collaboration will connect ICVA into a truly global network. By having members meet and work together in regions and countries, it is expected that the range of services generated with ICVA membership will broaden. Mutual learning and skills-sharing will, for example, add value to the work of all member agencies, large and small. In addition, such interactions will help to reducing the gap between humanitarian policy and practice through the exchange of experiences, as well as providing more field-based reality checks to policy being developed.
One successful attempt at facilitating member agencies working together was seen when an NGO liaison officer was put in place in the response to Myanmar’s cyclone Nargis in 2008. The role and responsibilities of the liaison officer, in the areas of NGO coordination and representation, could be used as one model in other crises. ICVA has the unique ability to bridge the gap between local and international NGOs in an emergency response. This strength could be harnessed not only in emergency situations, but also in pre- and post-disaster situations. 

Other opportunities for bringing NGOs together, within the framework of ICVA membership, will be created by the organisation of regional learning events on humanitarian principles by the Secretariat. Participating member agencies will be asked to feedback on what they have learnt and hold discussions with peers in their own countries after these workshops. Groups of ICVA member agencies in regional hubs and at the country level will also have the opportunity to reflect on issues of common concern, such as changes to the humanitarian landscape (see further under Strategic Objective five), or on issues related to humanitarian space and principles. Informal ICVA groupings at the regional or national level will also better prepare the ground to meet and work with actors who have traditionally worked outside the humanitarian domain.

Action
Member agencies will begin initiatives at the regional and country levels to work together under the ICVA umbrella. These groupings should focus on issues of common concern that have a particular relevance in each regional context. Organisational learning and knowledge sharing should be given particular importance during these regional groupings. The ICVA Secretariat will also initiate events and meetings, including those on humanitarian principles, which will bring together ICVA members on a regional level. Specific attention will be given to facilitating and strengthening NGO coordination in new, large-scale emergencies where there is a need for such an ICVA role. With regards to NGO coordination in new emergencies, the ICVA Secretariat will also seek collaboration with other networks, such as Sphere and HAP, which may also decide to have field deployments. In addition, in places where members feel that ICVA could add value to the ongoing humanitarian response, ICVA will engage when ICVA members clearly commit to supporting better coordination and champion it.
Results and Outcomes
Collaboration among ICVA members at the regional and national levels will bring increased solidarity, mutual support, and cohesion among ICVA member agencies, and, thus, encourage a stronger membership that is less divided and better prepared in meeting tomorrow’s challenges. New, sudden onset crises will benefit from strengthened NGO coordination. Together, these increased levels of collaboration will improve and strengthen humanitarian response and, therefore, improve humanitarian outcomes.

Concretely, ICVA will:


· Promote and facilitate efforts to create networks of ICVA member agencies at the regional or national levels;

· Hold regional events, such as workshops on humanitarian principles; and
· Support NGO coordination in new emergencies and deploy an NGO liaison officer when appropriate, as well as support NGO coordination in other humanitarian responses where members are committed to such a mechanism.
· Develop a pool/roster of candidates who could be deployed as NGO liaison officers.

Strategic Objective 4: ICVA will contribute to improving humanitarian leadership and promoting change in the humanitarian community
Rationale
The lack of leadership has been widely viewed as one of the biggest and most frequent bottlenecks in coordinating humanitarian response operations and, hence, effective humanitarian outcomes. In a voluntary sector such as the humanitarian one, leadership also comes with moral authority in terms of needing appropriate ideas, initiatives, and strategies; clarity and transparency on objectives and agendas; and the capacity to build bridges and be inclusive while not making meaningless compromises. 
Given ICVA’s role in the humanitarian community, ICVA believes that it can play a role in providing leadership in terms of bringing in ideas, starting groundbreaking new initiatives for change in the sector, and setting the humanitarian agenda with, and on behalf of, the membership. Too often, ICVA sees NGOs – including many members – working in isolation and/or not having an interest in seeing the bigger picture. Effective leadership will bring organisations together. With regards to operational situations, it is generally recognised that the quality of coordination and collaboration too often depends on people and personalities. ICVA’s advocacy on strengthening the Humanitarian Coordinator (HC) position, which is one of the major components of the UN-led humanitarian reform process, has been regarded as relevant and appropriate. Yet, this pillar has also been the most difficult and politicised in terms of making real progress. However, the humanitarian community is in urgent need of a system-wide strategy to build up a cadre of people who can be candidates for the IASC pool for humanitarian leadership.

Action
ICVA will work to suggest new strategic ideas and initiatives that will create change and move the humanitarian sector forward, where possible in close consultation with other networks such as ALNAP. In terms of its advocacy agenda, ICVA will select topics on which, given its large and wide variety of members, ICVA can make a difference. At the same time, ICVA will also continue to advocate for strong and effective humanitarian leadership, for both managing and coordinating humanitarian response, and for competent Humanitarian Coordinators. ICVA will promote the idea of developing and growing humanitarian leadership within member organisations, by providing information around various opportunities, and by advocating, where possible with other networks, for a system-wide strategy for developing and grooming such a cadre of people. Such a strategy should also look at staff development, training, and education facilities outside the humanitarian sector, including, for example, business schools.

Results and Outputs
ICVA’s leadership in suggesting new and strategic issues for the network will help to create the much-needed change in the sector and make it more strategically oriented. It will also help in bringing member agencies closer around issues of common interest and make the membership focus more on strategic and bigger picture issues, with the overall aim of better serving populations in need. In promoting a cadre of potential leaders, the sector will have a pool of dedicated staff, who are able to manage and lead humanitarian coordination mechanisms with the specific capabilities needed.
Concretely, ICVA will:


· Work with the broader humanitarian community to develop an “Agenda for Change” that will address the areas requiring change in humanitarian response, including the need for more principled approaches; more accountability, in particular towards disaster-affected populations; better leadership and coordination; strengthened partnerships; and a stronger, and leading, role for organisations based in the affected countries.

· Work with member agencies to promote the development of a system-wide strategy for humanitarian leadership, including a cadre of people who can take on coordination roles in future crises;

· Work with academia and other institutions to ensure that there is sufficient opportunity for training and education, including in the developing world; and
· Develop, where possible with other networks, a wider project on humanitarian leadership and find financial resources or other opportunities for staff development.


Strategic Objective 5: ICVA will prepare for future humanitarian challenges 
Rationale
As highlighted by the project undertaken by ICVA-HFP to examine collaboration, new forms and approaches to collaboration will be vital for dealing with the anticipated humanitarian crises of the future. ICVA, more than most, has the structure and international reputation to be a catalyst for promoting and facilitating the sorts of joint activities that will be needed. A combination of the impacts of climate change, a changing landscape for humanitarian organisations, and other geo-political and social developments will create challenges in the form of increased vulnerability among marginalised groups and populations. The ICVA-HFP project advocates for major changes in the way humanitarian organisations do their work. Collaboration among humanitarian organisations, and with other actors, should be dramatically stepped up if we are to meet the future complexities of new disasters and resulting human suffering. In the coming three years, ICVA’s work on humanitarian futures will be placed in the context of disaster risk reduction and strengthened capacities for disaster preparedness and planning.
Action
In order to determine what existing collaborative networks/efforts there are, an initial mapping will be undertaken at the national, regional, and international levels. The mapping will also look at how these structures address preparedness and will allow ICVA to determine whether to support existing structures or whether new collaborative structures are necessary to prepare for future humanitarian challenges. In accordance with the ICVA-HFP project and together with HFP, a pilot regional simulation exercise will be conducted in the first year of this Strategic Plan to determine how such a simulation can promote better collaboration. Based on the results of the pilot simulation, policy guidance for enhanced collaboration on humanitarian futures may also be developed and shared with ICVA members and beyond. 

Results and Outputs
Thinking and preparing for future humanitarian challenges will help engender greater anticipatory capacities in humanitarian organisations. Through the mapping exercise and the pilot regional event, ICVA and its member agencies will be able to clarify what role ICVA should play in terms of promoting collaboration to meet future challenges. In addition, the various products from the ICVA-HFP project will help to make clear the importance of complementarity between various ICVA member agencies, which will allow each agency to bring its specific strengths to a situation.

Concretely, ICVA will:


· Map existing collaborative networks/efforts to see if they need more support or if new ones need to be created;

· Organise a pilot event at the regional level, including focus groups and simulation exercises on potential future scenarios, with ICVA member agencies; and
· Work with member agencies in further looking into future challenges and identify potential next steps for ICVA as a network.

V.
Implementation, Outcomes, and Impact

Monitoring Implementation of this Strategy
Responsibility for overseeing the implementation of this Strategic Plan lies with the Executive Committee, on behalf of the General Assembly. In this context, the EXCOM will work with the Secretariat using annual plans as a foundation from which to define the specific activities to help implement this Strategic Plan. These annual plans will also elaborate detailed activities, outputs, and outcomes. Each EXCOM session, therefore, should look to the Strategic Plan as the basis for monitoring the progress in each annual plan’s activities.

During the three-year period, members will also be asked, in a ‘light’ survey, about their views and experiences in contributing to the implementation of the strategic objectives.
Outcomes and Impact
As already noted, the five strategic objectives are inextricably linked. In line with their operational roles, NGOs must become more strategic and proactive at the policy level. Proactively setting the agenda will be helped by defining (strategic) themes and topics that are cutting-edge for the entire humanitarian sector, which in turn will contribute to providing leadership. At the same time, a more effective link between policy and practice can only be established by increased collaboration at regional and country levels in which all organisations, including those based in the same regions and countries have an equal opportunity to participate.

In terms of outcomes, ICVA will have consolidated its policy and advocacy role in Geneva much more clearly after this three-year period. In addition, it will also be in a position to add value to the work of member agencies at the regional and country levels. The added value generated by ICVA’s efforts to narrow the immense gap in humanitarian policy and practice will be additionally augmented by activities like mutual learning and knowledge sharing or convening meetings with non-traditional humanitarian players. 

These five strategic objectives, when implemented together, will contribute to a process of necessary change in the humanitarian community that is lasting and effective in achieving better humanitarian outcomes.

� HFP-ICVA project, The Future of Humanitarian Collaboration: An ICVA Perspective, 2008-2009. 
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