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Executive Summary

Introduction:

In August 2008, conflict broke in and around SoOsetia, involving the Georgian, South
Ossetian and Russian military, leading to bothrivdeand external displacement of large
numbers of people, including children. Althoughaege number of the civilians displaced by
the conflict remained within the Georgian territotigere were substantial number of people
who fled to the Russian Federation (North Ossetid heyond) to escape the fighting.
Humanitarian aid by UNICEF was provided from boithes. This evaluation, however, has
concentrated on the UNICEF response within Geonglzere over 80 per cent of
displacements occurred.

From the findings of the evaluation six aspectstaroncluded: (i) UNICEF, as the leading
international children’s agency with an ongoing €lepment programme in Georgia and
Russia, was quick to respond to the needs of th#icsaffected children and their families,
providing supplies to the most vulnerable withia first few days of the crisis. (i) There was
passion, professionalism, commitment and urgencyetpond at all levels of staff --
management, programme and administrative (natiomadl international). (iii) The
mechanisms, systems and tools were in place and dlieked together from Office of
Emergency Programmes in New York, Regional Officel &ountry office to respond
effectively. For example, UNICEF HQ and RO, workingandem with the CO, were able to
recruit and deploy a substantial team for the nespdairly rapidly including experienced
staff from the region. (iv) UNICEF was a team playethin the UN system and was
respected by other humanitarian organisation frleadership and policy dialogue with
authorities. (v) A complex crisis caused by intéior@al conflict requires sensitive handling
and making delicate strategic choices during theagament of the response and this report
points out the need for refinements and managir@anced response.

UNICEF Response:

In Georgia, working in concert with other humanaar agencies and the Government of
Georgia, UNICEF launched a substantial responsenget the immediate needs of the
affected communities. Among UNICEF’s initial conagrwere the displaced women and
children living without safe water, basic hygietems and access to sanitary facilities. As
IDPs began moving in thousands to the Georgiantalagfi Thilisi and other cities, UNICEF
delivered safe drinking water and other essentippbes, including emergency hygiene Kkits,
to over 13,000 people in IDP collective centres. past of the back-to-school campaign,
UNICEF distributed school-in-a-box and recreatiats kor all conflict-affected school-aged
children in Georgia. Another top priority duringetfirst days of the conflict was to identify
the most pressing needs of children and ensuretihaé needs got adequately addressed in
the appeals and joint needs assessment. Durirffggh®vo months of emergency operations,
UNICEF provided some US $ 3 million worth of suggliand services.
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In addition, as the organisation having designétad-role for water, sanitation and hygiene
(WASH) cluster as well as for cluster sub-groupshatrition, child protection and education,
UNICEF also provided leadership to the entire hutaaian community on these issues.

The UNICEF office in the country before the crismmprised a small team of about fifteen
people, with focus on development and policy issuHse Regional Office (RO) and
UNICEF HQ provided leadership, mobilised the suage rapidly put in place systems and
procedures to enable the small CO team to scaltsgperations in line with the CCC. All
the different units and departments in the RO dedHQ worked in tandem to enable the
small Georgia CO to scale up its capacity and laumeapid response. Overall, UNICEF's
response went well, led by the RO which declaredétvel three ‘global’ emergency.

The response had to deal with major challenges els lack of humanitarian access and
political nature of the crisis, including complexternational political ramifications of the
crisis, made the delivery of humanitarian respdngkly complicated.

Lessons and Recommendations:

Deployment, Cluster Leadership and Staff Capacity:
Summary Lesson
Over the past several years, UNICEF has develdpesiliige capacity for rapid response and
was able to deploy staff rapidly in Georgia throuigernal as well as external recruitments.
It needs to further invest in building regionalfstapacity as well as in ensuring that all staff
deployed in emergencies are well oriented on varioew tools and mechanisms for global
humanitarian response.

Recommendations
S.NO Recommendation Target
R9 UNICEF should now aim to mobilise self-directednmsawho need HQ

minimum induction and orientation and are able tecdme
operational within a few hours of arriving in copntThey should
be aware of IASC modalities, funding mechanismsgldfi
assessments, cluster approach and will be expeacteebrk with
minimum supervision.

R10 One specific area where UNICEF needs to develoertigp, apart HQ/EMOPS
from its cluster-focus, is on cash transfers te@f#d communities
which is becoming increasingly important as an @mecy
response tool in situations with functioning loosrkets.

R7 UNICEF needs tccontinueinvesing in enhancing staff capacit| RO
both national and international, by ensuring thahergency
response is mainstreamed within COs in the regemmd ensure
strategic human resource deployment in the regmmspart of
regional emergency preparedness. Annual regionatings of
sector focal points (as is the case for social cgplhealth and
education specialists for example) to further deperegional

! It is understood that EMOPS has recently come up wiidelines for cash programming which is nowngei
rolled out.
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thinking about csh benefits, cluster accountabilities, response
new areas such as WASH, funding mechanisms su€ER$ and
Flash appeals and to ensure that all focal poimsluding the
Representatives and Deputy Representatives) ateakegast of the
latest thinking on IHL and emergency response.

A%

R11 Globally UNICEF needs to have a pool of senior fstaith | HQ
technical as well as cluster-leadership skills iIASW¥, nutrition and
child protection who can be deployed in major erapaies.

Communication and Humanitarian Access:
Summary Lesson
Given UNICEF’s uniqgue mandate as the custodian lmfdQrights conventions, it has an
obligation to do the best in all its powers to Higiht issues of violations of CRC and
international humanitarian law as they affect algitdand women. Given the sensitivities of
such complex issues, this requires serious engageatethe senior management level of
UNICEF HQ in order to leverage support for any camination and advocacy for
humanitarian access.

Recommendation

S. NO Recommendation Target

R12 Streamline and rationalise approach to developarmgrounication HQ
messages focusing on child rights and humanitanieeds i
complex crises in line with the CRC and CCC, stoasnsure th
UNICEF retains its pre-eminent position as the ilegahild rights
organisation and an impartial and neutral humaaitaagency
Broad outline of messages targeted on specificessssuch a
conflict, natural disaster; displacement etc., ddu¢ preprepare
in advance and be issued with fast fine tuningpergic contexts.

Partnership, Beneficiary Participation and Accountaility to Beneficiaries:
Summary Lesson
UNICEF could significantly enhance the timelinessl apeed of its response if it develops
more strategic and programmatic relations withpastners, especially those with whom it
has long-established relationships. At the same,tits response could be more effective if
its response provided space for beneficiary padiddn and demonstrated greater
accountability to the affected communities.

Recommendations

S.NO Recommendation Target

R13 Move to programme financing from project financingelation to| HQ
long term partners.

R14 Successive evaluations have shown that beasfiparticipation HQ
and accountability to beneficiaries has remainedeak area for
UNICEF (as well as for other UN agencies), and keaglobal
strategy needs to be developed outlining practamdions and
standards that UNICEF will follow in all emergen®sponse.
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Recommendations for the Current Response in Georgia

Recommendations

S. NO Recommendation Target

R8 Develop framework agreements with suppliers of ddadh relieff RO (with
items in different regions, and pre-identity logist solutiong support from
(freight and transport) within the regions wherevwegional| Copenhagen)

capacity exists.

R1

UNICEF, as nutrition sub-group lead, to faciétguick gathering CO

of empirical evidences to make a case to donors GO for
complementary nutritional support to children frébP families
who will continue to live as IDPs for much longéxan initially
anticipated. At the same time, UNICEF may collab®msith WFP
which is already initiating a cash transfer systamd explore
developing the cash transfer as a viable mecharfi@mmthe
ongoing response.

R2

WASH programming needs to recognise that there ow @
second wave of displacement as people are beingednde
Government-built settlements, and there are maj&SW needs
that remain unmet which need significant investm@nthe same
time, continuing advocacy with the GOG needs tau$oon the
critical need to pay adequate attention to WASHaistructure in
settlements that are under construction.

CQ

R3

While continuing to focus on child poverty natigde through its
normal programming, UNICEF needs to conduct re$esmto the
child poverty and effect of social sector reform women and
children among IDPs and design appropriate intérwes for
medium- to long-term.

CO

R4

UNICEF'’s programming needs to take into accdl@tcontinuing
humanitarian needs. UNICEF needs to continue tpore$ and
advocate during the transition on the needs of woare children
until sustainable normality is restored for womem Zhildren to
acceptable levels in the settlements or placestofi.

CO

RS

Explore mainstreaming and scaling up psychosoc@mmme a
part of UNICEF's nationwide programme working webucation
authorities.

CO

R6

Strengthen the M & E system to be able to monitat follow up
on post-distribution of relief materials on an oimgpbasis.

CQ
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Section 1:

Introduction, Objectives and Methodology

1.1 Introduction:

In August 2008, conflict broke in and around SoOsetia, involving the Georgian, South
Ossetian and Russian military, leading to bothrirdeand external displacement of large
numbers of people, including children. UNICEF, &g feading international children’s
agency with an ongoing development programme inr@aoand Russia, was quick to
respond to the needs of the conflict-affected caiidand their families, providing supplies to
the most vulnerable within the first few days o trisis. Because of the sudden nature of the
conflict, many of those who were displaced and ¢hieeturning to their towns and villages
required essential, life-saving support.

UNICEF launched a substantial response in condéntather humanitarian agencies to meet
the immediate needs of the affected communitiesaddition, as the organisation having
designated lead-role for water, sanitation and dnygi(WASH) cluster as well as for cluster
sub-groups on nutrition, child protection and ediaca UNICEF also provided leadership to
the entire humanitarian community on these issudss real time evaluation was
commissioned by UNICEF’s evaluation departmentdnstiltation with the Regional Offite
and Country Office to assess UNICEF’s role in theof§ia crisis response as well as to draw
lessons for the future. Although the evaluation e@sducted when the operation was scaling
down and hence can be argued that it was not inine@, this evaluation used the established
principles of real-time evaluation.

1.2 Purpose, Scope and Objectives of the Evaluation:

Purpose:

The evaluation will provide the UNICEF regional mgement and the Country Office (CO)
and other departments and Units directly involvethie Georgia response with an objective
assessment of the results - intended and unintendethe operation. The evaluation should
provide further recommendations to inform strategfioices in situations of humanitarian
crisis caused by conflicts and to facilitate operal improvements aiming at strengthening
assistance and protection to women and childrenadh situations.

2 For Central and Eastern Europe and Commonwealtidefpendent States (CEE/CIS)
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Scope:

The evaluation covered UNICEF's emergency intefganin Georgia from the onset of
hostilities on August 8 until the month of Decembéren the field work for the evaluation
took place. The Georgia crisis response took pkamédst the complexity of an armed
conflict which erupted in and around South Ossetialving Georgian, South Ossetian and
Russian militaryAlthough a large number of the civilians displadgcthe conflict moved or
remained within the Georgian territory, there wsubstantial number of people who fled to
the Russian Federation (North Ossetia and beyand$¢ape the fighting. Humanitarian aid,
including by UNICEF, were being provided from batides. However, this evaluation has
concentrated on the UNICEF response within Geoagiiare over 80% of the displacements
occurred; UNICEF's response within the Russian iiagr was not covered in this
evaluation.

Objectives of RTE:

The overall objectives of the real time evaluati(RTE) were to: (a) determine the

effectiveness and relevance of UNICEF's evolvingpanse to a humanitarian crisis, (b)
provide real-time feed back into the factors angkwheinants for better results to women and
children, (c) explore measures that will help suastiae results, d) provide lessons to improve
the continuing programme and recovery and rehabdit phase, and e) review the
transitional context and examine forward planfing

The following constituted the main focus of the RTE

1) Results for children (make recommendationsldog term results for children): How
effective and timely was UNICEF and UN responsth&ocrisis? To what extent the needs of
the affected population, and children in particuterve been met?

* What results was the programme aiming for ahdtwas achieved/what were
the gaps?

» Effectiveness

* Timeliness

* Relevance

* Needs assessment

Meeting Core Commitments for Children (CCC)

2) Systems:

* How flexible is UNICEF system to support a smal @ effectively face a
major emergency and its ability to shift from resyuprogrammes to ones
focused on humanitarian emergency response? hoful/e$iective was the
emergency preparedness plans of the country affi@nabling it to launch a
rapid response?

 How was the overall surge managed, and commertherhuman resource
(HR) capacity and the ways of balancing the surijle mational capacity?

% Terms of Reference for the Real Time Evaluatiob MICEF’s response to Georgian Crisis, Annex 1.
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» How timely and effective was the support providedhe CO in terms of: a)
finances, b) personnel, and c) programme implenientand prioritisation?

* What issues and lessons have emerged from the heyreilsources were
deployed on the ground?

3) Clusters:

* How was the Cluster system initiated?

* How effective was UNICEF Cluster leadership in designated sectors?

* What lessons have emerged in the implementatidgheoEmergency response,
including cluster leadership from the CO?

* What lessons can be drawn for improving coordimati@sponsive systems,
and structure?

4) Political complexity and communication:

« What issues and constraints affected UNICEF's tgbito mount a wide
communication (internal and external communicatigreaticularly in relation
to child protection issues) and advocacy strategy?

* What lessons can be drawn regarding the way hiclw UNICEF can be
effective in a principled manner while operatingden political complexities?
(Application of IHL, humanitarian principles, ChiRiights Communication)

» Access: what were the constraints? Could UNICEFKaMe done more to gain
better humanitarian access? How were the needstadf security and
humanitarian access balanced?

» Political, cultural and local sensitivities.

5) Fundraising and donor relations (recommenddbostrategic donor relations):
» How well was UNICEF able to articulate and negetmith donors support for

the needs of children?
* What challenges and constraints did the CO fack aiisting and new donors

on the ground?
» How effective was the CAP and Flash Appeal process?
6) Partnerships:
* How can UNICEF ensure effective and mutually actabie partnerships?
7) Planning the transition and influencing pulplaticy and legislation for children:
* What role can UNICEF play through the joint UNDARdanational planning

framework to influence public policy and legislatsofor children?

1.3 Methods Employed:

Methodological approach and Data collection:
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The evaluation has used internationally acceptedCEWBAC evaluation criterfa and
UNICEF Evaluation Standartiso assess the overall response. This evaluatienpremised

on the fact that evaluations, to be useful, neddd¢as on lessons that can make a difference
to the victims of disasters and bring about systemprovement, rather than over-emphasis
on measurement of discrete outputs and indicators.

The methods employed by the evaluators in gatheaimd assessing information were the
following:

- Detailed briefing, meetings and discussion withffsat the UNICEF Headquarters (HQ),
regional office and country office (3 interviews HQ, 10 in Regional Office and 32
interviews in Georgia including current and fornstaff, NGOs, government officials and
other UN agencies.

- Desk research: Study of flash appeal documerdgrpss reports, monitoring mission
reports, End of Mission (EoM) Reports, assessnegmrts and all relevant documents made
available in hard copies as well as electronially

- Meetings/Telephone discussions with key extesteteholders (20) in Geordia

- Interviews with individual beneficiaries (aboutdazen) in the conflict-affected regions in
Georgia visited by the evaluators.

- Field visits to collective centres meant for vediected population in Gori, Thilisi and
meeting with local authorities and war-affected caumities.

Triangulation of information:

A combination of two different approaches was usedriangulate information in various
stages:

i) Information gathered from the interviews wasngared against the findings from desk
research; and

i) A preliminary presentation and testing of ialtifindings was done to a group of
stakeholders including key UNICEF staff and partiN&Os in Georgia which helped cross-
check and validate some of the key findings.

1.4 Constraints:

The evaluation took place at a time when the relesfponse was tapering off and the
response moved into transition and recovery phess.meant that the evaluators had to rely
on the information provided by the interlocutorsda on their recollection or understanding
of what happened during the earlier period, anthfexisting internal reports. Secondly, due
to restrictions of access, field visit could nokdaplace in South Ossetia, and was only
confined to areas in and around Thilisi and Gorerehmost of the internally displaced are

* Organisation for Economic Cooperation and DevelepiiDevelopment Assistance Committee (DAC).
Guidance for Evaluating Humanitarian Assistanc€amplex Emergencies, 1999.

5 Are based on OECD/DAC criteria (Relevance, Efficig Effectiveness, Impact and Sustainability); &od
humanitarian evaluations, UNICEF includes Coverddaprdination, Coherence and Protection in additmn
the standard OECD/DAC criteria.

® A list of key documents reviewed by the evaluatsrattached as Annexe 3.

" Alist of all interviews is provided in Annex 2.
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now living. Thirdly, given the time constraints,etlquestions on fundraising and donor
relations as stated in the ToR were not coveratepth during this evaluation. The complex
and political nature of the crisis means that tbesjons regarding fund raising and donor
relations will require to be covered by a sepamatercise if various stakeholders within
UNICEF felt that was important. Finally, due to &monstraints, as well as the difficulty in
making sound judgement on cost-effectivenessimnly life-saving operations immediately
following a crisis, this evaluation has not atteetpto examine the cost-effectiveness of the
relief phase of UNICEF operations.

1.5 Structure of the Report:

The report is presented in five sections. Sectiopr@vides a context for UNICEF's
intervention arising from the Georgia crisis anéetly summarises the programme and its
achievements. Section 3 presents the evaluatiomdnfis on key questions outlined in the
ToR. In section 4, the evaluation has assessefirtimgs against the standard evaluation
criteria (efficiency, effectiveness / timelinesg)noectedness, relevance/ appropriateness,
coverage and coherence of the programme) for huaram evaluations. Section 5
summarises and distils out the key conclusions ftbenpreceding sections, and provides
programmatic recommendations for the ongoing Geomgiogramme as well as for
UNICEF's future emergency response. In sectiona@4 Lessons/Conclusions have been
summarised in bullet points at the end of relegat-sectionsRecommendatiorisave been
made at the end of section Wwith specific reference to the ongoing response, as asll
targeted at UNICEFfuture emergency operations globally.

Section 2:

Overview of the Georgia Crisis and
UNICEF Response

2.1 Background and Scale of the Humanitarian Crisis

2.1.1 UNICEF Office in Georgia:
The UNICEF Georgia office was first started in 12&3an emergency programme to respond

to the aftermath of the conflicts that affected toeintry. Throughout the nineties, both the
UN and UNICEF programmes were focusing on the netdsternally displaced persons
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(IDPs) and responding to a series of man-made ahdal disasters that affected the country.
The years following 2000 have witnessed a more eded move towards development
activities and support to government counterpaostdackle issues of child poverty and
enhancing social policies to ensure protectionudherable children. The UNICEF office in
the country before the crisis comprised a smalinted about fifteen people, with focus on
development and policy issues.

The UN country team (UNCT) similarly had changedittiocus to development activities
with several of the operational agencies considgisdaling down their emergency activities
and personnel. At the time of the crisis there wB® a small United Nations Observer
mission (UNOMIG) stationed in Abkhazia. The misssospecific mandate is to seek a
comprehensive settlement of the protracted Abkhapiaflict. UNICEF had prior to the
conflict, access to both Abkhazia and South Ossdtiare the country office was supporting
health and protection activities through local NGOs

2.1.2 Humanitarian Situation arising from the S. Osetia Crisis:

Although tensions had been brewing in the Southetsgegion between the Georgian
government and the South Ossetinfactoauthorities for a long time, the escalation in the
situation took most people by surprise. The contlat started on 7 August 2008 caused
heavy damage and destruction in South Ossetiaciadigein the capital Tskhinvili, and
resulted in large population displacements in amdied South Ossetia. It is estimated that
the conflict caused the displacement in Georgiaroestimated 127,499 people from South
Ossetia and other conflict-affected areas, of whaattording to UNICEF estimates, at least
38,610 were children under the age of 18 years,5an@0 were under two years of g
addition, some 10-15,000 were displaced within Babdssetia itself. A further 36,000 were
displaced from South Ossetia to North Ossetia éWRlussian Federation, most of who are
now believed to have returned to South Ossetial®August, a cease-fire agreement was
signed between Russia and Georgia, with Russiapsraiithdrawing between 23-25 August
from Gori, Senaki and other locations across Geordgowever, Russian forces remained in
the adjacent areas, a zone running along the exttirenistrative boundary of South Ossetia,
but with the most important part being located lie horth of Gori, and encompassing a
network of villages with an estimated populatiorQéfOO@.

This new IDP caseload aggravates the challenge=ifhg the Government of Georgia in
seeking long-term solutions for the approximate®,200 IDPs from previous conflicts in
the regions of South Ossetia and Abkhazia. At thet ®f the crisis, IDPs moved into all
possible public buildings (which came to be knowncallective centres), including schools
and kindergartens as well as with relatives anghimurs. Throughout the period and to this
day, IDPs have continually moved from one areanottger. This dynamic nature of the
displacement and return process, including theydaibvement to and from some conflict-
affected villages, meant that the estimates of ID&sding in collective centres kept
changing on a daily basis, and this was compoubgetie fact that a large number of IDPs
also lived with host families making their identdtion difficult. IDPs in host families
presented the greater challenge due to their diapém Thilisi and throughout the Shida
Karteli region, and it took substantial time foethovernment and humanitarian agencies to

8 UNICEF Press Release, 02/09: UNICEF Delivers Assize Throughout Gori
® Source: Revised Flash Appeal
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provide assistance to these families as their ifigation and registration was a time-
consuming task.

A major problem for humanitarian agencies in thisis has been the lack of access to South
Ossetia which continues till this day, as well asvar-affected areas in Georgia in the early
weeks. Under the ceasefire agreement, Georgiafassian authorities expressly committed
to allow free access to humanitarian aid, but editye this did not work out for S. Ossetia.
Security incidents including lawlessness (in aramuad Gori) were common after 10 days of
the crisis. The flash appeal noted that more thaeek after the onset of the crisis, no UN
agency was able to carry out assessment missioass@tance operations in S. Ossetia, and
access remained sporadic atlhoc Even four months after the crisis, despite atiainiact
finding inter agency mission led by OCHA in SeptembSouth Ossetia remained
inaccessible to humanitarian agencies. The Souttet@s authorities have banned any
access from Georgian side. At the same time, aNlas/adopted by Georgian Parliament in
October 2008 introducing procedures for obtainimgecsal permission by international
organisations to enter South Ossetia and Abkhaaim Georgia, equally limiting access.

The following figures compiled by UNHCR provide averview of total displacement based
on data provided by the Government of Georgia (G@@)i Government of Russian
Federation (GoRE].

Total displacement caused by the “Georgia crisis” |

Displaced population within Georgia proper (GoQufigs) 127,000

Displaced population to Russian Federation (GoB&rés) 35,000

Conflict-affected and displaced population withiough Ossetia (UNHCR estimates) 30,000
Total 192,000

Already returned 68,000
Estimated number of returns before onset of winter 5,000
Total 73,000
IDPs in need of shelter during winter 23,000
IDPs from South Ossetia not being able to retuhénforeseeable future 22,000
IDPs from buffer zone not being able to returnhie foreseeable future 8,000
IDPs from Abkhazia not being able to return in fibeeseeable future 1,000
Total 54,000

In late August, the displaced slowly began to retiar their homes in the conflict-affected

areas. While an estimated 73,000 of the 128,508opsrdisplaced in Georgia were able to
return home during the first two months, a sigmifit proportion (approximately 55,000

individuals) remained displaced during October Blodember. Out of the remaining IDPs, it

was estimated that some 32,000, mostly origindtioigp South Ossetia or Abkhazia, will not

be able to return to their homes in the foreseeatige’. In addition, some 220,000 IDPs

remain from previous conflicts.

1% Office of the UN Resident/Humanitarian CoordinaSituation Report No. 23 on the Situation in Geardi2
September 2008
! Protection, Support and Care - UNICEF emergenayarese in Georgia, August — October 2008
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2.1.3 An Overview of Humanitarian Response:

The humanitarian response in the first few weeksiged on provision of essential support to
newly displaced populations across the countryludinog to some 36,600 IDPs in 382
collective centres in Thilisi, and the setting up a camp hosting 2,500 IDPs in Gori.
Provision of food and non-food items (NFI), heatthre and psycho-social support was
achieved through close coordination with the Goweynt and vital repairs to water and
sanitation in collective centres were carried dite Government postponed the start of the
school year in some places to have time to prosadetions for IDPs hosted in kindergartens
and schools; many of these IDPs have since move@oto to be closer to their place of
origin. The formation of cluster working groupsdoordinate the activities of the many UN
agencies and NGOs has succeeded in engaging therrtBoant as a key actor in the
response. The humanitarian response was also thamsensuring that those who remained
displaced were supported over the winter througbravement of their living conditions.

The Georgia Crisis Flash Appeal was issued on 18uéi) requesting $59,653,319. The
original Flash Appeal concentrated on immediate-diéiving activities in seven sectors
namely, food aid, health and nutrition, social potion, WASH, shelter and non-food items,
logistics and telecommunication, coordination angp®rt services. UNICEF’s portion of the
appeal was US$ 6.45 million, in aid of displaceddrbn and their families. A revised appeal
was then launched on 8 October which was drawm gpmcert with a joint needs assessment
for recovery and reconstruction led by the WorldhBarhe revised appeal sought a total of
US$109 million to assist at least 127,500 peopfiectédd by the crisis, with a particular focus
on preparing people living in damaged accommodatiom collective centres for the fast-
approaching winter. UNICEF’s component in the redi§lash Appeal was US$ 4.6 million.

2.2 UNICEF Response:

UNICEF launched its response in both Georgia anssRuln Georgid, among UNICEF’s
initial concerns were the displaced women and odildiiving without safe water, basic
hygiene items and access to sanitary facilitiesII#s began moving in thousands to the
Georgian capital of Thilisi and other cities, UNIEBelivered safe drinking water and other
essential supplies, including emergency hygiers kit over 13,000 people in IDP collective
centres. To respond to the educational and reoredtneeds of children, UNICEF quickly
began preparations for the distribution of schoedibox and recreation kits for all conflict-
affected school-aged children in Georgia. Anotlogr priority during the first days of the
conflict was to identify the most pressing needstufdren and ensure that these needs got
adequately addressed in the appeals and joint ressgssment. During the first two months
of emergency operations, UNICEF provided some USSilBon worth of supplies and
services.

In the first eight weeks immediately after the isti$JNICEF reached the following number
of beneficiarie&*

12 As mentioned in section 1, this report concensrate the response in Georgia alone.
13 UNICEF CO Georgia, Situation Report No. 21. Respato the Needs of Children and Women Affected by
the Conflict in and Around South Ossetia, Georglayrsday, October 9 2008
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WASH:

Family water kits were distributed to 4,800 people.

Bottled water distributed to 3,400 IDPs.

Hygiene kits distributed to 21,680 IDPs.

UNICEF conducted chlorination of the Gori water pglyp system, benefitting
approximately 60,000 people.

Child Protection:

Child friendly spaces established for about 3,00Gcen.

Psychosocial support programme conducted, incluttaiging of trainers: estimated
beneficiaries of the programme: 5,000 children W00 professionals trained.
UNICEF's mine awareness campaign reaching apprdeigna0,000 children.

School in a box and recreation kits distributedato estimated 61,680 children in
schools and child care centres as well as peratgraind detention centres.

Health and Nutrition: programmes reached an estimated 28,000 people.

2.2.1 UNICEF's Expenditure on the Georgia Response:

Expenditures against Flash Appeal ($)

August-November 2008

Promotion of Access to Quality Education for Alli@nen 486,783.35
Support for Child and Maternal Feeding 794,516.46
Awareness Raising on Mines & ERW among Childrereéfiéd by the

Conflict in Georgia 188,481.37
Psychosocial Assistance to Children Affected by flictrin Georgia 121,194.69
Life-Saving Support to New-Displaced to Meet Immediate Shelt

Non-Food and Domestic Needs 144,520.77
Provision of Quality Wate

Distribution of Hygiene Kits for Conflict-AffecteBopulations and

Hygiene IEC

Sanitation Rehabilitation 866,367.33

4 Three components of WASH are merged since madsteoprojects released/PGMs raised are intended to
meet the requirements of population under all tio@aponents of Flash Appeal
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Section 3:

Key Findings: Assessing UNICEF’s Response

3.1 Mobilisation of Early Response:

3.1.1 Mobilisation of Early Response and Rapid Depiment:

The rapid escalation and intensity of the crisisktonost people by surprise. Most of the
UNICEF senior managers in the country, including Representative and the Deputy, were
away when the humanitarian crisis struck GeorgigenEwith its full complement of staff,
UNICEF's Georgia office is very small, with a caeam primarily responsible for maternal
and child health (MCH) and child protection workgartnership with the government. Due
to it being a major conflict between two stateg thgional office (RO) declared it a level
three ‘global’ emergency, meaning that supporth® €O would entail both RO and HQ
support and that HQ would be involved from the etit¥he RO in Geneva took the lead in
ensuring support to the office to shift from itsigpterm programme to rapid response, and
the Regional Director (RD) established specifik fmgsces within the RO to better coordinate
and carry out support to country offices (with t@@s, namely Georgia and Russia involved
on both sides of the border).

The RO established clear lines of communicatiorhwite HQ and the CO, and through
regular conference calls attended by all releviakeholders from various departments in the
HQ, RO and CO, internal communication and decisiaking mechanisms were streamlined
in order to enable faster and well-coordinated slens, implementation and follow up.
Interviews during this evaluation suggest that carag with other emergency response in
recent years (namely, Tsunami, Pakistan earthqudkeambique floods, hurricane Sidr,
etc), the internal communication and coordinatigsiesms worked better, indicating that the
systems UNICEF has been putting in place for soe@@s/now are bearing results.

A number of other staff were also deployed by th@ fRom other offices in the region

namely, Azerbaijan, Armenia, Macedonia and UzbekisDuring the first 7-10 days, human
resource needs were primarily addressed througloytepnts from within the region, mainly

neighbouring countries. This group (at least fivaffsfrom neighbouring countries were

deployed in the first 4-10 days) represented thestrmelevant support because of their
knowledge and understanding of language, cultuvatext, location, and ability to travel

without visa. By August 13th, the Country Repreaéwé (CR) from Armenia and the Dy.

Representative of Georgia who was returning froridhg travelled by road to Georgia.

They brought along with them some supplies of hygikits and a communication staff from
the Armenia office. On 16 August, another thredf ¢bacluding WASH expert) arrived. The

Georgia Country Representative who was away arrivetl9 August.
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Overall, UNICEF HQ and RO, working in tandem witietCO, were able to recruit and
deploy a substantial team for the response faaydly. At the peak of the response between
20 August to mid-September, UNICEF had about mér@nta dozen (at least 12-15)
international staff deployed in the country in diiai to its core country staff. As discussed in
section 2, the Georgia crisis was a highly compleernational conflict. However, the
humanitarian needs were far smaller than inititdigred. UNICEF's deployment in the first
few weeks may have been influenced by the fean@humanitarian needs escalating which
would require opening up sub-offices, and hencairdyflarge number of deployments were
made at the peak of the response. A full-time HBcggist was assigned to the regional
office to assist in the management of a varietyH& mechanisms for recruitment and
deployment of personnel. These included: intraenegii deployments, RO/HQ deployments,
secondments through Stand-By Partners and extetraiitment.

As can be seen from the following data, betweerAtgust and 15 September, UNICEF
made 26 deployments, all but 6 of these lastin@fdeast two weeks duration.

No. of fresh deployments made by UNICEF in Georgia
10 -16/08 17-23/08 24/08-15/09 16/09-10/10

4 10 16 3

Figure 1: Duration of Deployment (No of weeks)

ANVAVAVAN

QRRNWHUANRY

<1 week 1-2 wks 2-4 wks 4-6 wks >6 wks

As can be seen from the above figure, 12 of thel§3oyments were of less than 2 weeks
duration, and nearly two-thirds were for less thameeks, with two weeks being the median.
Although far from ideal, this usually is a problémmost of the humanitarian organisations.
Frequent turnover of staff as well as the fact smahe of the deployed external staff did not
have adequate orientation on UNICEF's ways of wagktaused tensions and led to sub-
optimal results, as will be discussed in sectioB. Frequent staff turnover also affected
UNICEF's support to its implementing partners. lartular, the frequent turnover in
WASH staff made things difficult for UNICEF as itasw supposed to be providing leadership
to the WASH cluster. The child protection sub-groapd nutrition sub-groups under
protection and health & nutrition clusters respes§i were not so much affected by staff
turnover.
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Some of the key deployments like an information aggment staff and proposal writer
arrived nearly two weeks after the crisis to asthgt CO with the additional needs for
information and proposal writing. Having a dedicatsenior staff dealing with all
communication with national communication officasdgproviding timely information for
proposals was critical, but this was not deployed.

3.1.2 Relief Supplies and Procurement:

UNICEF's early response (Box 2) needed efficieritvdey of supplies and management of the
supply chain. UNICEF did not have any pre-posittbsapply in the country. 2,600 water kits
and 261 hygiene kits arrived from Armenia withir 3kays by road. These were distributed
immediately. In addition, UNICEF re-programmed fartd the tune of US $100,000 and made
a grant to the Save the Children which was ableegpond to the immediate needs and
organised distribution of hygiene kits and botthedter to 3,600 individuals in collective
accommodation in Thilisi.

While access to West Georgia was limited, UNICEF wansidering opening a sub-office
and hiring a warehouse in Batumi in order to engumision of humanitarian supplies to
IDPs in West Georgia. For this purpose a team vegdogied to Batumi, which made an
agreement with the Mayor Batumi municipality ondamg a warehouse. The team also
procured 1000 hygiene items locally and providedbitBatumi municipality and Kutaisi
branch of MRA.

* Georgia CO missed the opportunity to mobilise fufrdsn the first announcement of ECHO funds, as a
proposal could not be submitted by the tight deedIThis was mainly due to the lack of staff whaldowrite
proposal. However, as soon as a proposal writérealrthe CO was able to produce proposals inréyfeapid
manner.
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Box 2: UNICEF's Early Responsé®:

UNICEF Georgia concentrated its response to imrtedieeds in the following sectors of intervention:

WASH:

- Water trucking from local water supplying comparaes purchasing bottled water to IDP collectivetieen
- Distribution of water purification tablets

- Distribution of locally procured hygiene kits

- Contracting local companies for facilitating saigpdsal of excreta and solid waste

- Repairs and construction of water and sanitatioititfes

Health and Nutrition:

- Distribution of special food for maternal and chieding (supplementary feeding) in cooperatiorhWiFP and
WHO.

- Distribution of emergency health-kits

- Distribution of family kits and other survival itam

- Scale up vaccine-preventable disease control tesvfor conflict-affected populations and host comnities;
special attention to vaccination against measlds aipella

Child Protection:

- Establishment of psycho-social support and estahést of recreational spaces in IDP collective resnt
- Distribution of recreational and didactic materials

- Awareness on mines and unexploded ordnances.

Relief supplies were a problem and slow in comiAgailability of water bladder and
distribution tap stands for providing water to macgllective centres and camps were
delayed. Some items (hygiene kits) were procuredlllp - the prices were very high and the
supplier took long lead time. The local prices w&d times higher than the price in
Turkey/Bulgaria markets. Purchase orders for Ipcaturements of hygiene kits were issued
at $41 per kit. However, after a few days, it wasavered that the same kits were available
in Bulgaria for $14.21 per kit, and so the previouder was cancelled, and procurement done
from Bulgarid’. A better knowledge of the market and pre-existiiaga on local/regional
suppliers would have avoided long delays. Durintg I&eptember and early October,
UNICEF did not have any supplies and thus its felierk stalled for about two weeks. This
was particularly frustrating for UNICEF's WASH rasgse as it is supposed to be the lead
agency in this area. Some of the critical suppledered through UNICEF’'s central
emergency warehouse in Copenhagen were delayedr<fot water bladders and tap stands
were placed on 15/08, but these did not arriveliisi before early October as Copenhagen
did not have the items available in st8tiSome bladders and tap stands arrived as late as
November. CO staff needed to have orientation gfgdbagen supply office and the latter’s
capacity.

The market in Turkey could have been considerethygiene/NFI kits as well as for school-
in-a box and recreation Kit The trip report recommends UNICEF to maintainnaal
stockpile for items that take a long time to precur

'8 Georgia country office. Situation report. Respaimseeeds of children and women affected by thdlicoin
Georgia,August 13, 2008

7 Aubaid A Raman, Mission Report (7-18 Septembei8200

18 Ainga Rafzy, Emergency Supply and Logistics Spistialrip Report UNICEF Georgia Mission, Aug 20-
Sep 6, 2008

19 Alinga Rafzy....ibid
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Conclusions:

5. The Emergency Preparedness Plan needs to idenpflisrs within the region in neighbouring
countries. Procurement from countries like TurkBylgaria and Armenia could have been faster
and cheaper in terms of transport costs.

6. While stockpiling is always an expensive optionezsally for countries which do not see regular
emergencies, pre-existing agreement with supphetted through the standard procurement
procedures could minimise the procurement time afteemergency.

3.1.3 Sitreps and Communication:

In the first few days, regular situation reportsreveoming from Georgia CO to RO until

August 9 when the emergency officer was loanetieédResident Coordinator’'s (RC’s) office

to help prepare UN sitreps on behalf of the newbnstituted UN inter-agency Crisis

Management team. UNICEF and UNHCR dedicated staffrepare joint sitreps to ensure
that there was a consolidated and coordinated ¥oaph. This ensured that children were
included in the overall UN approach, recognisingttim a time of scarce information it was
important to consolidate all information availabléne other aspect on this was that joint UN
press statements were released on behalf of theTUNKIs was critical to have consistency
in all data released by the UN system.

In the early days, concrete information was harddme by. Due to a decision by the UN
Security Management Team, no UN personnel weravatioto visit any IDP centre for the
first three days of the crisis, thus restrictingess to sources of primary information. The
sitreps received from the CO were weak on preciB@mation on the ground due to lack of
access to the affected areas, thereby creatingnfanmmation gap for UNICEF-specific
information i.e. on children. The RO had to prodsiteeps based on very scanty information.
The daily UNICEF sitreps resumed once the emergefiiger returned to the office and
later when special Communications officers weragagsl to the CO and to the RO. Apart
from the scarcity of information at first from tlield, the inadequate quality of the Sitreps
from both COs were not deemed by the RO sufficientdissemination. At the same time
due to the political sensitivities and necessitgi$uring that information and activities were
being presented in a balanced manner, the RO andhtiQuted mechanism to both oversee
and to monitor, and often re-write, the Sitreps

Apart from routine communication about UNICEF resgp® and programme, there was a
need for UNICEF, as the leading organisation otdafghts and protection, to speak up on
issues of CRC and humanitarian access as it retatedtctims of the conflict. While the

evaluation acknowledges that all communicationtoaae handled highly sensitively in order
for the messages not to compromise UNICEF’s imalistj independence and neutrality, the
evaluators feel that a considered decision neealdst ttaken on managing communications
during the complex crisis. While the CO and RO rhaye done whatever they could at the
country and regional level to explore communicatmpportunities, greater institutional

leadership at global level to raise the issues holdcrights violations and humanitarian

situation affecting children, women and civilianaswnot visible. It needs to be noted here
that as UNICEF has been mandated by the Generah#syg to act as a custodian of CRC, it
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has a strong obligation to do everything in its powo call upon all parties to ensure
protection of children, and on this count, UNICEFé¢e could have been stronger.

UNICEF RO did manage to issue its first messageartigg humanitarian access and
children victims of the war and their rights aslgas 11 August, i.e., three days after the
crisis erupted, which were followed up by pressasks and programme updates on UNICEF
response. The evaluation concluded that having raorseperson with background in
international humanitarian law (IHL) stationed iedsgia for about two weeks in the early
stages could have helped the CO to come up wigvaeal evidence-based information which
could be used as basis for communication messajiesutvcompromising the humanitarian
principles.

3.2 Needs Assessment and Humanitarian Access:

Lack of access has been a major issue in thischgist due to the intensity of the fighting
and associated security risks during the war, armbequently due to policies of various
parties involved in the conflict, access to Soutis&ia and neighbouring districts to the UN
agencies have been very limited. During the hdistilj proper assessment of needs of the
affected population was unrealistic due to lackaotess to the population as well as due to
the fact that the affected population was constaotl the move to escape from the war
zones. This has had implication for the qualityneeds assessments agencies were able to
carry out, and hence for the design of emergensparse in the relief and rehabilitation
phase.

When there is an emergency, UNICEF strives to carmpewith an Immediate Needs
Assessment Document (IND) within 72 hours. IND msimportant fund-raising document
for national communication offices, and in thiseadsis was produced within four days. The
request for EPF was finalised and sent by the Q@ days after the outbreak of the conflict.
EPF funds were requested in two tranches — firsidAugust and then on 18 August. Once
the requests were received in the HQ, both wereoapd within 24-48 hours, totalling US
$2.7 million.

UNICEF worked closely with the RC/HC in Georgianiake sure that its own plans were in
line with the overall UNCT thinking. The UN Crisldanagement team was mobilised on
August 10 and UNICEF worked closely with the RC/tCprepare for an inter-agency Flash
Appeal which was issued ten days after the outboéale crisis on 18 August. Support staff
from OCHA were deployed to assist the RC in theparation of the appeal and project
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requests. CO staff worked well with OCHA and UNCdrtpers at field level. As additional
staff from other agencies and numbers of NGOs innty expanded, assessments,
information and responses to the needs of the iDPsoved. Areas of response focused on
Gori, in and around Thilisi, and later in the westside of Abkhazia.

There was no possibility of access to either Abkham South Ossetia during this period
until mid-September when an interagency humanitasissessment was carried out in South
Ossetia in which UNICEF also participated. The missvas designed to support the revision
of Flash Appeal by providing a more comprehensigseasment of the humanitarian
situation. Apart from UNICEF, there were represiws from UNHCR, UNDP, WHO,
WFP, and the Office of the High Commissioner fornkn Rights (OHCHR) who
participated in the mission. UNHCR and UNICEF cedersome of the human rights
concerns in the context of displacement and priatecif civilians. The mission conducted an
overall appraisal of the existing humanitarian aditon and advocated for principled access
for assistance and protection to South OssetiareTthvas no UN presence (except a small
UNHCR sub-office with one national staff person) tbe ground in South Ossetia and the
presence of NGOs was quite limited. The missionnébthat the most severe need for
emergency relief had been covered already (prignay the Russian Ministry for
Emergencies, EMERCOM), and that the most worryingh&nitarian issues related to the
protection of civilians and especially to the cdiuatis for return and durable solutions for the
most vulnerable displaced persons. All these hingeadnany factors, including the rule of
law, property rights, livelihoods, and broader peéil developments affecting reconciliation.
The greatest protection challenge was the needrttval the lawlessness in the security zone
south of the administrative boundary of South QasetAmong the mission’s
recommendations were to give precedence to the floeedivocacy for humanitarian access
and to questions of security; in addition, theres\@a urgent recommendation concerning the
reestablishment of mass vaccination campaigns dbo @nd measles to protect the health
status of children in the region

A Joint Needs Assessment (JNA) was also conduatedily September at the behest of the
Georgian Government by, amongst others, the UNesystthe World Bank, and the
European Commission. In addition to infrastructiaatl macro-economic needs, the three-
year JNA also identified social needs associatetth wonflict-affected people (including
education and health, agriculture and livelihoattglter and protection). Following the JNA,
the Flash Appeal was revised. This revised Flasheap in addition to being a planning,
fundraising and advocacy document in its own righkt,also a part of the JNA and
corresponds to the first six months of the JNAmdirame. For this reason, the revised
Appeal has a planning and budgeting horizon of sewal a half months, instead of the usual
six, to the end of March 2009he revised Flash Appeal which sought US$ 109 omilli
included assistance to communities who remainedoinflict-affected areas, in order to
promote immediate recovery, secure sustainablerreind support the implementation of the
three-year JNA. Projects were organised in eighstels: Early Recovery; Food Security;
Health; Logistics; Protection; Shelter and Non-Fdmins; Water, Sanitation and Hygiene;
and Coordination and Support Services.

There is a strong body of opinion within UNICEF ttmaore could be done at the level of
UNCT to speak up on humanitarian access and at BRI@vel to articulate its own
mandate for responding to children and activatgrammes especially in South Ossetia. The
evaluation noted that dialogue with the EmergenafieR Coordinator (ERC) of UN,
Georgian government and Ossetian authorities atdbatry level have been ongoing. At this
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stage, the issue of access is a highly political amuch more so than during the first phase of
the conflict. The evaluation has not seen any ewmdeof either UNCT or UN at the
international level making any substantive pubbencnunication on access during the period
of hostilities. It is understood that currently ib@re several dialogues going on with various
players at the UN-system level on the access issuteUNICEF is an active partner in this.

Conclusion:

9. The issue of access is a highly political one amerdfore UNICEF needs to advocate with
partners at high levels to ensure that all partrsees able to always articulate the need for
humanitarian access.

3.3 Cluster Coordination and Leadership:
3.3.1 WASH Sector/Clustef”:

Although cluster approach was not formally launciedeorgia until about mid-October,
coordination of humanitarian response was undentdikedifferent UN agencies working in
concert with the GOG following patterns previousiyplace in the UNCT. Prior to the arrival
of the OCHA support team, the UNCT agencies haeadly been organised along sector
lines and a division of labour was taking placeolsing UN agencies, NGOs and donors.
UNICEF regional management team identified a p@eWwASH expert as early as 1
August™. By the time, the staff was deployed in Georgiavits another five days when
UNICEF started to provide some leadership to theSMAsector. During this early period,
discussion on WASH took place in the shelter cowtion meetings which were led by
UNHCR.

As mentioned earlier, UNICEF's Georgia office hadnaall team before the crisis and there
was no WASH expertise in the CO or the RO. Creatingntirely new team in a new area of
expertise wasn't easy. UNICEF's leadership of WASHster was considered by key
partners as poor and there was lack of contingityeple kept changing frequently. Hygiene
kits distributed by different agencies had différetems, both in quantity and quality.
Although UNICEF had developed standards for ths, kihese were not followed up or
monitored. Cluster leadership was highly focusedddsiribution mode, and not enough
thinking went into overall strategy or attemptnéluence key donors like the USAID and EU
to engage with the government on WASH in sheltBecause of weak leadership, donors
may not have seen the critical importance of WA8HY in the early discussions WASH got
subsumed in the shelter cluster led by UNHCR. Tdresequence of this has been that when
the government built the transition shelters (spténts), the WASH component was ignored
with the result that the settlements had no fgcibr bathing or drainage as IDPs were being
moved into these settlements.

2 In this report, sector and cluster have been ursted-changeably; although technically, clusterrapph is
different from sector coordination, since the UN@id not formally adopt cluster approach in the yaréeks,
sector coordination broadly followed some of thg kkements of cluster approach.

2! Note for the Record. South Ossetia Crisis: CEERISCMT Meeting, August 11, 2008.
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In the early phase, the WASH sector Coordinator sesonded from a standby partner.
Although the incumbent had the right technical efipe, better orientation on and
understanding of UNICEF’s role and capacity wouddvdn strengthened the sector leadership.
In order to make up for this gap, UNICEF recruiteHead of WASH section for three weeks
who was to provide guidance and UNICEF briefinghte WASH Sector Coordinator. This
did cause confusion in the minds of partners —rthe differentiation between the WASH
sector coordinator and Head of WASH section wasleatr.

3.3.2 Coordination of Child Protection and Nutrition sub-groups:

Initially child protection went to mental healthbsgroup under the health & nutrition sector.
Then it moved to child protection sub-group und®ICEF’s leadershiff. UNICEF is the
leading agency in the field of child protection apslychosocial support services among
humanitarian agencies in Georgia. UNICEF is coatiiiy implementation of activities
related to psychosocial assistance, child protec8ervices and the provision of child
friendly spaces (CFS) for displaced and returnélerem. With many international and local
NGOs involved, coordination has been crucial touemghat as many children as possible
were reached and that minimum operating standaeite unplemented and monitored. One
of the important actions in the sub-cluster, arearole of UNICEF, was to ensure that all
involved were well grounded in government reforrfoe in child protection and education
area, and that the cluster members accepted wiftkin programming the standards that had
been accepted by government or were under the ggafeverification. All of these were part
of the UNICEF regular programming for the last fgears. UNICEF has also, through NGO
partners (World Vision, Every Child, IRC and Elizdb Gast Foundation) established child
friendly spaces (CFS), including recreation, infatntearning and sports for children in
collective centres in Thilisi and Gori, settlemeintsShida Kartli, and conducted training in
psychosocial support and psychosocial activitiespfofessionals and for teachers on crisis
psychology to enable them to detect symptoms efstand refer accordingly. UNICEF has
distributed school-in-a-box kits and recreatiors Wienefiting children in CFS implemented
by both UNICEF partners and other NGOs in collextentres, conflict-affected schools and
institutions, including prisons and residentialldrdare institutions countrywide in Georgia.
UNICEF also implemented mine risk education in $80ools through Halo Trust and the
Minister of Education and Science.

The Nutrition sub-group, under UNICEF'’s leadershifayed a major role in disseminating
information guidelines on distribution of breastikméubstitutes which was being promoted
by a few major donor agencies.

22 Under the Protection Sector/cluster. It shouldnbéed that there was an “informal” back-to-schomup.
This group, with the MoES defined 6 priorities. Wihe school specific priorities were the samehaschild
protection priorities. To formalise education wittthe clusters, the sub-group/cluster became Ghibdection
and Education sub-cluster, with administrative supjs provided by Save the Children.
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Section 4:

OECD/DAC Ciriteria for Humanitarian
Evaluations

4.1 Coverage:

Coverage is about the need to reach major poputagiooups facing life-threatening suffering whereteey
are, providing them with assistance and protectmwoportionate to their need and devoid of extrareou
political agendas.

As mentioned in section 3, UNICEF’s response foduse meeting the immediate needs of
the affected people, especially IDPs, women anidiien. Apart from providing hygiene Kits,
complementary food and water for IDPs in collectmentres and places that could be
reached, one of UNICEF's early interventions wasgeist in epidemiological surveillance
and response capacity of the public health depattimeWest Georgia for monitoring the
health status of the IDPs with special focus ordtibns and contagious diseases. Early on in
the IDP crisis, UNICEF conducted an assessmenhitd care institutions to determine the
needs and status of the children residing in th&€he assessment showed that in many
centres children were in need of psychological sellimg and support. The children were
found to be at risk of receiving less care thamitethe conflict, as some of the centres were
partially occupied by IDPs. The assessment of atale institutions located in conflict areas
generated a great deal of concern, as the chitieye had been exposed to severe stress and
were in need of urgent psychological assistanceedponse, UNICEF provided psychosocial
support training for the staff of juvenile justidacilities and distributed educational and
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recreational materials to 37 child care institusionncluding centres for children with
disabilities, benefiting over 2,400 children.

From the trip reports of UNICEF staff, it is obviothat nutrition for children was identified
as a major need from the early stddesf the response. Multi-Indicator Cluster Survey
(MICS) carried out by UNICEF (2005) even before tvar confirmed that there was
significant increase in child stunting at the ade6el8 months. Hence special focus on
nutrition of pregnant women (esp. on micronutriearigl iron) and children under 2 needed to
be of high attention to prevent stunting and grofattering*. UNICEF’s nutrition specialists
identified that local, traditional complimentaryofd would be preferable over the distribution
of UNIMIX (CSB) complimentary food to the IDP cotittve centres, since no severely or
moderately undernourished children were identifietbng the displaced populations. As per
the revised Flash Appeal, UNICEF’s project on Supfmr Maternal and Child Feeding was
supposed to address the following objective: enthaethe nutritional needs of the targeted
IDPs are met in compliance with the internationaélgognised principles through provision
of traditional complementary and supplementary feagdply for children under-two (2,294
children); ongoing assessment of the nutritionustalhrough monitoring and counselling on
feeding practices; advocacy and coordination oéwvaht food supply and distribution
targeting pregnant women, lactating mothers anidie under-five.

UNICEF supported a local NGO, CLARITAS XXI, in ddeping and printing educational
materials on infant and young child feeding forsdimination to pregnant women and
mothers with young children in the IDP and wouldrburnee centres. UNICEF supported
CLARITAS’ mobile network of health professionals evhwere trained in supporting
breastfeeding mothers and conducting breastfeextingcacy. UNICEF decided to distribute
complementary baby food to IDPs as the request daome many collective centres and
municipal authorities. Initially 4,200 children icollective centres were to be provided
complementary food items by UNICEEDuring the early weeks of the emergency, UNICEF
locally procured complementary food items, suchpasidge powder and fruits for all
children aged 6-24 months residing in IDP cefifres

However, the gap in complementary food for infams not been met by the humanitarian
response adequately. First, it got mixed up wigtdssion on breast milk substitutes (BMS)
which is an issue on which many humanitarian agen@ncluding UNICEF) already had
established policies of not providing formula mifkecond, the donors and the government
(for political reasons) refused to acknowledgegt@ving need for complementary food. The
need for this intervention is becoming more acwte@ople continue to live in IDP centres
and new transition settlements, without any soustdivelihoods to obtain cash. It is
understood that several humanitarian organisat{@$ICEF, Save the Children among
them) have attempted to raise funds for complemgritedd without success as donors have
yet failed to appreciate the need. At the same,time understood that immediately after the
crisis, shipments of complementary food were resifrom donor countries which the
government has refused to distribute on the grahatisuch distribution may undermine the
local market forces. The fact that IDPs who havenbeithout any source of livelihood for

% gvetlana Stefanet, UNICEF, Trip Report, 5-19 SeptmAlso see UNICEF update dated 1 September,
Response to the Needs of the Children and Womesctdtl by the Conflict in and Around South Ossetia.

** UNICEF. Outstanding Issues in Mother /Child Nugitin Georgia, (undated)

% UN OCHA. Situation Report No. 6 on the SituatiarGeorgia, 22 August 2008

%6 Through Claritas project, UNICEF has distributétliltiple micronutrients (20,000 package; 30 sachpets
package); Oral rehydration salts (1,000 box; 10thets per box); Ready to use supplementary fodsD(1,
cartons; 36 pots per carton).
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over four months and hence have no purchasing ptmercess the local market seem to get
lost on the free marketers.

It is worth noting here that even after four morntishe crisis, the fundamental situation that
existed in September when an Inter-agency InitehiR Assessment (IRA) was undertaken
has12 7remained unchanged in many respects. The IRAucted in mid-September revealed
that":

* About 77% of the IDPs report have less than H0in savings (1.4ari = 1 USD).
This, coupled with little assets available for idption and little chance of securing a
regular income, signifies a very harsh socio-ecdnduoture for IDP families. 57% of
IDPs have no income whatsoever.

« All 55,000 IDPs are food insecure and will remaimod insecure until their
livelihoods are restored.

4.2 Relevance and Appropriateness:

Relevances concerned with assessing whether projects at@éwith local needs and priorities and refers to
the overall goal and purpose of a programnigpropriatenessis about the need to tailor humanitarian
activities and inputs to local needs, and examthescorrespondence between input/resources anihtieded
result.

Although proper needs assessment could not beedaott in parts of East Georgia until
about ten days after the crisis, and in South @saénost six weeks after the war broke out,
the response provided by UNICEF and its partnessvared to the most critical needs of the
affected communities. The supply of water, hygi&iis, family kits as well provision of
chlorination tablets for local water authoritiesddaninterisation of collective centres where
IDPs were located met critical needs.

2" UNICEF CO GeorgiaResponse to the Needs Of Children and Women Affbgtthe Conflict in and around
South Ossetia, Georgi&ituation Report No. 21, Thursday, October 9, 200&as also confirmed by another
independent research conducted at the same tirh&athkaof access to cash or income was the bigyesiem
in the perception of the IDPRé&pid Needs Assessment of Internally Displaced Woimstitute for Policy
Studies; First Findings and RecommendatiddRAFT, September 30, 2008)
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UNICEF assisted the Ministry of Education in a BdakSchool Campaign which combined
a commitment to ensure that every war-affectedddficluding non-IDPs in Samagrelo and
Shida Kartli) had a place in school with stationand school materials at the start of the
school year, that every school had some capacitggpond to the psychological impact of
the conflict upon children and that all school dtein at risk of mines and cluster munitions
received basic mine risk education (MRE). UNICES&tributed 976 school-in-a-box kits and
642 recreation kits benefiting children in colleeticentres, conflict-affected schools and
other childcare institutions countrywide in GeorgiBhese educational and recreational
materials stand to benefit up to 78,000 childrepanted by the crisis. In order to provide
psychosocial support to children traumatised by wa and displacement, UNICEF, in
cooperation with Ministry of Education and ScierineGeorgia and Ministry of Foreign
Affairs of Estonia, trained the teachers from ther-affected areas in Georgia. Overall goal
of the training was to train the teachers workinithwhe children affected by the conflict, to
notice the traumatised children and to enhanceethldsldren’s psychosocial well-being
through support and counselling. Psychologists,jasomorkers, teachers, IDP teachers,
specialists from IDP centres, NGOs, Resource Cgngteidents of psychology and social
work and lecturers from the universities particgzhin Trainign of Trainers (ToT). Up to
2,000 teachers and social workers from the Thalnsl Gori regions, as well as for the staff of
the Ministry of Education and Science, are beiagntd as trainers. Up to 40,000 conflict-
affected children are being helped in this way,chitas the additional benefit of supporting
the Back-to-School campaign, inasmuch as the #&atidn of children’s psychosocial
wellbeing is crucial for their comfort, wellbeing@ability to learn in school.

UNICEF has also undertaken Mine risk educationcfaldren living in risk areas. UNICEF

is cooperating with HALO Trust and other internatib and local NGOs on an ERW
(explosive remnants of war) and mine awarenes®grancluding the development of mine
risk education materials for use in schools, sushpasters, booklets, sequence cards and
workbooks. A training programme has been develdpedeachers, based on a UNICEF
teacher training manual and materials endorsechéyMinistry of Education and Science.
The UNICEF ERW and Mine awareness campaign wilkecakie conflict-affected districts of
Gori, Kareli, Kaspi and Khashuri, selected accaydimthreat levels assessed by HALO Trust
and the Ministry of Education and Science. The agrpwill cover 180 schools, with a total
of 46,000 enrolled children.

The mobile health teams of Claritas supported by@QE¥ have also carried out counselling
on safe and proper complementary feeding practitks. mobile teams are conducting a
nutritional status assessment among internallylatigl children (in the 0-2 year age group),
have developed and printed educational materialsfamt and young child feeding and are
distributing micronutrients to targeted internadigplaced childreff.

All of these are highly relevant interventions foeeting the immediate and medium term
needs of the IDPs.

However, interventions targeted at specific vulbéittees like the provision of

complementary food for infants of IDPs have beaade@quate, partly due to the way these
were planned — greater appreciation of cash tresisie a way of supporting vulnerable
families would have been more appropriate, rathanthumanitarian agencies themselves

2 Source: Protection, Support and Care - UNICEF garary response in Georgia, August — October 2008
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trying to procure and provide these. This wouldehgiven the families greater control over
the resources meant for them.

Conclusion:
14. Use of cash transfers would have been appropraaténélividual family targeted interventions,

giving the latter greater say over how they wantedeet their relief needs, and UNICEF needs
to develop cash transfer programming as a toctfioergency response.

4.3 Effectiveness and Efficiency:

Effectiveness measures the extent to which theitgicéichieves its purpose, or whether this canXyeeted to
happen on the basis of the outputs. Timelinesenemlly implicit within the criteria of effectivess. Efficiency
measures how economically inputs (funds, expelttige) have been converted into outputs.

The Georgia crisis was a fast evolving humanitagasis. Despite the fact that it took
UNICEF a while to mobilise and deploy staff to etfeely deal with the response in the
early days, in order to ensure local procurement availability of hygiene kits, UNICEF
provided a cash grant of $100,000 to Save the @mildvhich procured water bottles and
hired plumbers where immediate repairs had to lokeaken in collective centres. Its quick
interventions in WASH (distribution of hygiene ki#md water kits to families, provision of
water and sanitation facilities including showeriliies, quick repairs of water and
sanitation facilities in collective centres, analining community health promoters) launched
mainly through partner NGOs, was timely and metaai needs of the IDPs moving in to the
collective centres and tented camps.

Similarly its interventions in child protection areestablishment of child friendly spaces and
distribution of school-in-a-box and recreation lptayed a critical part in enabling education
authorities to provide access to education to Bl families and made the government’s
back-to-school campaign a success. The psychosugglort and mine awareness campaign
were two innovative activities which enabled caifliffected children to deal with their
traumatic experience and gain confidence to getitmtheir lives.

However, in WASH, except for the early intervensomndertaken through partners,
UNICEF's provision of water bladders and water kitsre delayed by several weeks. Had it
not been for UNICEF’s support to its partners (IRxfam, ACF and AIC Abkhazintercont),
its contribution in the WASH area in terms of effee response would have been weak. This
does highlight the critical importance of pre-exigtpartnershify with key actors. However,
in some cases, proposals from partners submittetNICEF CO took up to three weeks for
approval, and partner NGOs had to reply to the sgoexies over and over again since
UNICEF staff kept changing rapidly — often 3-4 difént individuals were involved in
dealing with a proposal and discussing with theness. This delayed effective response in

% This was a lesson also drawn from other emergsno@mely, UNICEF’s emergency response in Horn of
Africa (Review of the 2006 UNICEF Emergency Response irHtre of Africa -- Ethiopia, Kenya and
Somalig Phase | Report, Final 4 July 2007). The reviemm@nted that expanding partnerships in Ethiopia,
Kenya and Somalia have had a significant effecthrenemergency response. The issue of partnershigs c
across both strategy development and key prepassdintivities.
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some cases, and could have been easily avoideztiakhypin relation to the work carried out
by UNICEF's long standing partners with which itegldy had funding relationships.

In education, better targeting would have made UBHG response more efficient. There
was a need to ensure that UNICEF supplies wereetinlgto the most vulnerable
communities rather than doing a general distrilsutio some cases, it was also found that the
same number of kits were supplied to schools wiwehe not affected by conflict (or not
hosted any IDPs in the village) as those affecieddnflict. The same number of items went
to collective centres regardless of the numbeb&f families they hostédl Weak monitoring

of the distributions may have contributed to thdsring a visit by the evaluation team to
Education Resource Centre in Gori, the officialaldaot give any details of actual number
of school-in-a-boX.

4.4 Coordination:

Coordination is the degree and quality of collabiwa within the UN system and with different loeadd
international partners and stakeholders.

UNICEF envisages both an operational and catatgti for itself in humanitarian response.
The catalytic role has been important in coordorat+ facilitating and contributing to wider
systemic effor. Working closely with the RC/HC, UNICEF coordindtéts response
including needs assessments and external commiamcatth the UNCT. In Georgia,
coordination was influenced by additional fact@sch as the arrival of many external NGOs
and donor-led partners who had no previous expegien Georgia or previous relationships
with existing humanitarian partners, and a govemnaed UNCT that had had no previous
experience of the new humanitarian coordinatinghmaism namely theluster approachin
addition there were several kinds of conflictinggsures by both donors and Government
agencies to adopt certain approaches to relieb#mal interventions that were not all agreed
on by the current actors.

In the WASH sector, as discussed in section 38 ctiordination was focused primarily on
the operational aspects of provision of WASH faeis in collective centres and tents. The

%0 End of Mission Report, Charles Strickland, EmenyeRrogramme Coordinator, August-November 2008
A very similar experience is narrated in the aboved End of Mission Report. During a visit by the
Emergency Programme Coordinator to Senabki and Wahshe ERC could not find any documentation on
actual distribution of schools in carton and retiogekits supplied by UNICEF.
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cluster found it difficult to engage with governntedonors and the shelter cluster to ensure
that minimum standards in WASH were followed inlBung settlements, with the result that
many of the settlements which the government has came up with do not have even the
minimum habitable infrastructure on WASH. This iserious gap, and needs addressing
urgently.

4.5 Impact:

Impact looks at the wider effects of the projesbeial, economic, technical, and environmental irwhviduals,
gender, age-groups, communities, and institutions.

At this stage, the evaluation could only examine d@ffectivenes®f the interventions and
comment on the potential of these to create me&ningtcomes for the beneficiaries, as has
been done above under the ‘Effectiveness’ critelftee relief interventions in WASH and
child protection enabled affected families and camities to survive the hardships of
displacement from homes and villages. The mosicditf question to answer at this stage is
whether UNICEF programme is leading to better leergqa impact for the affected
communities. Most of the activities are still onggi and people still remain displaced; it is
therefore too early to judge whether or not thejgmts are having impact on individuals,
communities and institutions. However, early intimas on the outcome of various
UNICEF-supported activities like child friendly sgs and psychosocial programme, in
particular, are that these have potential for ltrgn impact, and through these programmes
UNICEF has built a good reputation for itself amahg communities and government.

4.6 Connectedness and Coherence:

Connectednesg about the need to assure that activities ofi@rtsterm emergency nature are carried out in a
context which takes longer-term and interconnegti@ilems into account andoherencerefers to the need to
ensure that there is consistency in policies anacfices which need to take into account humanitadad
human rights considerations.

The current Georgia crisis was of a complex pd@ltitumanitarian nature, with the scale of
the humanitarian needs being relatively smallern tlmher major international crises

humanitarian agencies normally have to deal witbweler, Georgia’s humanitarian needs
cannot be under-estimated. To put it in perspectiedore the current caseload of 140,000

32 UNICEF. Review of UNICEF’s Evaluation of Humanitam Action, 2005
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IDPs, Georgia already had 220,000 IDPs from thevipus conflicts over the past 10-15
years. Taken together, almost 9 per cent of thal fpopulation of the country’s total
population was an IDP in the month of August 2G08] bulk of them still remain so!

On the other hand, Georgia is a country which hirseased rapid economic growth over the
past five years, thanks to the free-market libsation the country embarked on. Prior to the
conflict of August 2008, the Georgian economy wasaostrong growth track, with GDP
rising by 10.5 per cent annually. Rising public emgitures, financed by a substantial
increase in the tax to GDP ratio, were being de@eit improvements in education and health
services and in targeted social assistance foptioe as well as infrastructife However,
though there may be disagreements over the levplowérty in Georgia, there is general
consensus that neither poverty nor extreme povédg significantly reduced. The
discrepancy between strong GDP growth and stagnpgioverty estimates suggest that
economic reforms are still not impacting on theedéivof large majority of the poor of
Georgia’s society.

UNICEF estimate¥ that total child poverty — i.e., children living families with an income
of 67 lari per ($ 1.42) day per person - in the country t®8eper cent, and extreme child
poverty (less than $1 per day per person) to beetZent. Given this, as well as the fact that
nutritional surveys post-conflict indicated need domplementary food for infants, UNICEF
needs to coordinate with government and other hitar&aan organisations to ensure that
until the livelihoods of IDPs return to normal, thralnerable families with infants either
receive adequate supply of complementary food @rsapported with cash to buy essential
items.

Georgia has embarked on a series of policy andtstial reforms since 2003. The process
that characterise the reforms in Georgia is thed@ad extensive institutional restructuring.
The social sector reform agenda has been contialergh frequent changes during its
implementation. The central characteristic of meferin health sector has been privatisation
and in the education sector it is decentralisatidrere is no evidence that the quality and
access to health and education for poorer womerchitdten has improved or will improve
in the long term. As a leading organisation on dhights, UNICEF could ratchet up its
research, and policy dialogue on the state of woraed children in Georgia using
vulnerabilities accentuated by this humanitariasis@as the springboard

As UNICEF plans its long term programme, it will ingportant to ensure that it continues to
target the vulnerable families and children in trev settlements and among the old IDP
caseloads, although the latter is a highly disgkegseup to target.

UNICEF'’s psychosocial programme through trainingrafners and teachers has potential to
be scaled up nationwide for the innovative techeggyand the education methodology it
promotes.

s Georgia Joint Needs Assessment, October 9, 20@8Uhited Nations — The World Bank
** UNICEF. Child Poverty in Georgia, undated (poweinppresentation)
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Conclusions:

19. Child poverty across the country and amorg IDPs in particular, will continue to remain a
major problem requiring ongoing humanitarian ingrons as well as long term solutions to
addressing vulnerability.

20. UNICEF's psychosocial programme has tremendousngiatefor being integrated into the
national teachers’ training curriculum.

4.7 Protection:

As part of its core commitments for children in egeacies, UNICEF commits to the protection of afefdand
women from violence, exploitation, abuse and neglec

UNICEF supported the establishment of safe enviemtm for children and women,
including child-friendly spaces, and integrated ghgysocial support in education and
protection responses. UNICEF’s support to Halo Tars mine-risk education in high risk
areas was key to creating safe environments foiliémmo go back to their villages in many
cases. Overall, within the limits imposed by theklaf humanitarian access to many affected
communities, UNICEF and its partners have done wwetkerms of ensuring protection of
children of IDP families they had access to. Spataah will always remain whether or not
UNICEF or UN system collectively could have donerento gain better humanitarian access.

Linked to protection is UNICEF's commitment to humrights based approach to emergency
response. A human rights-based approach requitbshmm achievement of specific outcomes
and good processes. A human rights-based approachsds adout holding duty bearers
accountable for doing what the claim holder hagitji# to expect. On this count, the overall
humanitarian response by the agencies left mudie tdesired. This applies to humanitarian
agencies in general, and was observed in relatodNICEF as welf’. An inter-sectoral
holistic thinking on the humanitarian needs of ¢benmunities was missing. A heavy single
focus on specific technical aspects of programneek tb unintended consequences: for
example while UNICEF-supported activities like chitiendly spaces offered children a safe
environment in the way a specific room was furnisbe equipped, the area it was situated in
could be unsafe, with untreated balconies, badssta having no heating and sanitation
because these items were the responsibility ohangprogramme’ or ‘sector’.

Even as late as December when the field work figratialuation was being undertaken, most
of the IDPs who had yet not been moved to settlésniesmd no idea how long they would be
living in the collective centres or when, if at,aley would be moving to settlements or
permanent homes. In some of the settlements vjsitedWASH facilities were poor, and

people had no idea who to go to get their grievarsmgted. In one settlement where people
had moved in a week before the evaluators’ vigppte had to fetch water from another

% Similar observations were made with regards to CBf’s response in other major emergency response as
well. The Tsunami EvaluatioTfie 2004 Indian Ocean Tsunami Disaster: EvaluatbUNICEF's Responge
stated, “a weakness of the UNICEF response (was)imost no consideration given to gauging benefjciar
views during the planning and implementation of idgponse”.
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village, and had no idea if the government will\pde them with any water facility, and if so
when.

The IASC has developed guidelines which emphabisenéed to ensure the need to consult
with the affected people which are not only a maitdéundamental human rights, but also in
the interest of good humanitarian practice and @aa@bility. The principles underlying the
guidelines (IASC Operational Guidelines, 2006) estahat, “Organisations providing
protection and assistance in situations of natatiahster® shall be guided by these
Operational Guidelines in all of their activities, particular when monitoring and assessing
the situation and needs of affected persons, whegrgmming and implementing their own
activities as well as when entering into a dialoguéh governmental authorities on the
State’s duties and responsibilities under inteamati human rights and, where applicable,
international humanitarian and refugee law. In dano, they shall remain accountable to all
of their relevant stakeholdelig, particular to the persons affected by the nataliaastet. In
other words, accountability to the affected comrtiasi(claim holders or ‘beneficiaries’) is
paramount in any emergency response.

It was noted that the settlements built by the govent were generally in places which were
in the middle of nowhere, with no access to empleytmopportunities or other forms of
livelihoods. Families were moved there by the gowsnt without their consent, let alone
being informed of what was being planned for prongd support to their long term
settlement. From the perspective of IDPs, they laeing to cope with two rounds of
displacements — the first when they fled their hsriwe their lives, and now being forced out
of collective centres and taken to settlements wihdea of how long they would remain
there. In some sense, the families are more vuiteersow than they were when they moved
into collective centres — except for the threatheir lives and property during the war -
having seen whatever cash and savings they canmedwiindle while living as IDPs, and
now having to move to areas where any prospedtefioods will remain a distant dream in
the near future.

In brief, the evaluation found no evidence of arytlee principles of accountability to
beneficiaries or respecting their right to inforioat being adhered to in the Georgia
response. While UNICEF cannot be held responsiiarfeeting all the needs, as a child-
focused organisation, it has a responsibility tsuee that the collective response of the
humanitarian system addressed them all. Towardsetii, apart from its role in leading its
allocated clusters, its ability to contribute teeincluster leadership was also critical.

% While the IASC document specifically refers topesses in natural disasters, there is no reasonaioy
most of these would not also apply in post-confliohtext of Georgia.
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Section 5:

Key Conclusions, Lessons and
Recommendations

In this section, the conclusions drawn in sectidrand 4 have been summarised against key headimj&ey
recommendations coming out of these for UNICEF qure=] at two levels: (a) Georgia response, and (b)
UNICEF’s emergency response globally. The conchssibave been numbered using the same reference
number as in the sections 3 and 4 above.

Despite being slow to start, as the crisis cameadenig when most staff were away on
holiday, UNICEF launched a substantial responsecancert with other humanitarian
agencies to meet the immediate needs of the affecbenmunities. In addition, as the
organisation having designated lead-role for WASi$ter as well as for cluster sub-groups
on nutrition and child protection, UNICEF providézhdership to the entire humanitarian
community on these issues. Among UNICEF's initiehcerns were the displaced women
and children living without safe water, basic hygidtems and access to sanitary facilities.
Another top priority during the first days of thentlict was to identify the most pressing
needs of children and ensure that these needsdgguately addressed in the appeals and
joint needs assessment.

Overall, UNICEF's response went well, led by the RRich declared it a level three ‘global’
emergency. The RO established specific task fondden the RO to better coordinate and
carry out support to country offices (with two C@gmely Georgia and Russia involved on
both sides of the border). The RO and HQ provid=atérship, mobilised the surge and
rapidly put in place systems and procedures to lendde small CO team to scale up its
operations in line with the CCC. All the differemits and departments in the RO and the
HQ worked in tandem to enable the small Georgiat€®cale up its capacity and launch a
rapid response.

The response had to deal with major challenges els lack of humanitarian access and
political nature of the crisis, including complextérnational political ramifications of the
crisis, made the delivery of humanitarian respohiggly complicated. In the following
paragraphs, the key lessons coming out of the atialuhave been summarised and specific
recommendations made for UNICEF.

5.1 Conclusions and Recommendations for Georgia Ogzgions:

Conclusions and Lessons:

12.Greater research and evidence-based documentdtioongplementary nutritional
needs for selected vulnerable groups could have bheed for effective advocacy
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with donors and government to develop appropriaterventions for nutritional
needs of infants and pregnant women, which rermeagep even after four months.

13.Given that Georgia has well developed functioningrkets and the number of

affected families was relatively small, UNICEF atslpartners could have used cash
transfers as an effective response strategy. Tvieber would have required careful
programme design and understanding of how caskfaework in emergencies.

14.Use of cash transfer would have been appropriateinidividual family targeted

interventions, giving the latter greater say ovewhhey wanted to meet their relief
needs.

17.Putting in place a post-distribution monitoring gsitical to ensuring that relief

supplies are targeted well.

18.Given that IDPs are now being moved from collectoantres to newly created

19.

20.

settlements which will be transition shelters fevesral months to probably a year or
two until people can go back to their original hameNICEF needs to strengthen its
leadership of the WASH cluster to ensure that miovis for adequate WASH

facilities are made immediately in these shelt@ilsis would require apart from

investment of further resources, high level advgoaith the GOG which has so far

failed to appreciate the need for minimum standard&ASH in the settlements it is

building.

Child poverty across the country and among the IDRsarticular, will continue to
remain a major problem requiring ongoing humaratainterventions as well as long
term solutions to addressing vulnerability.

UNICEF's psychosocial programme has tremendousnpiatefor being integrated
into the national teachers’ training curriculum.

Recommendations for Georgia CO:

R1:

R2:

UNICEF, as nutrition sub-group lead, to faai® quick gathering of empirical
evidences to make a case to donors and GOG forleameptary nutritional support
to children from IDP families who will continue tive as IDPs for much longer than
initially anticipated. At the same time, UNICEF megllaborate with WFP which is
already initiating a cash transfer system and egpiieveloping the cash transfer as a
viable mechanism for the ongoing respdhse

WASH programming needs to recognise that therenow a second wave of
displacement as people are being moved to Goverbuglh settlements, and there
are major WASH needs that remain unmet which negrdfieant investment. At the
same time, continuing advocacy with the GOG needsdus on the critical need to

3" In the region, Danish Refugee Council has trieshdeansfer on a substantial scale in Chechnyag@007-
08 and their experience may be worthwhile drawnognt
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pay adequate attention to WASH infrastructure irtlesments that are under
construction.

While continuing to focus on child poverty memvide through its normal

programming, UNICEF needs to conduct researchtieachild poverty and effect of
social sector reform on women and children amongsind design appropriate
interventions for medium- to long-term.

UNICEF's programming needs to take into actaime continuing humanitarian
needs. UNICEF needs to continue to respond andcati/aluring the transition on
the needs of women and children until sustainablenality is restored for women
and children to acceptable levels in the settlemenplaces of return.

Explore mainstreaming and scaling up psychas@eogramme as part of UNICEF's
nationwide programme working with education authesi

Strengthen the M & E system to be able to noorind follow up on post-distribution
of relief materials on an ongoing basis.

5.2 Conclusions & Recommendations for UNICEF's Gloal
Response:

Conclusions and Lessons:
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Deployment and Staff Capacity:

. UNICEF was able to fast-track its decision makingrapid response and deployment

immediately after the onset of the crisis due ® ¢lear lines of communication and
coordination it had developed between the HQ, ROGA.

. Ability to deploy staff from neighbouring offices ithe region was critical to the

initial start up of the emergency operations, dnsl heeds to be incorporated into the
overall emergency preparedness strategy of themegi

. For some key functions requiring critical dealingsth external organisations

(partners, clusters, government) involving jointtiden or programming, attempt
should be made to deploy staff for a minimum of @eks.

. Early deployment of specialised staff for fundmagsiand proposal development is

essential so as to collate relevant informatiomeads and UNICEF's response and
support CO, RO and communication offices in devalept of proposals.

Cluster Leadership:

10.1t needs to be recognised that Cluster leadersgpires high level of facilitative

leadership skills, and not just technical expertisan area. Since UNICEF is taking
the lead on WASH cluster globally, it needs to eeghat for its cluster leadership
roles, it is able to deploy people with the righieatation and leadership skills to be
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able to facilitate response for the entire humaiaitacommunity. UNICEF needs to
ensure that staff who are recruited into clustadézship or team leadership role have
a good grounding on UNICEF’s working ethos andurelt

The separation of roles between cluster leaderahgh UNICEF's own operations
(section heads) needs to be clear to all stakefwlded communicated clearly to
partners and staff.

Procurement:

The Emergency Preparedness Plan needs to idenifyliers within the region in
neighbouring countries. Procurement from countiiés Turkey, Bulgaria and
Armenia could have been faster and cheaper in tefrimansport costs.

While stockpiling is always an expensive optionezsally for countries which do not
see regular emergencies, pre-existing agreemeht suppliers vetted through the
standard procurement procedures could minimise pifeeurement time after an
emergency.

Communication and Humanitarian Access:

Time is of essence in any communication. Compleergencies like the Georgia
crisis require sensitive handling of communicatittowever, greater institutional
leadership and guidance from the global level teerahe issues of child rights
violations and humanitarian situation affecting ldfén, women and civilians is
required.

In complex emergencies, a senior international camoation person with expertise
in IHL ought to be deployed at the earliest, as aoitarian response these days is
also about timely communication along with provgliiangible assistance to affected
communities.

The issue of access is a highly political one deddfore there is very little UNICEF
can do on its own.

Partnership:

Pre-existing relationship with partners antitglio work with them holds the key to
effective and timely response for UNICEF. Havingedncal point for dealing with
partnership relations can make UNICEF's response refficient.

In its relationship with partners, especialig nes with whom it has long standing
programmatic collaboration, UNICEF needs to movemifrproject financing to
strategic programme financing.

Beneficiary Participation and Accountability to Bereficiaries:

Humanitarian agencies (and the government) paidy viitle attention to
acknowledging that the victims of conflict haveight to information and participate
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in decisions that affect their lives, and that digencies have a duty to be accountable
to the communities for their actions and lap&es

Recommendations for Regional Office:

R7:

RS8:

Deployment and Staff Capacity:

Because COs in CEE/CIS region are small arehdfte emergency focal point is also
focal point for other sectors as well (often atigunlevel), UNICEF needs to
mainstream emergency response in all sectors amgh knvesting in enhancing staff
capacity, for emergency response at both nationdl iaternational levels. Annual
regional meetings of sector focal points (as isaase for social policy, health and
education specialists for example) should include tdevoted to preparedness and
emergency response to further develop region thihkibout cash benefits, cluster
accountabilities, responses to new areas such aSHVAInding mechanisms such as
CERF and Flash appeals and to ensure that all fumats, Deputy Representatives
and Representatives are kept abreast of the Kitieking on IHL and emergency
response issues and global architecture.

Procurement:

Develop framework agreements with supplierstahdard relief items in different
regions, and pre-identity logistics solutions (@tgi and transport) within the regions
wherever regional capacity exists.

Recommendations for HQ:

RO9:

R10:

R11:

Deployment and Staff Capacity:

Learning from organisations like ICRC, MSF .ettNICEF should be able to
mobilise self-directed teams who need minimum itidacand orientation and are
able to become operational within a few hours oy in country. They should be
aware of IASC modalities, funding mechanisms, fiadsessments, cluster approach
and will be expected to work with minimum superorsi

One specific area where UNICEF needs to devekpertise, apart from its cluster-
focus, is on cash transfers to affected communitiegh is becoming increasingly
important as an emergency response tool in sittgstigth functioning local markets.

It is understood that EMOPS has recently come ufh wuidelines for cash

programming which is now being rolled out.

Cluster Leadership:

Globally UNICEF needs to have a pool of semstaff with technical as well as
cluster-leadership skills in WASH, nutrition andldtprotection who can be deployed
in major emergencies.

3 UNICEF has acknowledged this as an issue on sewstances in the past. In the section on Accduiit
to Beneficiaries, th&JNICEF’'s Contributiongeport (UNICEF 2004) argues that this has been akveeea for
all humanitarian agencies. The UNICEF Tsunami Eatadim (2006) found UNICEF to be weak in this area.
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Communication and Humanitarian Access:

Streamline and rationalise approach to devsgppommunication messages focusing
on child rights and humanitarian needs in compleses in line with the CRC and

CCC, so as to ensure that UNICEF retains its prievemh position as the leading

child rights organisation and an impartial and reduhumanitarian agency. Broad

outline of messages targeted on specific issuel sscconflict, natural disaster;

displacement etc., could be pre-prepared in advamd be issued with fast fine
tuning to specific contexts.

Partnership:
Move to programme financing from project finang in relation to long term
partners.

Beneficiary Participation and Accountability to Bereficiaries:

Successive evaluations have shown that tligdraained a weak area for UNICEF
(as well as for other UN agencies), and hence lbafjistrategy needs to be developed
outlining practical actions and standards that URFGwill follow in all emergency
response.



