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OCHA’s Regional Office in Nairobi and DPSS organized a workshop to support field offices in implementing OCHA’s Protection Policy Instruction and contributing to protection activities at the country and regional level.  Twenty-four field staff members from 11 offices, as well as CRD/NY, UNHCR, and ICRC participated in the 2.5 day workshop, leading to a series of recommendations and action lists for the FOs, RO, DPSS, and management.  

In particular, FOs indicated that they would include the PPI in the development of country workplans, include sessions on the PPI in upcoming FO retreats, and conduct workshops with staff and partners in country to increase understanding of OCHA’s roles and responsibilities in supporting protection.  Colleagues recommended the appointment of focal points for protection, in the absence of dedicated protection staff, but noted that alternative mechanisms for providing technical support and guidance to the office should be considered by management in order to fully implement the protection policy instruction.  A number of country-specific requests were put forth for additional training and capacity building with OCHA staff, with CT members (UN, NGOs) and government counterparts, as well as developing a regional mechanism to support staff development and documentation of best practice in the area of protection.

The Regional Office and DPSS will provide targeted follow-up to these requests in accordance with their respective workplans for 2007-2008.  In addition, DPSS will be adapting this workshop model with other regional offices in the coming months to strengthen implementation of the PPI.

Background

OCHA’s policy instruction on supporting protection (PPI) was developed following recommendations made at the 2006 Global Management Retreat (GMR), and signed into policy in December 2006.  The Displacement and Protection Support Section (DPSS) was tasked with the roll-out and implementation of this policy at the field level, in collaboration with PDSB. 

As a key component of the roll-out and implementation strategy, this first regional workshop was developed with RO Nairobi as a model to define a practical framework with field-based colleagues to support protection activities in the field., strengthen the capacity of OCHA staff in this area, take stock of current field practice, and identify key priorities for OCHA-wide implementation and compliance with the policy instruction.

Complementing this workshop, in the first half of 2007 the PPI strategy has also focused on ensuring inclusion of the policy in existing staff training (including EFCT and induction materials), as well as raising awareness of the policy with Humanitarian Coordinators during a significant session at the 2007 HC Retreat.   

The Nairobi workshop was introduced at the 2007 GMR, and field offices noted their interest in either hosting or participating in similar workshops to strengthen protection skills among staff. 

Workshop Development and Design

In collaboration with the RO, DPSS, and PDSB, a concept note was developed to focus on three objectives.

· Building the capacity and skills of OCHA to implement the policy instruction on supporting protection.

· Exchange learning in protection among colleagues and identify areas of good practice.

· Develop priorities and action plans with mutual commitments from FOs, RO, and DPSS.  
Although designed as an internal OCHA event, DPSS undertook consultations with key protection agencies in finalizing the concept note and to seek participation from key protection agencies as resource persons.  UNHCR was able to send a Geneva-based colleague, Mr. Adriano Silvestri, who has been instrumental in development of the Global Protection Cluster, and the ICRC regional delegate on protection, Mr. Olivier Dubois, also joined the workshop for the first two days. OHCHR and UNICEF were supportive of the efforts but unable to participate due to scheduling conflicts.

The content of the workshop, developed jointly with DPSS and the RO and in consultation with key FO staff, focused on defining key concepts, understanding of the mandates and approaches of key protection agencies, raising awareness of the protection cluster at the global and field levels, and on the analysis and advocacy function that OCHA plays in the field.

In order to ensure cross-office learning, field offices were asked to prepare a brief summary of their operational context, protection activities, and experiences in implementing the PPI.  These cases, as well as additional supporting documents were provided to all participants 10 days before the workshop.   

Participants

The range of participants at the workshop contributed to an especially fruitful and informed exchange.  Field offices were invited to include those staff members working directly with protection challenges in their work, especially in “deep-field” positions as well as in direct support to humanitarian coordinators.  As a result, national and international staff were well represented; national staff brought a clear and deeply analytical understanding of patterns of violations in country contexts, while international staff brought a complementary experience from their assignments across varying protection contexts. 

Although the formal workshop presentations were made exclusively in English, the workshop was conducted bilingually so that participants were able to express themselves during small group or plenary in either English or French.  Language had not been a criterion for participation, but it quickly became clear that bilingual interventions would be preferable and that capacities in the room were sufficient to allow for this option.  .   

The active participation of UNHCR and ICRC colleagues was extremely helpful to build an understanding of common approaches 

Programme Content

The first day of the workshop focused on general approaches to protection work, introduction of relevant frameworks and tools for analysis, and understanding of UNHCR and ICRC’s protection activities.

The sessions focused on an introduction to the concepts of safety and security of civilian populations, restoration of and respect for dignity, and a holistic understanding of the needs of persons affected by crisis.  These concepts inform and underpin the IASC definition of protection, which is an inclusive approach to the realization of rights grounded in the legal framework of humanitarian, human rights, refugee law, and humanitarian principles.  

The following session then explored the range of protection activities, introducing the “egg model” of responsive, remedial and environment-building activities as well as modes of intervention for protection outcomes (substitution, persuasion, capacity building, denunciation, etc.).  UNHCR and ICRC presented their institutional frameworks for activities to provide an illustration of how these models are applied to field practice.

Building on these frameworks, an analytical tool was introduced to consider risks, threats, vulnerabilities, and capacities.  Several examples were explored with the group, and participants were then asked to apply the tool to their country contexts and share their analysis in plenary.   The tool was seen to be useful in developing a fuller analysis of problems and the range of responses, highlighting areas of overlap or oversight in both programming and advocacy, allowing for a more rigorous approach to strategic and cross-sectoral coordination functions.
The second day then focused on presenting the global cluster on protection as well as OCHA’s specific role, responsibilities, policies, and experience.  

The PPI was presented, highlighting OCHA staff responsibilities to incorporate protection into field functions as well as support of the HC.  Adriano Silvestri of UNHCR presented the global PCWG, and discussion focused on the variety of experience with the clusters at field level to date.  Presentations by Claudia Rodriguez (FO DRC) and Antoine Gerard (FO Sudan/Darfur) allowed for differing examples of application in the field and models that have been used in a context of integrated missions.   A following session on advocacy strategies and application to protection work was provided by Kristen Knutson and Giovanni Bosco (FO Uganda); Antoine Gerard provided an illustration of the advocacy strategies that have been used in Darfur in particular to support protection activities.  The purpose of this exercise was to identify actual opportunities and challenges experienced by field-based staff and the variety of ways in which they had been addressed.

To illustrate these coordination and advocacy approaches, colleagues presented case studies from their countries, ranging from the first roll-out countries of DRC and Uganda to Somalia where OCHA co-chairs the protection cluster in strong collaboration with UNHCR, to Burundi and Eritrea where no protection cluster exists.  The range of experiences highlighted the need for flexibility in supporting coordination efforts, but also raised issues which require additional guidance such as working with governments where they are parties to the conflict, building capacities within OCHA and within other agencies, and streamlining pre-existing “sub-cluster” areas of responsibility such as GBV, child protection or others into coherent protection coordination.

DRC, as one of the first roll-out cluster countries, noted that the protection cluster has been applied in most regions with a positive impact on improved coordination and improved protection, although several challenges remain.  In particular, the prioritisation of prevention of physical protection violations has led to a heavy reliance on peacekeeping forces and most advocacy focusing on mobilizing their deployment in threatened areas, as compared to a focus on other violations or response.  Provincial strategies have been developed under joint leadership of UNHCR and MONUC as cluster leads, although a national strategy has not yet been developed.

In Uganda, the cluster has been established with UNHCR as lead agency with clear contributions to improving the protection environment.  However, the cluster has been geographically limited to the LRA conflict areas, leaving gaps in other parts of the country such as Karamoja where conflict, tensions, and violence have led to significant violations and displacement. The UN Country Team had requested this geographic exclusion following the request of the cluster leader, UNHCR.  ICRC praised OCHA’s advocacy work to raise the Karamoja issue and stated that ICRC would be focusing similarly on the matter.  OCHA is currently deploying a ProCap officer to address the protection coordination gap for the region and undertaking discussions at country level to build more awareness of the challenges in Karamoja. 

Similarly, colleagues queried for guidance on improved coordination of protection where the protection-mandated agencies do not undertake a leadership function such as Zimbabwe or Sudan (Darfur) and where little formal guidance has followed from the Global Cluster lead.  In addition, guidance was requested for situations where stakeholders, including governments, are reluctant to accept a specific agency’s role (such as Sudan and UNHCR’s proposed protection lead in Darfur).

Country case studies are attached as an annex to this report to provide a more ample profile of these challenges and approaches.  The range of experience has been significant, with varying coordination mechanisms and, accordingly, varying roles for OCHA.  For instance, the protection cluster in DRC has been established with UNHCR and MONUC in a leadership role which has been adapted to fit the context of each province; however, no overall protection strategy has been established.  In Somalia, UNHCR and OCHA co-chair the cluster and OCHA has a number of protection officers on staff to support remote operations and coordination of protection from Nairobi.  And in Zimbabwe, OCHA has de facto maintained a coordination function as UNHCR, UNICEF, and OHCHR have not yet agreed to alternative mechanisms.    While in Eritrea, no protection cluster or working group coordination body exists since there are few partners and “protection” has been seen by counterparts as linked to political motivations.  This diversity of coordination mechanisms and challenges formed the groundwork for a significant discussion of guidance and appropriate parameters for adaptation to field realities which include government sensitivities as well as agency capacity.

The third half-day was an opportunity for the Regional Office and DPSS to further describe ways and means in which it can assist FOs in their protection-related support activities and for internal discussion on priorities for building OCHA’s capacity to undertake its protection role in support of humanitarian action, protection partners, the HC, and the ERC. Moreover, to ensure effective follow up and use of tools and skills developed by the workshop, FO officers also identified actions they recommend the FOs undertake to better mainstream protection-support into their activities.

Recommendations and Outcomes

A detailed matrix of the country-specific and RO-specific recommendations is attached for reference and for follow-up.  However, several observations were made as to how OCHA can strengthen its ability to fully implement the policy instruction and are included here in general remarks.  

Administrative

· Review standing HAO general TORs to consider varying profiles, as public information did in prior years.  With this consideration, staff with relevant knowledge and skills can be recruited to posts where support to protection coordination is a requirement.  

· Include protection support as part of TORs and job requirements for staff currently fulfilling these responsibilities with explicit reference to percentage of work time to be devoted to these tasks.  

· Avoid adding protection as a “focal point” position without adequate time/resources.

· Without clear designation and delineation of protection support responsibilities, colleagues have noted difficulty in recruiting and retaining qualified staff for this work.

· Inventory existing protection support capacities, as many colleagues may have the profile but be engaged in other work.  

· Explore possibility of an IDP or protection advisor in the RO as a dedicated resource beyond “focal point” responsibilities.

Coordination (cluster, non-cluster, RO-FO)

· Recognize that support to protection coordination is different from other sectoral support and requires OCHA cross-cluster review of strategic protection elements as well.  Build capacity to undertake this role.  

· Further guidance and clarity required on how to support cross-cluster protection work in the field with a variety of actors and models being adapted.

· Strengthened liaison work with regional organizations, probably through RO.  

· Explore options for regular liaison with ICGLR secretariat located in Burundi and develop advocacy strategies based on the Pact on Peace and Security covering all countries in the CEA region 

· Strengthen sharing of country inter-agency advocacy strategies with the RO to build better regional strategies to support protection advocacy.

· The RO will host a protected link on its website on best practices and lessons learned in order to promote regional learning, whilst establishing a chat space for exchange amongst protection practitioners 

· More cross-border meetings and dialogues between OCHA FOs.

Technical support (HQ, RO)

· Explore expanded development of surge capacity within OCHA.  Ensure protection profile included consistently in rapid deployments.  

· Guidance on working on protection support within integrated missions.

· RO to support making PPI and relevant guidelines on GBV, HIV/AIDS better known with partners and governments as well as within FOs.

· Develop regional advocacy strategy with explicit attention given to protection.  

· Strengthen inter-agency ties to build capacity further, participate in trainings developed by protection agencies and organizations to build HAO protection knowledge and skills. 

Evaluation of the Workshop

The workshop entailed three separate objectives: build capacity and skills for implementing OCHA’s policy instruction, learn from colleagues’ experience in supporting protection and build an internal network of practitioners, and develop concrete action plans for FOs, the RO, DPSS, and other parts of OCHA.  Colleagues’ expectations included a better understanding the PPI, understanding how it has been applied in the field, and building their individual skill sets.  

Participants found the workshop to have achieved these objectives and noted several points to be replicated or strengthened in future workshops.  

· Participants included a full range of colleagues who were more experienced and less experienced in supporting protection, national and international staff, policy and “deep field” colleagues.  This was seen as a strength as it highlighted complementarities.  

· The presence of colleagues from public information, advocacy, and information management provided a more rounded perspective on OCHA’s work in this field and how protection is being integrated across functions.

· The participation of a colleague from CRD/NY was a valuable contribution as it highlighted multi-country, multi-region, and institutional challenges in this work.  

· There was agreement that a representative from the HC strengthening initiative would have been a helpful resource in discussions.

· It was extremely useful to have resource persons from ICRC and UNHCR as presenters and discussants.  It was recommended that in addition to a representative from the protection division, a representative from the Africa bureau would also have been welcome.  Although OHCHR and UNICEF regretted their absence, all efforts should be made to include them in future field discussions.

· Participants appreciated the workshop’s design to “de-mystify” protection by clarifying basic terminology, approaches, and some tools.  If time allowed, however, they noted that a discussion of cluster v. non-cluster approaches and the human rights v. protection debate would have been useful.

· The content of the workshop focused on analysis and advocacy as key functions in supporting protection.  Participants agreed this was an appropriate focus for their work.

· Participants appreciated the development of concrete action lists and support plans as a product of the workshops to discuss with their FO and agency colleagues.

· The workshop also clearly highlighted areas of ambiguity of OCHA staff’s function and responsibility in support of protection, particularly the need to build protection skills in light of a management decision not to deploy protection specialists in field operations.  

· There was a common interest in having a longer workshop to build more skills, and to address the very complex challenges that protection support present in the field.  A specific suggestion was to develop a long country case study (real or fictional) and the application of the PPI to that context by facilitators to illustrate the policy as well as the matrix of responsibilities.  In addition, country-specific workshops were requested to provide more understanding and skills in the FO context.  

· The country case studies circulated prior to the workshop were seen as very useful, but the group’s recommendation was not to have the same case studies presented during the workshop in plenary.  Either the plenary presentation could draw on some element in more depth, or the written cases could simply be a reference document for colleagues in discussion groups.
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