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Background

Brief chronology, scale and description of the crisis.

Tajikistan is experiencing its harshest winter in three decades with temperatures that have averaged minus 10 degree Celsius during the day and have dropped as low as -20 degrees at night in the capital Dushanbe and even lower in some parts of the country. Low temperatures have been experienced before but not for periods as long as now. Many antiquated water lines have either been broken or become frozen/ clogged, with a major impact on the availability of water for the past three weeks. Sub-zero temperatures and water shortages are continuing. 

Tajikistan's potential to produce electricity is estimated at over 300 billion kilowatt-hours per year - the greatest hydroelectric capacity in the region. But due to lack of installed hydro-electric power stations, the country is dependent on its neighbors for electricity during the winter. The country imports electricity from Turkmenistan, Kyrgyzstan and Uzbekistan, but these supplies are limited due to power shortages in these countries as well.

In rural areas population receive one or two hours of electricity a day, and some none at all. Even in Dushanbe, electric power is limited and many residential areas have no electricity overnight. The only exceptions to these periodic blackouts for now are residential areas, some of the hospitals, and a limited number of critically important industries in the country. Supply of electricity to the aluminum plant has been limited, even though this industry makes up 30% of the national GDP. 

Tajikistan is consuming approximately 41 GWh of electricity per 24 hrs, of which 39 GWh comes from sources in the country. Of the electricity produced in the country, approximately 66% comes from the Nurek hydroelectric power station. Unfortunately, it is expected that the level of the reservoir supplying the Nurek turbines will reach a critical point where no more than 6 GWh per 24 hrs can be produced. When this situation occurs, (anywhere from 8-14 days from now), Tajikistan will loose approximately 45% of its electrical supply. . This significant shortfall may be partially offset (6-10%) by increased imports of electricity and gas from neighboring countries. As of 2 February, government had secured increased daily electricity imports from Turkmenistan from 2.6 to 6.2 GWh, Kyrgyzstan 0.8 GWh and Uzbekistan 2.8 GWh or a total of 9.8 GWh/24 hrs. In addition, the government has secured about 35% increase in gas supplies from Uzbekistan which could reduce the reliance on electricity. The resulting deficit would lead to more frequent and severe electrical shortages and longer blackouts.

The humanitarian impact of these increased blackouts is not totally clear and will depend on the government distribution plan for the period following loss of major production capacity of Nurek Power Plant, the level of community preparedness in both rural and urban settings, and the amount of gas and electricity imports.

As a result of continuing heavy snowfall, the roads between and within several districts are blocked. These closed roads have also had an impact on local supplies of food and other basic commodities as well as medical services, so the impact at rural levels may be critical in some areas.

The cold weather has overloaded the national electricity system. In Dushanbe alone, 58 transformers have been damaged; electrical supply lines damaged and services which depend on electricity (e.g., water supply) have been affected. To date, qualitative reports indicate the combination of unusually cold weather and electrical shortages has had an impact on human life and welfare beyond what is normally experienced with its worst winter in many years. 

The latest report from the hydro electrical power station is that the water level is dangerously low; less than five meters from the danger level when its capacity to produce power will be severely affected, causing it to go into minimal operation within 8-14 days. Under expected winter conditions, February is normally the month that generates the LEAST amount of inflow water to the reservoir. This year is unusually cold so the expected impact is even worse. Runoff water from the mountains from the early spring thaw is not expected until late March or April when the dam would be able to go back to full operation (in a normal year). 

Even at full operation right now, most of the country is without regular power with a maximum of two hours in some towns, but none in others and blackouts in different parts of the capital city are common; city street lights have been off at night for the last 15 days. Water is being collected by urban dwellers from public places throughout the city.

In Yovon which is one of CARE's operational areas in southern Tajikistan, a power plant may be suspended from operation in early February for an unknown period of time to curb the rising natural gas and fuel oil consumption.  Because of the severe cold weather, the Dushanbe and Yovon heat and power plants have increased consumption of natural oil and fuel oil. Hence, to ensure continued operation of the Dushanbe heat and power plant, it may be necessary to suspend the Yovon plant from operation.       

All regions of Tajikistan, CARE and non-CARE areas are affected as a result of this crisis.  Many of the sites where CARE works in rural areas including Varzob , Vakhdat and Yovon and Jilikul districts are without power, water, and fuel and also experiencing food shortages during the past 2-3 weeks. Winter crops have been destroyed and vegetables stored for consumption have frozen and spoiled or are in limited supply.  Dushanbe city and other cities throughout the country are also severely affected as they have no heating and cooking alternatives.   Elderly people living alone with little or no income are helpless victims of this crisis situation.

According to information published by Asia Plus, some children have already died in the Dushanbe Maternity Hospital for lack of heat or properly functioning life support equipment.  Rural health services are being affected due to shortage of transportation, lack of healthcare providers and power cuts – in essence, people living in remote villages have no access to health services during this time.  According to the results of a Rapid Assessment of the energy and water supply to healthcare facilities, even the Central District Hospitals in most CARE operational areas don’t have energy and water supply.  Already the number of cases of chronic and acute diseases is increasing. The situation is expected to deteriorate even if the power situation remained the same. Schools are ill equipped to meet the demands of the severe winter and school children are falling ill as the schools do not have adequate heating facility.  The Education Ministry announced that only 50% of the schools in the country have generators and will be able to continue operating in case of blackout.  Orphanages in CARE operational areas do not have generators, and special schools for the physically and mentally challenged, as well as homes for the elderly are poorly equipped as well, and are experiencing even worse conditions.  

Summary Needs & Resource Assessment (note this should be all priority needs, not only those CARE plans to address ourselves)
Brief description of Immediate Needs & Local Resources: 

Based on daily meetings among partner NGOs, UN agencies and government representatives, a variety of critical food and non-food items will serve to counterbalance the immediate, and life threatening impact of the abovementioned factors and conditions.  These items include:
· Wheat flour and vegetable oil

· Fuel supplies such as wood, charcoal, gas, kerosene etc.

· Heating equipment such as coal or wood burning stoves

· Alternate lighting supplies

· Power generators & fuel for them

· Sleeping mats, blankets & warm clothing for children and elderly

· Plastic water containers, soap
· Health services, medicines

· Baby bed linen and blankets

· Shelter
· Cash for buying basic food items

· Emergency credit for micro businesses

Brief description of Projected Medium-term Needs & Local Resources: 

· Food like flour oil, lentils, milk powder 

· Transformers - 400, 630 and 1000 KVa capacity
· Under ground high-voltage cables
· Diesel generators
· Fuel for road clearing machinery
· Seeds and other inputs for the planting season
· Fuel (mazut – fuel for central heating systems, petrol, kerosene) 
· Small hydroelectric turbines to reduce pressure on the main hydro plant;

· Convert 2 power plants in Dushanbe to switch from coal to hydroelectric power alternatively.
· Emergency credit for micro businesses and recovery loans
Likely Scenarios (usually based on government scenarios or those described in UN CAPs, if available)
Scenario 1 (best case): Based on forecasts from Asia Plus, the Government expects it to get warmer in the coming weeks and this should enable them to raise power imports from neighboring countries increasing up to 10 million kWh of electricity per day.  

Scenario 2 (worst case):  Forecasts are wrong and weather conditions worsen; the water level in the hydroelectric power station in Nurek reaches critical point, and neighboring countries are unable to provide additional energy as expected, complete blackout can be expected within 10 days.
Initial Government & International Response (in addition to briefly describing the response under way, please estimate here the current and anticipated humanitarian service gap)
· Government  appealed to Kyrgyzstan, Turkmenistan, and Russia for help;
· Kyrgyzstan has agreed to export fuel, petroleum, and gas by train but the support from Kyrgyzstan is minimal, enough to power a small secondary city only;

· Turkmenistan has also pledged more than 6 million KWs  to Tajikistan. This is about 50% of what is needed in the city of Dushanbe alone, but this power will have to be distributed around the country.

· The aluminum factory is currently operating at 20% capacity on government instructions; it employs 15,000 people and generates 30%, possibly more, of the country’s GDP.

· Many commercial establishments have been closed;  

· Clearing of inaccessible roads is being undertaken but difficulty is being experienced due to lack of fuel;

· Government has prioritized major urban areas for electricity supply and has continued strict rationing of electricity with strict limits for industries, non-essential businesses and street lights;
· Government officials are regularly checking all stores and restaurants to ensure minimum use of electricity.

· REACT, through its secretariat within the UN has conducted a rapid survey of the impact of power blackouts in some major urban areas on population. The assessment was based on information derived from urban dwellers and their experience with electrical and gas supplies in the last three weeks of January 2008.
A number of other assessments are currently underway:
•     IFRC/ RCST are conducting an assessment and report will be ready by early February.
•     World Bank Energy Experts to present results of their assessment of the hydro-electric plant and the energy sector by early February.
•     Save the Children Rapid Food security assessment in two districts of Khatlon province.
•     WFP, FAO and NGO partners has been systematically collecting data on food security which tend to indicate worsening of the situation in the last three months of 2007 not directly linked to energy problems. However, the results indicate that vulnerable populations are less able to withstand these shocks for very long.
As an immediate action, UNICEF Tajikistan allocated $100,000 from its regular resources and from its emergency stockpile assisted Ministry of Health with the following items:
· Jerry cans: 300
· Bed linen: 200 
· Baby blankets: 2230

· Soap: 2000 
· Five emergency health kits for hospitals in Dushanbe

· Blankets wool-blend: 260
· High protein biscuits have also been provided to orphan homes, boarding schools, and maternity and children hospitals. 

Major UN Initiatives (Coordination, i.e. cluster system, CERF allocations, Flash appeals, role of key partner agencies like WFP, UNICEF, UNHCR and how the CO relates to them/participates in them) 
The UN Resident Coordinator (RC) met with the President of Tajikistan on 31 January, during which the close cooperation between the government, UN and non-governmental organizations through the Rapid Emergency Assessment and Coordination Team (REACT) forum was reconfirmed. 

On February 1st Tajikistan Ambassador to the United Nations met with the UN Emergency Relief Coordinator and requested UN assistance in dealing with the current energy crises.

The UN RC has established a Disaster Management Team (DMT) consisting of individuals drawn from REACT and the UN - the DMT will commence preparation of a flash appeal in close consultation with CoES, bilateral missions, OCHA and resident UN agencies.

A UN Flash Appeal with input from partner NGOs is currently under compilation.

UN Contingency Plan recommendations:
· Take necessary precautions to maintain humanitarian needs in the country;

· Ensure one month’s supply of fuel, water, diesel & propane gas, basic household items, etc. 

· Ensure staff are safe and are in good health condition to be able to work & help others;

· If shortfall anticipated due to lack of supply or storage problems, seek help from neighboring UN or other agencies;

· Encourage staff to proceed on annual leave or evacuate non essential staff and families;
· National staff living in extreme conditions can move into field offices where heat is provided by the employer.

CARE Capacity & Management Structure Description
Short Summary of CO’s Emergency Response Capacity, Management Structure 

At present CARE Tajikistan Country Office has sufficient human resources and management capacity to respond to the current emergency situation. There are more than 100 staff including managers, field facilitators, engineers, doctors and drivers working for different CARE projects. Specifically, CARE has the Integrated Community Disaster Reduction Project with qualified personnel with long experience of working on Disaster Risk Reduction and response. In addition, CARE has extensive experience in food distribution and has in place solid structures and mechanisms as well as proper monitoring tools for management of food distribution. CARE also has an excellent relationship with the local authorities at the national and district level as well as with the INGOs, such as Save the Children, Mercy Corps, CARITAS, UNICEF and many others.

CARE can use its operational capacity to support the response required and make a significant contribution to large and urgent humanitarian needs. CARE can also involve local partners to provide support in CARE operational areas.

The CO ERT (Emergency Response Team) consists of senior CARE management staff from Program and Program Support led by the ERT Coordinator who is in place to guide the ERT in any kind of emergency response. The CD is intimately involved with the ERT and during emergencies leads the team at critical points or when needed, and is the point person for external contacts with the media, donors and CARE International. See attached CARE Organigram and list of ERT members.   

Given the reality of the CO downsizing process (CARE Tajikistan will close in June 2009), we do not expect to be involved in a long or large scale response. The proposed response needs to be in the context of this winter and will be limited to no more than 60 days excluding some support to the micro credit clients of HUMO which may extend to five months.  Although the CO has the required staffing, a larger than expected response (as determined by need, gaps in service/support provided by others as well as large donor response) might oblige the CO to request short term technical or management support.
Coordination and Partnership Arrangements

Summary of coordination networks or partnerships playing important roles during the crisis.

CARE is one of the key members of the Tajikistan Rapid Emergency Assessment Coordination Team (REACT). The REACT forum has held several meetings thus far to inform partners on the situation and discuss response needs, as well as to gather information on possible planned responses from the group’s members.  Five sectors under REACT, namely food, health, water and sanitation (WATSAN), education, shelter and non-food were mobilized to organize scheduled coordination meetings to facilitate further in-depth assessment and timely response to the emergency.

In addition, CARE is working in close collaboration with WFP, CARITAS, Mercy Corps and Save the Children in conducting situation analysis, preparation of joint proposals for emergency response and developing mechanisms for implementation of joint activities towards timely, effective and appropriate response.
CARE’s 90 day Strategy and Proposed Role in Responding to the Crisis

Phase I:  Month One - Statement of program goal, broad objectives and implementation strategy

Goal:

To prevent death, serious illness, and starvation of the most vulnerable members of rural and urban population in CARE operational areas, caused by the ongoing severe winter and energy crisis in Tajikistan.  

Objectives:

1.  To improve food security of extremely vulnerable population

2.  To improve access to essential fuel, heating and lighting supplies for vulnerable population

Implementation Strategy
CARE will implement an emergency response with partners, including district and sub-district government bodies, INGOs and local organizations such as CARITAS Tajikistan and the Yovon Women’s Federation for urban and rural areas. 
CARE staff and partners will distribute required items to the neediest group of population using the standard food and non food items distribution system established by CARE in former and current programs. CARE was involved just a few months ago in the response to an earthquake in the Rasht valley, and in cooperation with Mercy Corps provided housing materials for 200 houses. The ERT of the CO has recent experience in logistics, management and coordination. 

The food and non-food items which include food rations (wheat flour, oil and lentils) warm clothes, flashlights, candles, water containers & thermoses to orphanages, home for disabled children and the elderly, infant nurseries in Dushanbe and Yovon district will be distributed directly by CARE staff according to known beneficiary lists and a distribution schedule. 
CARE will also cover poor elderly people in Dushanbe through CARITAS Tajikistan and provide them with cooking stoves, flashlights, candles, thermoses and food rations. 
CARE will supply and install generators and coal burning stoves to the pre-selected institutions including orphanages, secondary schools, house for disabled elderly and children and Youth Friendly Services and provide them with coal for one month – this will serve lighting, heating and cooking purposes. CARE engineers will conduct training on proper use of the provided equipment and supplies.
CARE has come up with an emergency food package that includes a one month supply of essential food items per family, such as meat, pasta, potato, carrot, onion, and oil & wheat flour. CARE will provide cash for one-month food package with the value of 80 $ US to poor members of dehkan farms in Jilikul district, which is one of the poorest, least developed and remote districts without support from other organizations. This support may also include a procurement scheme involving local vendors and merchants so as to stimulate or prevent stagnation of the local economy.
Also CARE will support the most vulnerable clients of the Micro Lending Foundation (MLF) HUMO affected by the hard winter by helping them to manage repayment of loans and interest rates through the created Emergency fund.

HUMO is working with rural population and is providing micro loans to most vulnerable and poor population of Tajikistan. 25 % of active HUMO portfolio is now with livestock loans, 15 % are in agricultural loans. Because of hard winter, the autumn planting of wheat and potatoes were frozen, livestock partly lost already and will be affected because of lack of food in early spring. HUMO will select clients for restructuring loans based on the following: late repayment, monitoring report of credit staff about damages or losses because of hard winter, application of the client, and decision of Credit Committee. The funds from Emergency Fund will be used for subsidy of interest rates mostly. As per estimation during upcoming 5 months 20 group loans will be restructured with the total amount 36,000 USD. 

Activities:
1. Distribute 68.72 MT of wheat flour, 6.14MTof vegetable oil and 5.78MT of lentils to a total of 2,600 beneficiaries as follows:

· 2 orphanages, 2 nurseries, and elderly people in Dushanbe : 1186; 

· 1 orphanage in Chorbogh in Varzob district : 106; 

· 1 orphanage, 1 home for disabled children and elderly people, poor CBO members in Yovon : 750;

·  Poor CBO members in Vahdat district : 560.

2. Provide 1700 poor members of dehkan (community) farms with cash (80$ per member) for purchasing of food package for household.

3. Distribute 32 wood or coal burning metallic stoves one month supply of coal to home for disabled children and elderly people, 12 secondary schools.

4. Distribute sets of warm clothing to 150 orphans and disabled and elderly people from Yovon Home for disabled people.
5. Provide generators, fuel for two months and plastic water tanks and coal burning water boilers to Home for disabled children and elderly people and orphanage in Yovon and orphanage school in Dushanbe.

6. Provide heating stoves, flashlights, candles and thermoses to 200 elderly people in Dushanbe through CARITAS Tajikistan

7. Establish emergency micro-credit fund to support the 500 poorest clients of Micro Credit Foundation, HUMO for restructuring of their loans.

8. Distribution of the 1460 set of the bed linen to Yovon Home for disabled children and elderly, orphanage and two nurseries in Dushanbe
Phase II: Months Two: 
During month two, CARE will begin to wrap up the activities initiated during Month One but will continue to service the needy that have been missed or reported by partner agencies – this will depend on the level of need and financial support received by the CO. In addition, and wherever possible, the CO will conduct a post -distribution survey to measure the level of appropriateness and quality of the response as well as will conduct a Rapid Emergency situation analysis to assess the impact of CARE response. As CARE seeks feedback on its response impact, CARE will be supported by the REACT group as well as staff from partner organizations who will be able to provide anecdotal information from several rural and urban areas.
Phase III: Months Three  onwards (this is a provisional plan and the COs would normally review and revise their strategy beforehand so as to take account of significant changes in operating environments and/or likely scenarios) 
From months three onwards CARE will be continuing to support the most vulnerable clients affected by crisis of the Micro Lending Foundation HUMO loan restructuring.
Target Groups: 

Disaggregate data for intended beneficiary groups if feasible, otherwise enter estimates and refine at a later stage.  Similar approach for ethnicities, vulnerable groups, etc. – if reliable data is available, then enter it.  Otherwise use estimates to start with.

CARE plans to assist 25,000
 people with their immediate needs in food, heating and health to counterbalance the energy crisis.  Specifically CARE Tajikistan will cover following groups:

· 1232 children from 4 orphanage houses (500 girls)
· 1000 school children (500 girls)

· 80 elderly (30 women) and 39 physically/mentally challenged children (25 girls) from 

· 200 elderly people from Dushanbe 

· 123  children from two nurseries of Dushanbe city 

· 1700 dehkan farm members (DFAG)and their families from Jilikul
· 1000 members of CBOs on Community Disaster Risk Reduction and their families
· 500 poor clients of MLF HUMO and their families
CARE will select vulnerable households based on identified CARE vulnerability criteria, such as remoteness, energy supply, access to market, source of level of income, etc.
Description of Contingency Planning and Emergency Preparedness
Brief description of contingencies in place (e.g. pre-positioned stocks) and how the CO expects to adjust and respond in the event of a worst-case scenario.

The CO has taken the following steps:

· Essential staff identified and working on a daily basis on contingency plan (nine members of the CO ERT)
· Bulk purchase and storage of fuel for generators and vehicles being reviewed

· Purchase of 8KV generator for back up system in server room being sourced

· Restocking vehicle emergency kits and kits for ERT members
· Four health mobile teams have been established with identified cars and sources for fuel
· The list of required drugs have been prepared
Estimated Budget: (in USD)

The total outlay for the emergency relief and rehabilitation would be USD  240,000   

broken down as follows: 

Phase I 215,000



 

Phase II 11,000





Phase III 14,000
Projected costs of various interventions (e.g. food assistance, NFI, water & sanitation, shelter, psychosocial counseling, contingency stocks, etc.): 

· Food assistance  - USD 64,736 (CARE-Tajikistan contribution from USAID )

· Cash for food package -  USD 136,000
· Non- food assistance – USD 104,000 including operational funds
Total USD 304,736
Other Key Issues 
None
�The numbers indicated against the DFAGs, HUMO clients, and members of CBOs are to be multiplied by 7 to include family members
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