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CARE Bolivia Flood, Frost, Hail and Snow Emergency Response Strategy 

Version 2, 19 March 2006

1. Introduction
The purpose of this strategy document is to define CARE Bolivia’s response to the disastrous events (rain, hail, frost and snow) of January and February 2006 which have created emergency needs throughout the country. The strategy has a timeframe of 6 months during which time CARE Bolivia will pursue emergency response and transition activities outlined herein and the beginnings of rehabilitation programs. During this period, CARE Bolivia will also hold an After Action Review of the initial emergency response, Long Range Strategic Planning (LRSP), and will commence the development of an Emergency Preparedness Plan. These reviews and planning processes will form the basis of subsequent strategy development in relation to the emergency’s impacts and additional rehabilitation, mitigation and preparedness programs. 

The total number of beneficiaries of this strategy will be 23,400 people (3,900 families) who will benefit from shelter, water and sanitation, food security and protection programs. 
2. Background
Disastrous weather including heavy rains, frost, hail and snow in January and February throughout the country has created a humanitarian emergency, affecting 8 out of the 9 Departments in Bolivia. The disaster has affected over 220,000 people (according to Defensa Civil). The emergency has taken different forms in Bolivia’s diverse geographical zones. This can be characterized in 3 categories - lowland areas such as Santa Cruz with widespread inundation and displacement, Altiplano areas such as Potosi with crop and land damage from rains, frost and hail, and Amazon basin areas such Pando where rivers have flooded communities and productive land up to 3-4km inland along the rivers. 

In the eastern lowlands of Santa Cruz widespread flooding, including a major change of course of the Rio Grande river has caused evacuation of approx 18,000 people, approximately half of which are are seeking shelter in temporary camps in Santa Cruz Prefecture (others are staying with hosts). The worst affected area is San Julian. CARE did not previously have operations here, but has taken a lead role in San Julian supporting the construction of camps for 800 families (approx 5,000 people). Conditions are currently very poor in the camps and far from Sphere standards. 

In Potosi, highland communities have been affected by rains, frosts, hail and snow. The main impact of the disaster is widespread crop destruction, loss of productive land, and damage to some water supply systems. The primary issue in Potosi is one of food security and the impacts of the disaster on food availability and vulnerability in 3 months time. 
In the north of Bolivia, in the Amazonian areas of Pando and Beni, flooding has exacerbated the inaccessibility of the area. Major rivers have been flooded and destroyed crops, isolated communities and exacerbated already very poor water and sanitation conditions. 
The disaster has occurred against the backdrop of a newly installed, democratically elected government in Bolivia, including an indigenous President for the first time in Bolivia’s history. This represents a critical opportunity for Bolivia to consolidate a peaceful and democratic government where it is important that the impact of a disaster not contribute to destabilisation. Bolivia has suffered numerous government changes, violent strikes and polarisation in the last several years. It is critical that this current administration with its clear mandate of the populous have the opportunity to lead Bolivia into a stable political environment. However, the recent appointment of the government and public officers has meant the capacity of the government to coordinate and respond to humanitarian needs has reflected this relative inexperience. At the same time, many donors including the US, have held back on support to Bolivia while assessing the early performance of the new government. The implications of this for the disaster have been a limited and under resourced response to the humanitarian needs, despite the importance of an adequate response to help consolidate this period of stability. The lack of international support has been further compounded by very low media interest in the disaster.
3. Response of the Humanitarian Community to the Disaster

The humanitarian community in Bolivia has responded to the emergency needs throughout the country, though a lack of resources has limited the scope of interventions. Major agencies such as CARE, World Vision, Save the Children and ADRA are each working in different Departments to cover the affected populations. For example, CARE is the only agency currently working on the response in Potosi. 
In the more affected municipality of San Julian, CARE has assumed a central role in the construction of camps, while agencies such as CRS, Plan International and Unicef are supporting water and sanitation and education activities. Local authorities have been coordinating in the provision of health services (with assistance of Cuban medical doctors) and water supply. There are no other major humanitarian agencies currently playing a significant role in the emergency response in San Julian, although Oxfam and Accion contra el Hambre have recently established teams in San Julian who will work on transition and rehabilitation activities. 
In the Department of Pando, ADRA and Save the Children Canada are working out of the department of Beni in the border town of Riberalta to assist communities in the east of Pando. MSF is in the capital of Pando, Cobija, but is in the close down phase of a water supply project. Plan International and World Vision provided one off assistance (15 day food ration and clothing and medical supply distribution) but have no ongoing presence. There are no other major humanitarian agencies working from Cobija to assist the disaster affected communities in the west and centre of Pando. 
The Government of Bolivia nominated UNDP as the central coordinating agency. On the part of the Government, the Defensa Civil is engaged in the response. Government level coordination has been limited due to the fact that the Government and public officers were only recently appointed and have relatively little experience in their new roles. UNDP invited an UNDAC team to the country, however their arrival was late and for only a short term. These factors have contributed to less effective coordination at a national and local level.

4. Key considerations for CARE Bolivia in developing Emergency Response Strategy
In developing this strategy, CARE Bolivia has considered the following factors:

· Humanitarian needs resulting from the disaster

· CARE’s existing capacity and ability to increase our own capacity to respond to unmet needs

· Presence and actions of other agencies and CARE’s capacity to complement their programs
· Possibilities for CARE to develop strategic alliances with other actors

· Existing obligations and expectations among CARE’s pre existing communities

· Capacity to adapt existing and planned projects to meet emergency and rehabilitation needs
· The importance of developing the emergency response as a process integral to transition, recuperation and rehabilitation of disaster affected lives, and as a process ultimately within a broader context of sustainable development and management of risk. 

5. Rationale for Engagement by CARE in an Emergency Response

CARE Bolivia’s primary motive for engaging an emergency response is in recognition of the centrality of emergency response to CARE’s mandate and the corresponding obligation to act in the interests and protection of the rights of the most vulnerable communities in Bolivia. The disaster has affected the poorest and most vulnerable communities, and reduced their capacity to rehabilitate their own livelihoods without additional assistance. 
CARE Bolivia recognizes the impact which the disaster will have on poverty and people’s vulnerability to future risk. It is within CARE Bolivia’s mandate to mitigate the impacts of disaster on spiraling poverty. 

The disaster has affected communities in areas where CARE has an existing presence and there are expectations among CARE’s partners, including project communities, that CARE will engage in a response to this emergency. 
CARE brings to the emergency experience, abilities and resources in regard to emergency response which add value and capacity to the overall humanitarian response in Bolivia. 
In addition, the emergency provides a positive opportunity for CARE Bolivia to strengthen its own capacities and those of our partners in relation to emergency response, as well as to position CARE more strongly with donors and Government Authorities. 

6. Strategy Objective 
The objective of CARE’s emergency response strategy is to contribute to the immediate alleviation of suffering and losses caused by the disasters, recognizing that disaster contributes to the creation and aggravation of poverty. CARE’s response will focus from the outset not only on emergency assistance but towards rehabilitation as means of assisting communities recover and move towards sustainable development for disaster affected communities. CARE will seek to mitigate situations which aggravate vulnerability and risk and will seek to assist families protect and recover their livelihoods. 
CARE’s program will assist a total of 23,400 people (3,900 families- 800 families in San Julian, 400 families in Pando and 2,700 families in Potosi). 

7. Key Operational Principles

· Cross cutting issues of gender, age, culture and diversity, risk management and protection will be integrated in all program responses

· CARE’s response will be guided by Sphere standards, and these standards will be used in the monitoring and evaluation of our work.

· Responses will be based on clear assessment of needs and context

· Programs will be implemented in partnership with local communities

· CARE’s programs will emphasise the participation of affected communities in all phases of the response. In addition, CARE will implement measures to promote and assure our accountability to the beneficiary communities

· CARE will work in partnership with other organizations including communities, the host government, the UN and other NGOs as much as possible. We will seek to strengthen the capacities of our partners as well as our own
· Monitoring and evaluation of impact will be conducted

· CARE will take appropriate measures to secure appropriate funds for the response and will administer funds effectively and transparently

8. Geographic Focus

CARE’s geographic focus for the emergency will be on:

· Municipality of San Julian, Department of Santa Cruz. This is the worst affected area, and CARE is best placed among agencies working in the area to continue with support for camp management and maintenance, as well as fill other gaps such as social protection not being attended to by other agencies.
· Department of Potosi, municipalities worst affected by the disaster both within and additional to CARE’s regular programming areas. CARE is the only agency working in this area. 
· Department of Pando in municipalities not attended to by ADRA and Save the Children Canada. There are significant needs among the parts of the population not attended to by other agencies which CARE has the capacity to address. 
In addition, CARE Bolivia believes it has the capacity to expand to further areas through scaling up if significant humanitarian needs are identified in other areas, if analysis confirms that CARE can add value to the response. 

9. Key Areas Intervention

CARE’s primary programmatic interventions will be defined according to geographic areas of intervention given the different impacts of the emergency in each area. The transition or exit strategy for each area will also vary and is detailed below.
9.1 Key Programmatic Interventions in San Julian
The program strategy for CARE in San Julian addresses as a priority the situation of displacement and the importance of supporting return, recovery and rehabilitation for displaced communities. Key interventions in San Julian include:
· Shelter and camp management
· Technical advice and assistance to local authorities in camp management and coordination

· Construction of camps and family shelters
· Improvement and maintenance of basic infrastructure (including water supply and sanitation
· Ensure families have access to household items in accordance with Sphere standards

· Coordination with others to ensure conditions meet Sphere standards

· Facilitation support for community management and transition planning

· Assist strengthening community management structures to ensure effective camp management

· Facilitate community transition planning processes to support identification of minimum conditions to return and promote timely identification of durable solutions, including options for families who are not able to return to their land
· Protection of women and children

· Sexual health education

· Prevention of sexual and labour exploitation through increased awareness among community leaders
· Psycho social programming

· Protection of environment and risk management
· Rapid Environmental Assessment

· Mitigation of environmental impacts of camps

· Risk management and environmental mitigation strategies integrated in rehabilitation activities

· Support for creation of minimum conditions for return and rehabilitation

· Water Supply and Sanitation repair and rehabilitation in disaster affected areas
· Recuperation and rehabilitation of land

· Basic livelihood support including seeds and tools for re-establishment of food production
San Julian Exit Strategy
CARE Bolivia’s engagement in San Julian is directly related to the emergency response and rehabilitation needs. San Julian is not one of CARE Bolivia’s targeted geographic areas in the long term, and it is not currently envisaged that San Julian would form part of CARE Bolivia’s long range strategic plan. CARE Bolivia’s strategy in San Julian is therefore to address the critical relief and rehabilitation needs created by the emergency but while doing so develop an exit strategy for responsible withdrawal from programming in San Julian. CARE will provide critical assistance during the relief and transition phases, and will also provide limited rehabilitation assistance if resources are available. Beyond initial rehabilitation activities CARE will seek to exit from programming in San Julian. In order to this, CARE Bolivia will aim to:
· Ensure conditions in camps reach Sphere standards

· Focus efforts on strengthening the capacity of both local authorities and community management structures to provide appropriate management and support to disaster affected communities and to continue following CARE’s departure
· Support transition planning and the creation of minimum conditions for return in order to promote timely realization of durable solutions and avoid a prolonged camp situation

· Liaise closely with Oxfam and Accion Contra el Hambre who envisage longer term engagement in San Julian to ensure CARE’s assistance and subsequent departure links neatly into their longer term interventions.

· Liaise closely with UNDP, Santa Cruz Prefecture and other Government and UN agencies responsible for reconstruction planning to ensure critical gaps are being addressed prior to departure. 

9.2 Key Programmatic Interventions in Potosi

CARE’s program strategy in Potosi is based on the assessment of the importance of food security, the high level of poverty and vulnerability of the communities and the importance of environmental risk mitigation in Potosi in the face of frequent and multiple disaster events. CARE’s key interventions will include

· Recuperation of food security capacities

· Cleaning and rehabilitation of productive land
· Inputs and technical advice to assist re-establishment of crops

· Assistance in the development of alternative food sources including nutritious fast growing vegetables
· Distribution of food

· Rehabilitation of water supply systems and promotion of health

· Repair disaster damages water systems

· Distribute ORS and assist health services with addressing increase in diarrheal disease

· Social protection

· Prevention of exploitation of women and children through developing awareness among community leaders and other groups

· Environmental mitigation and risk management
· Support of local preparedness initiatives

· Community mitigation works and protective structures
Exit/Transition Strategy for Potosi
CARE has a long term commitment to working in Potosi with well established programs. It is therefore envisaged that ongoing and future programming will continue beyond the current emergency interventions. To ensure the emergency interventions feed smoothly into CARE’s ongoing development programming, CARE is integrating emergency programming into existing programs, working with existing teams and communities to ensure current emergency activities complement and reinforce CARE’s longer term strategic vision and efforts to address poverty in Potosi. 

9.3 Key Programmatic Interventions in Pando

CARE’s program strategy in Pando addresses the primary needs of food security and protection of health.
· Guarantee acceptable access to food

· Distribution of two month supplementary ration to address gap created by loss of crop

· Recuperation of Food Security

· Assist rehabilitation of crops including through provision of technical advice and material inputs

· Assure acceptable access to safe water and hygiene and protection of health

· Distribute jerry cans, water purification supplies and mosquito nets

· Clean and repair water supply systems and latrines

Exit/Transition Strategy for Pando

CARE does not currently have programs in Pando but does have a strategic interest in expanding programming into new areas in Pando in the longer term. The emergency response in Pando therefore provides an opportunity for CARE to position itself to expand programming interventions in Pando in new areas including indigenous rights, Amazon basin forest management and environmental protection and economic development. CARE’s strategy in Pando will therefore be not to exit but to transition from the emergency response into new programming possibilities and a longer term presence. To achieve this CARE will:
· Implement program interventions and strategies which link relief and rehabilitation strongly with local sustainable development strategies

· Establish partnerships with local agencies with an interest in both emergency needs and longer term development issues in Pando consistent with CARE’s vision.

· Pursue funding potential funding opportunities for longer term programming in Pando
10. Strategic Alliances

CARE will develop strategic alliances in the implementation of this strategy throughout emergency response, transition and rehabilitation activities. CARE will seek to generate synergies with other institutions and humanitarian organizations to achieve the most effective and efficient interventions. 
In particular, the following alliances will be sought:

· Partnership with municipalities and Prefectures in affected areas in implementation of responses and planning of transition and rehabilitation
· Coordination with Plan and CRS in emergency response and establishment of camp infrastructure (especially water and sanitation)

· Collaboration between Oxfam, ACH and CARE in design and implementation of transition and rehabilitation strategies in San Julian

· Coordination with ADRA and Save the Children in the design and implementation of interventions in Pando, including geographic focus

· Partnership with SexSalud for the implementation of protection activities 

· Coordination and partnership with UN agencies in particular UNICEF, UNDP and WFP.
11. Monitoring and Evaluation
CARE will use Sphere standards as a base for developing monitoring and evaluation systems for the emergency. The monitoring and evaluation system being put in place for the emergency will include clear channels of information flow including responsibilities for the collection, sharing and analysis of data and subsequent decision making. All M&E analysis will disaggregate data according to gender and indicators of vulnerability. 
An After Action Review will be undertaken by CARE Bolivia, with key internal and external participants to identify key lessons from the early phase of the emergency response and adapt strategies for the future accordingly.

12. Budget and Funding
	Area
	Required
	Confirmed*
	Gap

	San Julian
	$300,000
	$100,000
	$200,000

	Potosi
	$220,000
	$200,000
	$20,000

	Pando
	$350,000
	-
	$350,000

	Total
	$870,000
	$300,000
	$570,000


* Includes funds already expended, OFDA, DFID and ERF I funding.
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