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I. INTRODUCTION

The Council of Delegates in considering the report of the Study Group for the future of the 
Movement at its meeting in 1993, called on the ICRC and the International Federation, in 
cooperation with the Advisory Commission, to take immediate action to improve the 
functional cooperation between the components of the Movement, taking into account the 
recommendations of the report of the Study Group on the Future of the Movement. The 
Council of Delegates requested the ICRC and the Federation to report to the meeting of the 
Council of Delegates in 1995 on progress made.

This paper summarises the initiatives taken with regard to functional cooperation and the 
outcomes. Reference is made in a number of places to recommendations of the Study Group 
on the Future of the Movement with regard to functional cooperation (19-30). The process of 
development of functional cooperation between the International Federation and the ICRC has 
been driven by the need to respond to actual priorities as well as the recommendations of the 
Study Group. It has in practice gone further than the Study Group proposals in some areas and 
less far in other, generally less strategic, areas.

In summary, this paper suggests that significant progress has been made in responding to the 
basic recommendation of the Study Group, namely "There is an urgent need for a greater 
measure of functional cooperation between the components of the Movement" 
(Recommendation.  19). Although difficulties still exist in some areas and situations, there is a 
greater will and a more effective process to resolve them. Preliminary ideas on a vision and 
strategy for the Movement are outlined to provide a context for the further development of 
functional cooperation.

H FUNCTIONAL COOPERATION - PROCESS AND PROGRESS TO DATE

2.1 Working Group

The ICRC and the International Federation established a Working Group in February 1994 to 
assess the current situation with regard to functional cooperation and the opportunities for its 
evolution. The group met six times and reported in October 1994 . The report which was 
shared with the Policy and Planning Advisory Commission concluded that whereas there were 
many examples of effective functional cooperation, in Geneva and particularly in the field, 
there were also problems and constraints. Further development of functional cooperation 
would depend on clearer guidance from the top management of the ICRC and the Federation, 
as to the future directions they wished to see pursued in the future.

2.2 Senior Management Meetings

In response to this and more general concern over Federation/ICRC relations, the ICRC and 
the Federation senior management committed themselves to meet, to examine issues and define 
the way forward. These meetings normally of a day and a half, have been held at Morges, 
outside Geneva, on a regular basis, since January 1995. From somewhat tentative beginnings, 
the meetings have evolved in a very positive way. They initially provided the opportunity to 
review changes in the external environment and changes within the thinking and action of the 
Federation and ICRC. They progressively lead to a sense of trust and shared responsibility and 
have already enabled the resolution of some of the difficulties in relations between the two 
organisations.
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The meetings have reviewed experience and developed new understandings for cooperation 
and coordination between the ICRC and the Federation in the framework of emergency 
operations as well as in relation to development of National Societies. A central theme of the 
meetings, has been that the coherence of the Movement's action in relation to other agencies 
must be developed based on a common vision, strategy and coordinated inputs of the different 
components of the Movement, using the specific mandates and the complementary capacities 
of each to best effect.

In addition to establishing new understandings at the general level, the meetings also provided 
the opportunity to agree on cooperation in specific cases (such as former Yugoslavia, Israel, 
the occupied and autonomous territories, Afghanistan and the Great Lakes region of Africa) 
and identify situations where the nature of the operation and the needs are changing so as to 
require the ICRC and the Federation to plan an adaptation of their current actions. Meetings 
have also gone in some depth into the issue of the Movement's relations with other 
organisations and particularly the United Nations. This has provided a basis for good 
cooperation in Geneva and New York with regard to relations with the United Nations (Study 
Group Recommendation 26). Other areas where cooperation has begun to develop positively 
are the Communications field (including the work on the information policy of the Movement - 
Study Group Recommendation 23-25 refers), preparation of the International Conference and 
technical sectors, including human resources, finance and information systems.

It would be wrong to give the impression of a miraculous transformation. It is however true to 
say that in general cooperation has improved and where there are difficulties their resolution is 
approached in a more constructive spirit.

Progress made through the meetings of the senior managers has been welcomed by the 
Presidents of the ICRC and the Federation, and has progressively created a climate within the 
two institutions enabling better and more constructive cooperation in day to day work in both 
Geneva and the field. A stronger reflex is developing in both the ICRC and the Federation to 
share ideas and consult with each other before launching new initiatives.

2.3 Papers for the Policy and Planning Advisory Commission

The ICRC and the Federation both produced papers with proposals on the future of the 
Movement for the Policy and Planning Advisory Commission and had the opportunity to 
discuss these with the Commission. Although the papers are different in style and emphasis, 
they contain similarities in regard to global analysis and the view of the way forward - this itself 
being to some extent a product of the inter-actions through the meetings referred to above.

III. THE MOVEMENT'S LONG-TERM VISION

3.1 Developing the context for Functional Cooperation

The functional cooperation of the ICRC and the International Federation must come within the 
broader structural framework laid down by the Movement's Statutes. The Movement's 
ambition to reinforce its action and efficiency throughout the world cannot be achieved without 
long term vision based on lasting harmony among its components : this implies strict 
observance of the fundamental Principles and respect for a clear division of labour, as well as 
precise, synergistic definitions of individual objectives.
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The scrutiny of the Movement's long-term vision, structure and operation, initiated in the 
context of the Study Group on the future of the Movement and later in that of the Advisory 
Commission, should be continued and ought not to rule out a review of the Agreement 
between the ICRC and the Federation, and even of the Statutes of the Movement, if this were 
found necessary, in order to strengthen the Movement's response to the needs of the most 
vulnerable.

The Council of Delegates, on the recommendation of the Advisory Commission, will have to 
define more precisely the context on which this scrutiny is to be carried out, as well as the 
mandate and procedure.

Although this document focuses in its analysis on the functional cooperation between the 
ICRC and the Federation, it nevertheless seems necessary at this juncture to present the broad 
lines of a long-term vision for the Movement, to enable this functional cooperation to be set in 
its broader context. In preparing these views the ICRC and the International Federation sought 
the written advice of National Societies and several responded with valuable insights.

3.2 Mission and vision

The Movement's mission as set out in the preamble of the Statutes of the Movement adopted 
in 1986, reads as follows:

"To prevent and alleviate human suffering -wherever it may be found, to protect 
life and health and ensure respect for the human being, in particular in times of 
armed conflict and other emergencies, to -work for the prevention of disease and 
for the promotion of health and social welfare, to encourage voluntary service 
and a constant readiness to give help by the members of the Movement and a 
universal sense of solidarity towards all those in need of its protection and 
assistance."

This mission statement seems to still well represent the essence of the Movement's tasks.

The evolution of the Movement requires a common vision complementing the basic mission of 
the Movement and defining what the Movement seeks to achieve in medium term. In simple 
terms, this could be formulated as follows:

"To anticipate and respond with increasing effectiveness to the needs of the most vulnerable 
not only in armed conflicts and other emergencies, but also in normal times by:

assessment of their needs and capacities;

adjusting the Movement's actions to a constantly evolving international environment;

increasing the capacity for action of the Movement's various components as well as the 
synergy between them;

using the Movement's reputation and authority, derived from the effectiveness of its 
actions, to disseminate the fundamental principles and their underlying values in all 
regions and cultures of the world.
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To achieve the vision the ICRC and the Federation must assume, each in its field of 
competence, the roles attributed to them by the Statutes of the Movement, in particular in 
order to coordinate the Movement's actions. Each component of the Movement will need to 
commit to developing its core competencies as an asset in the Movement strategy and to 
supporting and advocating the role and actions of the other components. More precise goals 
are outlined below.

3.3 Basic goals

3.3.1 Strengthening of National Societies

The strength and originality of the Movement are based on the existence of National Societies 
firmly established in all the regions and cultures of the world and acting on the basis of 
common principles. The goal of having in each country a well functioning National Society 
therefore continues to be crucial.

New initiatives are needed to extend further the network of National Societies by seeking to 
establish new National Societies and to strengthen the capacity of the existing National 
Societies. The goal must be to enable each to attain the "characteristics of a well functioning 
National Society's (as defined in the paper presented to the 33rd Sessio of the Federation's 
Executive Council) with the capacity to:

Assist day by day the most vulnerable in their community through the provision of relevant 
health and social services.

Play an important role during armed conflicts or internal disturbances, either as an 
auxiliary to the health services of their armed forces and/or in close cooperation with the 
international action coordinated by the ICRC;

Play an important role following natural or technological disaster in support of the 
Government's humanitarian actions, and when necessary, with the support of the 
international action coordinated by the Federation;

Contribute rapidly and effectively to the humanitarian actions engaged to respond to 
large scale flows of refugees or displaced persons, with the support of the Federation 
and/or the ICRC.

Participate actively in the Movement's initiatives to promote humanitarian values deriving 
from the fundamental principles and from international humanitarian law as well as in 
communication of the Movements' actions and concerns;

Participate to the extent possible, depending on their resources as well as on their 
particular experience and capacity, in the development of the other National Societies, as 
part of programmes coordinated by the Federation (Study Group Recommendation 30)

3.3.2 Rapid and effective international reaction to armed conflicts and other disasters.

The Movement must increase its capacity for effective and rapid reaction in the event of armed 
conflicts, internal disturbances and natural or technological disasters.

6



The historical leading role of the ICRC for the development and implementation of 
International Humanitarian Law, as well as its mandate to work as a specifically neutral 
institution and intermediary in armed conflicts and internal disturbances is a key strength of the 
Movement. Similarly the role of the Federation in directing and coordinating response to 
natural and technological disasters, as well as to refugee flows outside conflict situations is a 
key element of the Movement's actions. These roles must be constantly explained and 
supported by all the components of the Movement.

In addition, the best use needs to be made of the capacity of the National Society of the 
country or countries concerned as well as of the capacities and facilities of the other Societies. 
Work to develop and deploy the specialised capacity of National Societies in specific areas 
required in disaster response, such as health, water and sanitation, logistics and 
telecommunications, needs to be continued (Study Group Recommendation 27). The ICRC 
and the Federation for their part must take on fully their role as coordinators of international 
action in conformity with their respective mandates and maintain an ongoing dialogue in order 
to study jointly the evolution of situations and define their respective actions (Study Group 
Recommendation 28). In addition cooperation between delegations of the International 
Federation and of the ICRC, and their relations with the affected National Societies must be 
strengthened (Study Group Resolution 29).

3.3.3 Promotion of the Principles of the Movement and of the values deriving from 
them

The Fundamental Principles are the cement of the Movement, the common basis for the very 
varied actions of its different components. Although recognised by the Movement as a whole, 
they are often taken for granted and do not receive proper attention.

Every opportunity, including World Red Cross/Red Crescent Day needs to be taken - 
nationally and internationally - to base action on the Principles and to advocate the relevance of 
the Principles in a changing world. Decisions on actions and programmes at all levels need to. 
be far more closely based on the Principles, to focus them on needs of the most vulnerable. 
Operations themselves need to take advantage of any opportunity to communicate simple 
messages about the fundamental principles of the Movement and the values deriving from 
them. Few if any publications should exist without reference to the Principles.

3.4. Supporting basic goals

In order to achieve the three basic goals above-mentioned, it seems necessary to target four 
supporting goals.

3.4.1 Increasing financial resources

Strong National Societies must commit more of their own resources, and acquire more 
resources from governments, for development cooperation. A more coherent Movement, 
acting on the basis of a common strategy and presenting its scope and capacity more 
effectively, should indeed provide the motivation for governments to commit more resources 
to its development. Resource development - focusing on people as well as finance - is a key 
element in National Societies' development planning.

At the international level, initiatives to secure resources from a wider range of governments 
and to pursue global revenue generation from the world of global business enterprises and 
other sources must be pursued.
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With regard to fundraising for operations, the Federation and ICRC should work towards 
presenting their funding needs in a coordinated way to demonstrate the coherence of the 
Movement's action (Study Group Recommendation 24 refers).

3.4.2 Leadership and staff development

It is fondamental that the operations, relationships and structures of the Movement be well 
understood by staff and particularly by the leadership of both ICRC and Federation as well as 
National Societies' leaders. This implies significantly expanded training programmes for ICRC 
and Federation personnel and National Societies' leaders, in particular new Secretaries General, 
geared essentially to building their understanding of the respective roles and mandates of the 
Movement's components as well as the Movement Vision and Strategy. In addition, training of 
National Societies' leaders, with regard to both their role as leaders of National Societies and 
their actual or potential role in the governance of the Movement will need to be further 
developed (Study Group Recommendation 20)

For staff and delegates of the International Federation and the ICRC, development and training 
are equally essential. Significant progress has been made in moving beyond the Basic Training 
Course for all delegates to establish a system of second level training related to the specific 
fonctions of delegates working in Federation operations. These developments should be 
continued and the idea of a "common core" to the training of all Red Cross/Red Crescent staff 
foreseen by the Study Group (Recommendation 21) should be pursued.

3.4.3 Developing the Movement’s capacity in the communications sphere

The Movement cannot afford to go on losing ground in communication, or its support base 
with the public and governments - both moral and material - will fall. Each Component of the 
Movement needs to make effective communication part of its actions.

The Movement's communication strategy to be presented to the Council of Delegates in 1995 
incorporates the idea that the Movement must identify more clearly those areas where the 
action and experience of its components give it the necessary legitimacy for effective advocacy.

Each component of the Movement must also ensure that the strengthening of its own identity 
and the description of its activities serve to strengthen the global image of the Movement by 
placing those activities in the Movement's general context (Study Group Rec. 25)

The components of the Movement should consider how they may establish a reliable source of 
usefol and well summarised information on armed conflicts and other disasters and on their 
respective action in response to these. They should also ensure effective use of new 
communications technology.

3.4.4 Strengthening the coherence and focus of the cooperation of the Movement's 
components with other actors on the international scene.

The question of the extent to which components of the Movement should work closely with 
governments and international organisations is complex and varies according to the situation 
and their respective mandates. A closer relation may be desirable with regard to a peace time 
health programme than is appropriate in providing protection and assistance in armed 
conflicts. As a general rule, all components of the Movement should seek to:

- maintain their independence of action
- cooperate with other agencies, but
- avoid direction by other agencies
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At the international level the components of the Movement need to ensure coherence in their 
relations with other organisations. Most obviously this relates to relations with the UN in New 
York and Geneva. More generally, when ICRC, the Federation and/or National Societies 
participate in the same forum, with regard to their respective spheres of competence, it is vital 
that they liaise with a view to ensure the coherence of their respective interventions.

There is also a need for innovation in relations with non-governmental organisations and the 
increasingly important fora in which the private sector assesses global trends.

The Movement must also continue and develop the use made of the International Conference 
of the Red Cross and Red Crescent - not only in terms of the development and implementation 
of humanitarian law, but also as an opportunity to mobilise governments and public opinion 
around the Movement's ideas and actions. An analysis should be undertaken after the 26th 
International Conference in order to determine the best way to utilise this event in the 
contemporary international environment.

IV. FUNCTIONAL COOPERATION - PERSPECTIVES

The ideas presented above provide a broad outline of a long term vision for the Movement. 
They would need to evolve through discussions at the Council of Delegates and any 
subsequent working process that the Council of Delegates might set up. They would also 
provide a basis for' further evolution of functional cooperation between the ICRC and the 
International Federation, discussed below:

The regular meetings of the senior management of the ICRC and the Federation are the 
outcome of an awareness on both sides of the critical need to improve relations and 
cooperation. The understanding of each institution for the other has grown and led to the 
following primary conclusions and commitments:

a) The rapidly changing global environment and the need for effective coordination of the 
response of the ICRC and the Federation in all spheres, from operations to advocacy, 
requires constant analysis which has to be pooled in order to define the tasks and avoid 
any misunderstanding. In addition to the cooperation between the management of 
operations and the operational zones, the senior management meetings must as of now 
take place regularly to develop this wider cooperation.

b) In addition, the complexity of the current situations and the proximity of actions by the 
ICRC and actions coordinated by the Federation warrant a review of the interpretation 
of some concepts embodied in the 1989 ICRC-Federation Agreement and of their 
practical application. For instance, there is the concept of "direct result" of armed 
conflicts and internal disturbances, the concept of "distinct zones", the question of 
"changing situations" and the issue of development support to National Societies during 
conflict periods. Such a review should be conducted on the basis of the experience of 
practical cases with a view to finding solutions that make for optimum operation by the 
Movement.

c) Given its fundamental importance for the future of the Movement, the development of 
the National Societies calls for effective coordination of efforts and objectives. The 
leading role of the Federation is crucial in this regard and the ICRC wishes to become 
stronger in this area in order to make a better contribution to this endeavour in particular 
in its sphere of responsibility, conflict preparedness and dissemination of International 
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Humanitarian Law. The dialogue must be continuous and the annual plans should be 
discussed jointly by the Federation, the participating National Societies and the ICRC, 
for each geographical zone, in meetings which the Federation could organise in Geneva 
or in the field. Cooperation in project implementation should also form the subject of 
close consultations.

d) It is important for the entire Movement that the ICRC should retain its leading role for 
the development and implementation of International Humanitarian Law and the mandate 
entrusted to it by the international community in this sphere.

The ICRC will continue its current endeavour to find ways and means of making better 
use of the National Societies, particularly those that have experts or experience in that 
area, so as to broaden its reflection and back its initiatives. The Federation must be 
associated with this process of reflection. All should also use this opportunity to pursue 
their efforts to make the application of the fundamental principles a more central part 
of their plans and actions.

The training of the National Societies in this sector as well as in the methods of 
dissemination of IHL and the Fundamental Principles must also be carried out by the 
ICRC and the Federation according to their respective mandates, and form part of 
development plans.

e) Any cooperation is based not only on a clear repartition of tasks, but also on a 
positive attitude and on mutual understanding. There is therefore a need for that attitude 
and the desire to understand others to be effective at all levels. The development of staff 
training activities, staff exchanges and the upgrading of the cooperation between ICRC 
and Federation delegations are foreseen.
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