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Report to the Council of Delegates
on Implementation of Seville Agreement 1998 and 1999

1. Introduction

The Agreement on the Organisation of the International Activities of the Components 
of the International Red Cross and Red Crescent Movement was adopted by 
consensus at the Council of Delegates in Seville on 26 November 1997. Resolution 
6, by which this Agreement was adopted, also called on the Standing Commission to 
request the ICRC and the International Federation to draft a report on its 
implementation each year to be transmitted to all National Societies as part of a 
consultative process. A first report was sent to all National Societies by the Chairman 
of the Standing Commission (see circular letter of 2 December 1998). Subsequently, 
ten National Societies transmitted written comments to the Standing Commission. At 
two ad hoc meetings called by the Chairman of the Standing Commission in 
February and June 1999, six National Societies also had the opportunity to discuss 
issues raised by that first report.

The present report covers the years 1998-1999, providing examples of experience 
and lessons learnt through two years of implementation of the Agreement. It includes 
the results of the discussions held in the framework of the task force on functional 
cooperation, set up by resolution 7 of the Seville Council of Delegates. This task 
force included representatives from the National Societies of Afghanistan, Canada, 
Mozambique, Sweden, the United Kingdom, Zimbabwe, the Federation Secretariat 
and the ICRC. It met three times (July 1998, February and June 1999) and examined 
the following three issues: Red Cross and Red Crescent operations in Afghanistan, 
cooperation among components of the Movement in Southern Africa, and the 
drafting of a strategy of the Movement on landmines.

Discussion on the implementation of the Seville Agreement was also on the agenda 
of every session of the meetings of the senior managements of the ICRC and 
Federation - which meets about ten times a year - and of many meetings with 
National Societies, in particular the biannual consultations with "participating" 
Societies. The Agreement has also been reviewed and discussed at two joint 
meetings of the Federation’s Executive Council and the ICRC. Last but not least, the 
Standing Commission of the Red Cross and Red Crescent has devoted a significant 
amount of time during its sessions to monitor and discuss issues relating to the 
Seville Agreement, paying special attention to the increased role of National 
Societies as full actors in international operations conducted by one or another 
component of the Movement.

The adoption of the Seville Agreement has undoubtedly had a positive effect on 
improving relations and practical cooperation between the ICRC, the Federation and 
National Societies over the course of these two years. This does not mean that all 
problems and underlying tensions have been resolved, and further efforts to address 
these will be needed. However, there is now a new spirit of readiness to work 
together and a heightened understanding of the situation and attitude of each 
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partner. There is an awareness that each component has a responsibility to make a 
success of the Seville Agreement in the interests of the effectiveness of the 
Movement, and above all for the sake of the people it seeks to protect and assist.

2. Implementation of the Agreement in 1998 and 1999

a) International relief operations

Although the Seville Agreement covers the broad range of all international activities 
carried out by the Movement’s components, it is in the area of international relief 
operations that the Agreement has its main focus. ICRC, Federation and National 
Society staff and volunteers have been encouraged to seek to resolve issues at the 
field level using the Agreement as a framework.

A number of specific examples are given below to illustrate the experience that is 
being gained. Each case of application of the Agreement has highlighted areas of 
achievement and areas of difficulty. Although each example is different and provides 
solutions to specific constraints and diverging points of view, the experience can also 
be applicable elsewhere.

Afghanistan

The case of Afghanistan provides useful lessons from two perspectives. Firstly, the 
two earthquakes that occurred in close succession in the opposition controlled 
north-east of Afghanistan in February and March 1998 were the first major test of the 
Agreement as this operation involved a natural disaster affecting victims of an armed 
conflict. Secondly, the country has been the scene for important but very different 
long-running ICRC and Federation operations. Both aspects were reviewed by the 
functional cooperation working group, and the earthquake operations were also the 
subject of an evaluation by the ICRC and other researchers.

The earthquake operations were complex from both geographical and logistical 
points of view. Although these factors, combined with some uncertainty on what roles 
the different components should play, caused some delays, staff of both institutions 
at headquarters and field levels worked in a new spirit of cooperation in the face of 
two obvious emergencies. The success of the operations lay primarily in the efforts 
of staff to capitalise on the experience and competencies of all components, 
including the Afghan Red Crescent (ARCS). The ICRC’s contacts with the political 
leaders in the disaster areas and its operational leadership were critical, but it also 
ensured that full scope was given to the field operational experience of the Afghan 
Red Crescent and the logistical and emergency management expertise of the 
Federation.

The experience of these two operations also highlighted the importance of 
communications. The ICRC and Federation have differing working practices on 
issues such as sharing information with participating National Societies, how and 
who should speak with the media, and resource mobilisation strategies. It was 
quickly found that working with the concept of lead agency required all sides having 
to learn more about how others thought and acted in these areas.
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Looking at the experience from the long-running relief programmes in Afghanistan, 
the conclusions have been mixed. The ICRC has a large assistance and protection 
programme and the Federation a much smaller programme focusing on health and 
National Society development. Whilst support over the past 18 months to ARCS has 
been reviewed by the Federation and the involved participating National Societies 
and some progress made in developing a new assistance strategy, there is a need 
for the lead agency to be more active in promoting effective cooperation and a 
clearer common strategy from all external partners. It is also recognised that there is 
a need for more clarity on the roles and activities in programme assistance, and that 
better mechanisms for utilising financial and human resources effectively and 
efficiently is still required.

Sierra Leone

Throughout the period this operation remained one of the biggest challenges to the 
development of a harmonious cooperation among the various components involved, 
the ICRC, the International Federation, the Sierra Leone Red Cross (SLRCS) and 
various participating National Societies. Sierra Leone presents an extremely delicate 
security issues in one of the most unstable parts of the world today, leaving a very 
reduced space for the provision of impartial humanitarian protection and assistance 
to the victims of the conflict. Such circumstances call for the continuation of a strong 
and competent National Society, sensitive to understanding and accepting a 
common approach to the work of the Movement, under the general coordination of 
one lead agency.

Overall coordination of international Movement relief resources under one lead 
agency and applying to the whole territory of Sierra Leone, was not interpreted in the 
same way by all the parties. The main problems lay in the recurrent attempts to 
allocate responsibilities to different partners according to a geographic division of the 
country between areas most and less affected by the conflict, and the perception by 
the different parties of a systematic lack of transparency in planning and 
implementation of both relief and development activities. Reporting and financial 
practices were also of concern.

The relations at field level among sub-delegations of the ICRC and the Society’s 
branches were generally good. Also, cooperation in tracing, dissemination and 
emergency first aid continued smoothly and with good results. However, an 
understanding was not possible in the areas of relief and rehabilitation activities, 
despite many efforts in the field and various meetings at senior management level of 
the ICRC, SLRCS and the Federation, both in Geneva and the field. Relief 
coordination efforts were hampered by various partners using different channels 
without informing the lead agency. This hindered effectiveness in the utilisation of the 
Movement’s capacity and resources.

Additionally, the ICRC believed that the negative impact of its contacts and 
operations in rebel held areas was for the SLRCS a heavy and not always well 
accepted burden of membership to the Red Cross Movement. With the temporary 
expulsion of the ICRC, during the fighting in Freetown at the end of January 1999, 
the various components of the Movement continued to support the activities of the 
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SLRCS and channelled their support through the ICRC and the International 
Federation’s delegations in Conakry.

In view of the recurrent difficulties in finding an acceptable solution for the 
organisation of the international work of the Movement in Sierra Leone, the senior 
managements of both Geneva-based international institutions decided in February 
1999 to create a working group with the mandate to look into the development of 
relations among the various components of the Movement and analyse key events in 
the implementation of cooperation in Sierra Leone. The present document does not 
take into account the work of this group.

The case of Sierra Leone has served to identify issues of individual concern and has 
brought to the fore the dilemmas of working together in mutual respect. It helped to 
raise awareness of the shared responsibility of all the components of the Movement 
involved, of the need to find solutions and seek constructive ways of accommodating 
different claims and concerns. The lessons learnt have been applied to solve similar 
problems in other operations.

The Balkans

The political and military complexity of the Balkan crisis in Spring 1999 and the 
magnitude of the need for impartial humanitarian protection and assistance, in a very 
short period of time, gave rise to a new will to push cooperation further. This led to 
the ICRC and Federation deciding to integrate several aspects of the operation. It 
was an unprecedented and innovative approach by the Movement, developed not on 
a country but on a regional basis.

All the components involved worked within the framework of the Agreement and its 
two main concepts, lead agency and lead role. The two main differences from a 
"traditional implementation" was the regional basis and the involvement of all the 
components in the international relief operation. This resulted in the establishment of 
joint consultation and decision-making mechanisms both in Geneva and at field level.

The provision of an overall framework has resulted in a clearer and stronger Red 
Cross I Red Crescent position in all countries affected by the same set of 
circumstances but in different ways and to varying degrees. On the other hand, it has 
highlighted the real dilemma of balancing the need for a rapid Movement response 
with the reality that effective overall coordination of external inputs requires time and 
a stronger sense of discipline to resist national pressure from the respective 
stakeholders, governments and the public. This point is not made only from the 
perspective of the International Federation and the ICRC; all operating Societies 
involved have called for a stronger respect of the framework established by the 
integrated approach and a better understanding of their operational and capacity 
constraints.

Many donors, especially at national level, have commended the new approach, while 
some of the international bodies seem to view it with some concern. Further analysis 
and discussions are needed with all parties involved on the implications and the 
balance of advantages and disadvantages of this new way of working. This operation 
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also highlighted the need for coordination in providing assistance to the victims 
between the Movement, through its lead agency, and external partners.

Central America: Hurricane Mitch

Hurricane Mitch devastated huge parts of Honduras, Nicaragua, Guatemala and El 
Salvador at the end of October 1998. An estimated 9,000 people died and 6.7 million 
were affected by what was the worst hurricane to hit the region this century. The cost 
of the damage - both structurally and economically - in the four countries was put at 
USD 5.4 billion. In order to respond to these emergency needs, the Federation 
launched an immediate appeal to assist 180,000 beneficiaries during the emergency 
relief phase.

There was an overwhelming response from Societies and governments both within 
the region and beyond. The Spanish Red Cross raised CHF 110 million and organ
ised what became the Society’s biggest humanitarian operation overseas. Initial 
funds enabled the Society to send 31

delegates to the region and to airlift relief material of all kinds to the affected areas 
until a local purchasing base could be established. The Swedish, Austrian and 
German Red Cross Societies deployed emergency response units to purify water in 
parts of Honduras and Nicaragua. In the months following the hurricane, projects 
supported by the Spanish, American, German, Belgian, Netherlands, Austrian, 
British, French, Canadian and Swedish Red Cross Societies and ECHO assisted a 
total of 173,300 families in the four countries. The ICRC supported the operations by 
making available experienced tracing personnel.

The vast scale and speed of the response caused considerable strains on the 
Federation’s coordination capacity, and highlighted the issue of the acceptance of 
the lead agency role, as well as the manner of its application. The first weeks of the 
operation represented a major challenge to find ways of identifying and harnessing 
the very considerable resources mobilised by the leading participating Societies in 
ways that respected the role and responsibility of the operating Societies and that 
provided adequate support for a coherent and well coordinated response by the Red 
Cross I Red Crescent at the international level.

By the end of the year, most of these coordination issues had been resolved, and 
models for working together in the identification and planing of rehabilitation 
assistance had been worked out. The National Societies of the affected countries 
were generally responsible for defining priorities and implementing the programmes, 
with several participating Societies continuing to have a strong representation 
through the presence of their own delegations in the region. Support was also 
provided by the Federation and participating Societies for National Society disaster 
preparedness and capacity building programmes. Whilst adequate coordination 
mechanisms were therefore put in place after a certain period, there is a need for all 
the main actors to draw lessons from this experience on the difficulties of balancing 
needs for visibility with concerns of operational cost effectiveness.
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Colombia

Following the 25 January earthquake, which caused the death of more than a 
thousand people and important material damage, the Colombian Red Cross, an 
experienced and well prepared Society, acted as the lead agency for assistance to 
the disaster victims. The ICRC and the International Federation launched jointly two 
international appeals, one to provide immediate relief for wounded and displaced 
persons, and a later one to meet rehabilitation needs. In spite of initial delays in 
defining the exact mechanisms of cooperation, this operation demonstrated the 
ability of different components of the Movement to work together in an emergency, 
benefiting in that particular case from the effective disaster preparedness of the 
operating National Society. The ICRC was already active in the country, which has 
been affected by a long-lasting internal conflict, and had a good working relationship 
with the Colombian Red Cross at every level.

This operation, as in the cases above, raised the issue of the relationship between 
the National Society and the international component of the Movement acting as 
lead agency. This is a matter which needs further analysis and consideration.

b) National Society development

Matters relating to the development of National Societies are covered in Article 7 of 
the Seville Agreement. The respective roles of National Societies, the Federation 
and the ICRC are set out, with the clear recognition that each Society is primarily 
responsible for its own development. The Federation has the lead role in the 
coordination of international development support, and a number of specific tasks 
are outlined. Similarly, the support to be provided by the ICRC is also set out.

One area which well illustrates how the Federation and ICRC work together to 
support National Society development are the activities of their respective regional 
delegations in the different regions. Here the experience has been of mostly positive 
working relations. This cannot be entirely credited to the Seville Agreement. Fruitful 
cooperation had existed for several years. However, the Agreement has encouraged 
them to look anew at their collaboration and objectives.

There still remain some concerns about overlapping responsibilities and the 
effectiveness of cooperation. These, combined with different approaches and 
disparities in financial resources, have led to difficulties in some countries. In 
general, the insufficient funding for the Federation’s National Society capacity 
building activities has meant that it has not been able to carry out its responsibilities 
fully as set out in the Seville Agreement. This represents an obstacle for wider and 
more harmonious cooperation with the ICRC.

The task force on functional cooperation also considered the example of how the 
different components work together in Southern Africa. Of special interest was the 
role and responsibilities of participating National Societies involved in the region.
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Though cooperation seems to work well, maintaining balanced relations and fulfilling 
reporting responsibilities with many partners can create a considerable workload for 
the operating National Society. Different donors have different priorities and 
perspectives and often require different feedback and reporting methods. Proposals 
were made by the task force to standardise and simplify the mechanisms of 
planning, reporting and evaluation (e.g. one system within the Movement).

Respect for the role of the operating Society as the lead agent in planning its own 
development (including the organisation of frequent field visits by some donors) was 
also highlighted. In addition, it was indicated that the operating National Societies 
sometimes feel discriminated against by the attitude of some participating Societies, 
who tend to label them as weak, without any discussion or conceptual agreement on 
that qualification.

The task force on functional cooperation came to the following conclusions:

Functional cooperation within the Movement must be taken a step further than 
the existing cooperation based mainly on good will. Formal consultations should 
evolve into annual and long-term planning of activities, to develop a common 
strategy for a region along the lines of the Southern Africa partnership process;

The Movement needs to develop further mechanisms for monitoring and 
addressing the various issues relating to National Society integrity and respect for 
the Fundamental Principles;

Although positively valued, the "personal factor" (e.g. the good personal 
understanding between the heads of delegations of the ICRC and Federation), 
should be reinforced by some institutional mechanisms so that even in the 
absence of "well matching" personalities the cooperation remains effective.

3. Mechanisms for consultation and coordination

The Agreement recalls in Art. 4.5 that effective coordination requires the 
establishment of appropriate mechanisms for consultation and a commitment to 
abide by coordination rules and procedures. It further states in Art. 10.3 that the 
ICRC and the International Federation "have a special responsibility to ensure that 
the agreement be fully respected and implemented by the Movement as a whole's

The interim report on the implementation of the Agreement focused mainly on 
mechanisms used at Geneva level. These were necessary in order to ensure 
consultation and resolution of questions coming from the field. These mechanisms 
are:

Senior Management meetings. Normally held every six to seven weeks, these 
meetings involve the senior managements of both institutions. They aim to 
encourage innovative cooperation and to promote better understanding of key 
issues and priorities of each institution.
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The Joint Meeting (Conjointe). This meets three times a year, and focuses on the 
preparation of statutory meetings of the Movement, the Fundamental Principles, 
international humanitarian law, and National Societies’ integrity.

The Joint Commission of National Society Statutes. This Commission’s mandate 
relates to recognition and admission of new National Societies and to 
modifications of National Society statutes.

Collaboration between the two institutions is, of course, wide and does not limit itself 
to the structured mechanisms described above. The two presidents meet regularly, 
and they recently made a first joint field visit to the Balkans. The two directors of 
operations meet regularly to explore opportunities for new initiatives in functional 
cooperation, for mutual feedback on problems/issues, and to try and resolve issues 
that have been brought to their attention. These contacts are complemented by a 
similar process of review and dialogue between each of the regional 
departments/zones.

This approach has resulted in the development of several similar mechanisms in the 
field. The "human factor" plays a significant role, both because of personalities and 
attitudes, but also because change is an unsettling process for any institution. It 
involves reviewing and adapting systems and procedures to accommodate other 
ways of working, and promoting mutual respect and shared responsibility in 
achieving common objectives.

The first annual planning exercise after Seville began to give results in the second 
half of 1998. Most country and regional delegations showed a significant change of 
attitude, resulting in increased transparency among the various components. They 
consulted each other and shared objectives and operational plans for the coming 
year, participated in each other’s planning sessions and established regular 
coordination meetings, daily, weekly or monthly, according to the operational 
requirements of each situation. However, this is not yet a uniform process. They 
need to be encouraged so that they become a regular pattern in the work of the 
Movement.

A special mention should be made of the contribution to the overall efforts by 
participating National Societies, whether physically present in the field or not. Their 
involvement in any given situation can often have a bearing on the overall results and 
development of relations among the components, in ways that can be both positive 
and negative. Transparency and willingness to work together need to be further 
developed by all National Societies involved in international work. The Seville 
Agreement shows the way forward for all to assume their responsibilities and 
respective roles in strengthening the Movement as a whole.

Coordination and effective consultation are certainly key factors for the success of an 
operation conducted by the components of the Movement. The working group on 
functional cooperation devoted some time to identifying performance indicators, as 



11

part of the follow up given to Resolution 7 of the 1997 Council of Delegates. In this 
respect, the Group highlighted the following elements :

- the adoption of a joint approach in a given situation or region, to enable the 
different Red Cross/Red Crescent partners to identify common priorities for their 
action and to allocate the necessary resources to meet the needs;

the establishment of, and regular recourse to, a well functioning mechanism 
for consultation and coordination;

the more cost-effective use of all operational resources to improve the quality 
of services;

the involvement of other partners from within the Movement in a coherent 
way which respects the operational framework set up for that particular 
operation.

The need for effective coordination is a priority in emergency situations. The other 
elements mentioned above should become part of the routine objectives for 
cooperation within the Movement and introduced progressively into operational 
planning and in all training documentation and courses.

4. Training and internal promotion

Article 10.2 of the Agreement states that "each component - the Federation, the 
ICRC and National Societies - is individually responsible for the implementation of 
the provisions of this Agreement, and shall instruct its volunteers and staff 
accordingly".

The Secretariat of the International Federation and the ICRC have organised many 
training sessions for their own staff, both from the Geneva offices and from the field 
(and for ICRC also many members of the Committee itself). With few exceptions, all 
the sessions organised by one institution were attended by colleagues from the 
other. In addition to this systematic training, the two institutions also sent jointly 
prepared training material for to all National Societies in English, French, Spanish, 
Arabic or Russian. The preparation of this common training material was in itself a 
challenge and led to a constructive exchange of ideas.

The aim of this material is to promote the training process by providing all 
Movement staff who are responsible for such instruction with a standardised and 
user-friendly teaching module designed to:



12

ensure that the provisions of the Agreement are interpreted in the same way 
throughout the Movement;

enlist the support of all the members of the Movement by fostering understanding 
of the scale, scope and ambitions of the Agreement and as the opportunity that it 
represents;

promote a new spirit of cooperation so that each component of the Movement will 
consider the action of the others as being that of partners in a joint humanitarian 
enterprise;

help participants develop ideas and make commitments for change in their own 
attitudes and behaviour to bring about the implementation of the Agreement and 
the realisation of the Movement’s potential.

ICRC and Federation representatives have taken part in training sessions in various 
National Societies. A special training session was also organised on 10 May 1999, 
for members of the International Federation’s Executive Council. ICRC members 
have been involved in similar training sessions.

Several training exercises organised by or with National Societies were carried out in 
the latter part of 1998 and during 1999. Examples include the Societies involved in 
the functional cooperation task force, and participating National Societies at the 
September 1998 information meeting organised by the Federation and ICRC. More 
recently in the field training sessions have been organised in Southern and West 
Africa and Central America. Individual country sessions have included Congo, 
Bosnia, Sweden, Britain, Denmark and Norway.

5. Communications and issues relating to statutory meetings of the Movement

The Federation and ICRC realised in early 1998 that it was necessary to clarify how 
the Seville Agreement would work in the area of communications. This was 
considered necessary because of the appreciation within both institutions of the 
potential damage to the Red Cross I Red Crescent if conflicting messages or 
information were produced in sensitive operations. A four page clarification of the 
communications implications was therefore drawn up and agreed between the two 
institutions. These guidelines make clear how the lead agency function would work in 
the field and in Geneva through consultation with all the components involved. They 
also outline the spokesman’s role in delicate security situations, and the terminology 
to be used in describing Red Cross / Red Crescent action. The guidelines have been 
sent to communications staff in Geneva and in the delegations, and to National 
Society communicators. Without solving all problems overnight, this initiative gave 
the communicators clearer guidance for their work. In general, cooperation in this 
sector has been satisfactory.
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A number of other significant initiatives have been undertaken in the communications 
sector which affect all components of the Movement. Notably amongst these was the 
launching of the Red Cross I Red Crescent millennium year using the theme "the 
power of humanity". The ICRC has taken the lead with regard to the 50th 
Anniversary of the signature of the Geneva Conventions on 12 August 1999 ("Voices 
of war").

The preparation of the 1999 Council of Delegates and International Conference has 
involved positive cooperation between the ICRC, the International Federation, 
members of the Standing Commission and National Societies. The outcome of this 
joint work, to be presented at the statutory meetings in October and November 1999, 
has required frequent and often intensive consultation. In the context of this report, 
three issues have emerged as important: the definition of a common policy on 
advocacy campaigns; the elaboration of a strategy for the Movement on 
antipersonnel mines (an issue also analysed by the task force on functional 
cooperation); and the programme on children affected by armed conflicts.

6. Towards a strategy for the Movement

One of the most significant elements of the Seville Agreement is its preamble. This 
states that the Agreement is more than an instrument of operational management as 
it "sets into motion a profound change in attitude between members of the same 
Movement: the adoption of a collaborative spirit, in which every member of the 
Movement values the contributions of other members as partners in a global 
humanitarian enterprise."

There is a growing sense of the importance of an overall strategy for the Movement 
within the ICRC, the Federation and National Societies and the need to take 
concrete steps to bring about effective cooperation in "working together" as a 
Movement. It is recognised that "the Movement" is not a legal, accountable entity, 
and does not have the machinery to implement a common strategy. However, a 
strategy for the Movement can still be established, harmonising the new strategic 
thinking of the different components, essentially the International Federation’s 
Strategy 2010, the ICRC’s Avenir Plan, and the Seville Agreement itself.

Recent experience has demonstrated the usefulness of a close cooperation within 
the Movement when dealing with certain strategic issues. One good example was 
the preparation of the strategy for the Movement on landmines (to be adopted by the 
1999 Council of Delegates).

In the spirit of the Agreement preamble, senior management in the ICRC and 
Federation have started work on how a strategy for the Movement might evolve. The 
1995 Council of Delegates report on functional cooperation proposed three basic 
goals which remain valid today:

- strengthening of National Societies;

rapid and effective international reaction to armed conflicts and disasters;
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promotion of the principles of the Movement and the values deriving from them.

Experience over the past two years has shown some of the difficulties that "working 
together as a Movement" present. These factors will be taken into account when 
formulating a more comprehensive strategy for the Movement. As the joint meeting 
of the functional cooperation task force and the ad hoc group of the Standing 
Commission for the preparation of the Council of Delegates noted, these include 
issues such as :

the complexity of dividing responsibilities and allocating tasks effectively in a 
constantly changing situation of conflict;

- the different operational and funding approaches and mechanisms of the 
Federation and the ICRC;

the tension between the ICRC’s usual need for discretion in order to 
implement its mandate according to the Geneva Conventions and the needs 
of other components for a higher degree of publicity in pursuing their mainly 
domestic objectives;

the possible clash between the requirements of good operational 
management on the one hand and the interests of National Societies, which 
stem from their auxiliary role, their possible association with one set of 
political interests, and their funding links with their governments, on the other;

the lack of resources for the Federation to fulfil one of its essential missions, 
the development of National Societies;

the various ways the Movement interacts with the outside world 
(governments, military alliances, the UN system or particular UN agencies, 
the media, other humanitarian actors).

A strategy for the Movement will need to tackle these issues. Recent events 
also show that increased attention must also be paid to the following issues :

how to make operational coordination more effective through a real 
commitment of all involved, including the "participating" National Societies, at 
all levels;

National Societies, the Federation and ICRC have to find ways of consulting 
widely with each other in the process of determining strategic priorities for the 
Movement;

independent Red Cross I Red Crescent action must be guaranteed in all 
circumstances. This dimension calls for a coherent and comprehensive 
approach to fundraising.

The Seville Agreement calls for new ways of cooperation in the Movement, not only 
in emergency situations but also in other fields where one or more of its components 
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are actively involved. The Standing Commission is the obvious body to take this 
forward.

7. Conclusions and Perspectives

The adoption of the Seville Agreement in 1997 by all the 177 components of the 
Movement, constituted a major achievement. In its two years of application, the 
Agreement has proved to be a valuable tod, providing a new framework for 
organising the Movement’s international activities. It has created a positive 
atmosphere and an effective basis to enhance the work of the Movement. It is 
starting to make a difference in the way all components think and act together. 
Differing models of working together are emerging from the field, and there has been 
a substantial investment in training and promotion.

The Agreement was never intended to provide an immediate solution to every 
problem - but rather to set in motion a profound change in attitude. Two years of 
implementation is too short a period to draw definitive conclusions, but several new 
and positive trends in the direction of "working as a Movement" can already be 
observed.

Different operational situations have called for individual solutions, mobilising specific 
competencies and complementary strengths to the best effect. This should not be 
seen as a weakness of the Agreement but rather as proof of the strength of the 
Movement and the capacity of its components to find innovative ways of working 
together.

There have been some inevitable difficulties in applying the Agreement. However, 
these have been exceptions rather than the rule, and have served to reinforce a 
commitment to make the Agreement work. They have helped all components learn to 
work together, encouraging them to take into account each other’s institutional 
concerns and to find solutions to issues for which the Agreement does not provide 
ready-made answers.

One main conclusion, also highlighted by the task force on functional cooperation, is 
the key issue of fostering a better sense of mutual trust between all components. 
This depends on various complementary factors, such as:

a clear understanding of the motivation of each of the partners;

trust in the professional and personal competence of these partners;

a realistic and shared perception of the flow and allocation of human and material 
resources within the Movement;

whenever a lead agency is responsible for coordination within the Movement, 
that agency must actively inform and consult its partners;
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the ability to develop country and regional strategies, including setting short and 
long-term priorities and mechanisms for coordination and evaluation.

How the lead agency function in international relief operations works is a crucial 
issue. Agreement on both the acceptance of what this entails in practice and the 
manner in which it is implemented is critical. Also important is agreement on where 
the responsibility for coordinating international relief operations ends, particularly in 
relation to the regular activities of National Societies.

Ultimately, deeper understanding of the Agreement will come from more operational 
experience and wider training, especially within National Societies, which will foster 
trust and increased cooperation within the Movement. The Movement can in no way 
feel that it has yet done enough in improving cooperation. Further initiatives are 
needed based on what has been achieved so far, in particular through the 
development of proposals for a strategy for the Movement as outlined above.
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