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Executive Summary

Since its adoption in 1997, the Seville Agreement has provided for a new spirit of cooperation 
within the Movement. This has not only been about the creation of a better general climate of 
cooperation but about more effective cooperation in difficult operational circumstances to 
ensure maximum benefits to vulnerable groups.

That is not to say that all consider the Seville Agreement a perfect instrument, providing 
answers to all the issues we face in working together in the field as a Movement. It has not 
done away with all the difficulties that confront the Movement in ensuring effective 
cooperation between different components with different perspectives. The report seeks to 
identify the progress and the problems encountered from the perspective of the different 
partners.

The challenge ahead is how to build on the strength of the Seville Agreement, while ensuring 
its implementation is as effective as possible taking into account the primary need of services 
to the victims and, secondarily, the needs of the different components of the Movement. A 
number of recommendations are made to enhance the application and implementation of the 
Agreement.

A comprehensive report on the main issues regarding the implementation of the Seville 
Agreement is available, and will be taken into account in any further work to enhance its 
application in the future.
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REPORT ON THE IMPLEMENTATION 
OF THE SEVILLE AGREEMENT 

TO THE COUNCIL OF DELEGATES 2003

1. INTRODUCTION

As an introduction to this report, it may be useful to recall the background to the adoption of 
the Seville Agreement. The agreement was adopted as a result of a long process of 
consultation in the Movement. That process was launched in response to a perception and a 
reality in the mid-nineties that cooperation within the Movement was at a low ebb. The clear 
messages - not only from National Societies but also from Governments - was that the 
Movement needed to address its own ability to cooperate internally. If not, the message was 
equally clear, the Movement’s supporters would find other agencies with which to cooperate 
in the international arena.

Against that background, the Seville Agreement attempted to capture both a new spirit of 
cooperation represented in the preamble, and new guidance and mechanisms for 
cooperation represented in the body of the text, notably, the concepts of "Lead Role" and 
"Lead Agency".

2. OPERATIONAL OVERVIEW

During the period 2002 and 2003 some of the most significant operations carried out by the 
Movement, where the Seville Agreement has provided the framework, include operations in 
the Democratic Republic of Congo, Israel and the autonomous (Palestinian) and occupied 
territories, Iraq, Nepal, the Solomon Islands, Afghanistan, Colombia, Côte d’Ivoire, Southern 
Africa, Sri Lanka and Sierra Leone.

Some of these have been relatively “straightforward” involving only one type of disaster. In 
other cases the situation has been complex with conflict and natural disaster interacting in 
the same country.

Overall the Seville Agreement has provided a useful, indeed vital organising framework for 
the conduct of these operations. Comments by people from different components of the 
Movement (including those interviewed for the review of the Strategy for the Movement) 
confirm that real progress has been made. The remaining part of this section highlights 
areas where difficulties have been encountered and there is scope for further improvement.
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2.1. Coordination of international activities of different components of the 
Movement

A key factor for a successful implementation of the Seville agreement is the establishment 
and running of appropriate coordination mechanisms. The purpose of such mechanisms is to 
organize a coherent and effective humanitarian action to the benefit of people in need, 
according to existing policies and regulations for Movement action.

It is in real operational situations when different pressures come to bear on the different 
components of the Movement that the agreement is most needed. It is also when it is most 
tested.

The absence of clarity or common understanding in relation to coordination mechanisms may 
be at the root of diverging interpretations on what coordination means. For some it means 
mainly the provision of services by the Lead Agency (usually the Federation or the ICRC) to 
allow for their direct involvement in the operations. For others, particularly for the Lead 
Agency, it means a thorough approach to the management of the operation, including 
definition of objectives, mobilization resources for implementation, definition of what services 
can be provided, management of security and communication with main stakeholders and 
establishment of adequate coordination mechanisms to handle all those issues.

Coordination has indeed sometimes worked well. In other cases however, for different 
reasons - either the strong drive of some partners for profile and individual visibility with their 
own action or the lack of success of the Lead Agency to draw the Movement partners 
sufficiently into an operation with a common understanding of its objectives and constraints - 
there have been difficulties in the coordination of the international action of the Movement.

2.2. Agreement and Respect for different roles in an operation 
As part of the coordination mechanism, the process to appoint a component of the 
Movement as Lead Agency is a key step. Even if the agreement clearly stipulates the 
situations requiring a Lead Agency, and the tasks to be assumed by the institution assuming 
this role, there is too often confusion and even dispute with regards to decisions taken and 
implementation. Designating a leader for the operation implies that this organization needs 
to effectively lead the involvement of the other components involved. Leadership in this case 
implies that the Lead Agency is aware of and sensitive to the needs of the other components 
of the Movement and is prepared to draw on their capacity to contribute to the 
implementation of activities.

However, it implies also that the other components involved respect the leadership provided 
and follow it. This is an area where effective implementation of the Seville Agreement has 
been challenged. There are certainly different perspectives on what is being done well and 
what is not.

In the period since the adoption of the Seville Agreement, the ICRC and the International 
Federation have normally acted as the lead agency in international operations. The role 
played by the National Society of the affected country has varied depending on the nature 
and size of the operation and the National Society capacity. It has frequently been a very 
extensive and important role and the Federation and ICRC have often provided capacity 
building support to strengthen the National Societies role in emergencies. But there have 
only been a few cases where the National Society has acted as the lead agency with all or 
most of the responsibilities defined in Article 6 of the Agreement. In further exploring the 
application of the Seville Agreement further work on this point (the Host National Society as 
lead agency) would be important.
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2.3. Different leadership styles and organizational cultures within the Movement 
Each Movement component reflects an individual organizational culture and brings with it 
inherent management principles and styles that are applied in the management of each 
operation.

In an international operation of the Movement, different approaches and management styles 
come together in one place and the components involved are forced to find a “modus 
operandi” that meets most individual expectations. These styles do not always complement 
each other when one agency must take the lead for the overall operation, and frictions arise. 
When not managed properly, such frictions can seriously hinder the conduct and overall 
results of the operation. Training together and sensitivity in management approach are 
important.

2.4. A common understanding of the Seville Agreement content and application 
The adoption of the Seville Agreement by all the components of the Movement requires that 
their respective staff and volunteers involved in the management and implementation of 
international activities have a broad understanding of its content, spirit and logic. While 
training and presentations of the agreement to staff and volunteers have been done since its 
adoption, there is a need to continue this effort in a focused manner to foster a common 
understanding among all those involved, especially in new operations.

This spirit needs to be promoted by each component of the Movement individually, through 
regular training of its personnel. It also needs to be specifically addressed in situations 
requiring the application of the Agreement, so that the relevant staff involved know how to 
handle the concrete challenges and problems that arise with each new involvement in the 
field.

3. COOPERATION iN OTHER AREAS

The primary focus of this report is on cooperation in the operational context. This is indeed 
the most high profile area of cooperation. However, the Seville Agreement also speaks to the 
issue of strengthening the Movement, in terms of development of National Societies, 
functional cooperation as well as communication, Fundamental Principles and International 
Humanitarian Law. There has been significant progress in these areas too.

3.1. Development of National Societies
With a view to enhancing the capacity-building of National Societies (primarily through the 
establishment of National Development Plans of a National Society and Cooperation 
Agreement Strategies), the ICRC and the Federation stepped up their respective efforts to 
coordinate their support to National Societies in different regions.

Substantial joint and coordinated work by the ICRC and the Federation was also done in the 
area of revision of Statutes of the National Societies, often first with the involvement of 
personnel in field delegations and then through the Joint Commission on Statutes in Geneva.
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3.2. Functional cooperation
Particularly in the areas of communications, relations with the private sector, review of 
National Societies statutes, the ICRC and the Federation - in several cases together with 
National Societies - have developed a stronger cooperation. A particular example of this is 
the current preparation of the Council of Delegates and the International Conference where 
the two Geneva Institutions work closely together, drawing on National Society experience 
both through formal working groups and through widespread consultation with National 
Societies in different regional meetings and other fora.

3.3 Harmonisation of systems and procedures
The ICRC and the International Federation provided the 2001 Council of Delegates with a 
written update on this subject. The areas where most significant progress was made were 
logistics {Emergency items catalogue 2002), harmonized planning for capacity-building work 
with National Societies (Joint instructions in June 2002 and 2003 for field delegations on 
programme areas of common concern) and a converging approach to external relations and 
advocacy.

4. CONCLUSIONS AND RECOMMENDATIONS ON ISSUES HIGHLIGHTED

The overall conclusion of this report is that since its adoption in 1997, the Seville Agreement 
has provided for a new spirit of cooperation within the Movement. This has not only been 
about the creation of a better general climate of cooperation, but about more effective 
cooperation in difficult operational circumstances to ensure maximum benefits to vulnerable 
groups.

The Seville Agreement has not done away with all the difficulties that confront the Movement 
in ensuring effective cooperation between different components with different perspectives. 
There have certainly been times when the ICRC or the International Federation has been 
less than fully effective in the exercise of their function as Lead Agency, failing to sufficiently 
engage and draw on the sum total of the experience and capacity in the Movement.

Similarly there have been occasions when one or more National Societies have not acted in 
accordance with the spirit or the letter of the Seville Agreement. In some cases this has been 
a question of diverging interpretations of the agreement, in others it has been due to a 
pressure to act and to be seen to act in relation to their domestic constituency.

4.1 Recommendation: Improving coordination
Effective coordination and leadership needs to be addressed and requires the commitment of 
all those concerned to succeed in improving it. Such a commitment needs to include respect 
for the leadership and framework provided, but also that the Lead Agency duly considers the 
needs and constraints of all the other components involved, provides constructive leadership 
and tries its best to accommodate them in an organized and predictable manner.

Coordination mechanisms should offer enough flexibility to all partners willing to contribute to 
the operations within a clearly defined and explained framework, highlighting the scope, 
modalities and limits of such coordination. Beyond that, issues should be resolved at 
leadership levels and not resort to uncoordinated action in the field.
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The possibility of a National Society undertaking the function of lead agency within its own 
territory has not yet been extensively explored in an operational context. Further work to 
explore how and when this option, foreseen in the Agreement, could be best implemented 
should be undertaken as part of the next phase of developing effective implementation of the 
Agreement.

4.2 Recommendation: Promoting a common understanding of the Seville 
Agreement

A crucial element for successful application of the agreement is approaching its application 
with a sense of mutual respect and a constructive state of mind that integrates the 
perspectives of each component involved in an operation. This spirit needs to be promoted 
by each component of the Movement individually through regular training of its personnel.

It also needs to be specifically addressed in situations requiring the application of the 
Agreement, so that the relevant staff know how to handle the concrete challenges and 
problems that arise with each new involvement in the field. When participating in an 
international operation, components of the Movement need to ensure that all staff and 
volunteers receive appropriate training on the agreement. This must be complemented by 
working sessions in country and initiated by the Lead Agency. This would bring together the 
Movement partners present and provide an opportunity to reinforce the application of the 
Seville Agreement in the particular operation.

4.3 Recommendation: Improving the handling of transition situations
There is still insufficient experience in how best to handle situations of transition in 
accordance with the Seville Agreement. For a smooth transition, there must be a consistent 
and coherent understanding of the Seville Agreement and the respective mandates and 
roles. If promotion of the Seville agreement is important at the beginning of an operation, 
similarly common understanding of the document is necessary at the transition phase.

National Societies, ICRC and the International Federation Secretariat should analyze current 
cases more thoroughly to provide better guidance and establish a predictable practice basis 
in transition situations to support implementation.

4.4 Recommendation: Promoting a culture of learning from experience
Formal evaluations should be undertaken of major Movement operations assessing not only 
their effectiveness in terms of service delivery but also the way in which the Movement has 
worked together in the implementation of the Movement statutes, policies, Fundamental 
Principles and the Seville Agreement.

A comprehensive report on the main issues regarding the implementation of the Seville 
Agreement is available, and will be taken into account in any further work to enhance its 
application in the future.
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the International Committee of the Red Cross 

and 
the International Federation 

of Red Cross and Red Crescent Societies

DRAFT RESOLUTION

IMPLEMENTATION OF THE SEVILLE AGREEMENT

The Council of Delegates,

1. Recalling that its session of 1997 adopted the Agreement on the International 
Activities of the components of the Red Cross and Red Crescent Movement, known 
as the "Seville Agreement", and that it requested that written reports on its 
implementation be submitted by the ICRC and the International Federation at each 
session of the Council of Delegates;

2. Welcoming the joint report by the ICRC and the International Federation 
"Implementation of the Seville Agreement" 2002-2003 submitted to this Council of 
Delegates;

3. Taking into account the various years of experience with the implementation of this 
agreement and the evolution in the practice of cooperation and coordination within 
the Movement;

4. Recognizing that the Movement must further specify and clarify some issues which 
appeared important during the six years of experience of implementation of the 
Seville Agreement;

5. Requests the Standing Commission to establish a Working Group to work on issues 
related with the implementation of the Seville Agreement, maintaining its text and 
provisions in their current form;

6. Defines the terms of reference of such a Working Group as follows:

Role
The Working Group's role is to advise and make recommendations to be taken into 
account at the next session of the Council of Delegates.

Duties and responsibilities
Based on the accumulated experience of implementation of the Seville Agreement, 
and to further implement Action 7 of the Movement Strategy, the ICRC and the 
International Federation, together with National Societies with particular experience of 
implementation of the Seville Agreement should work together to clarify and further its 
application, keeping the full text of the Agreement in its present form, and working on 
the following issues:
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TASKS
1) Specifying the procedures for the engagement of each type of component of 

the Movement in a given operation, with the view of improving the functioning of 
the Movement as a global network with components having complementary but 
closely related tasks and responsibilities. Work in this area will specifically take 
into account the respective functions and roles of the National Society in its own 
country, of the ICRC, of the International Federation and of the National Societies 
working in other countries than their own, as laid down in the Statutes of the 
Movement, in the Seville Agreement and in other relevant Movement policy 
documents. A specific attention will also be given to the management of the 
domestic visibility needs of National Societies working outside of their own 
country.

2) Practical guidelines for improving Movement coordination and management 
of activities in a given operation, taking into account and respecting the role to be 
played by each type of component in the operation. This work should in particular 
clarify how the Lead Agency and Lead Role concepts should best be implemented 
and should, as defined in the final three implementation points of Action 7 of the 
Strategy for the Movement, give a special focus to the following issues:

A) clarifying the decision making process used by the components in complex 
emergency situations, with clearly defined levels of authority and responsibility 
for both Geneva based managers and heads of operations in the field;

B) making effective use of the resources of the Operating National Societies in the 
region of operations, involving them in needs assessments and decision 
making in conformity with the Seville Agreement, and building up their longer 
term capacity beyond the emergency phase;

C) ensuring that operations are guided by solidarity among the components in the 
interest of the victims, not by individual or competitive action, and that all 
components respect the procedures of engagement as well as the respective 
mandates as laid down in the Statutes of the Movement and the Geneva 
Conventions.

It should also include further study of, and practical recommendations concerning 
situations in which a National Society could best undertake the function of lead 
agency within its own territory (as foreseen in Seville paragraph 5.3.3 and 6.2), as 
well as developing operational guidelines for all components in such situations.

COMPOSITION AND WORKING PROCEDURES
a. The Working Group shall be composed of 12 persons chosen by virtue of their 

individual knowledge, interest and commitment to Movement matters;

b. the ICRC and the International Federation each will designate three members 
and the other six will come from National Societies;

c. the choice of members coming from National Societies will be done by a joint 
decision of the members of the Standing Commission. The names of those 
appointed as members of the Working Group shall be announced at the latest 
by the end of February 2004.
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d. should any replacement of a member of a National Society be needed during 
the term of the assignment, the same procedure as above will apply. The 
replacement may not necessarily come from the same National Society;

e. the Working Group shall elect its chairperson from among its members and 
take its decisions and make its recommendations by consensus;

f. the Working Group shall benefit from secretarial support services from the 
ICRC and the International Federation to assist it in this work;

g. the Secretariat of the Standing Commission will be kept informed of the 
progress made, ensure that the work is proceeding according to schedule and 
that a report is prepared for the next session of the Council of Delegates;

h. the Working Group shall meet at least twice a year, or as required;

i. the Working Group shall submit for approval of the Federation and the ICRC 
the budget it will require for its activities.

7. Decides that the financing of the budget of the Working Group shall be the joint 
responsibility of the International Federation, the ICRC and the National Societies on 
the basis of 50% from the International Federation, 50% from the ICRC.


