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Subject: Development Project System

At its First Session in October 1979, the General Assembly of the , 
League adopted the following recommendation (4.1111 from the Development 
Programme Advisory Committee:

’’Development Project System

The General Assembly, having assessed the effectiveness
of the present project system.

Recommends the Secretary General to prepare an outline of 
a Red Cross Development Strategy for the next decade on the 
basis of experience gained and knowledge available,

Recommends the Secreraty General to strive to improve 
meanwhile the functioning of the present system".

Acting on this recommendation, the Secretary General started a 
series of consultations with interested National Societies, with the leader
ship of the Development Advisory Committee, with representatives of the 
League having worked in the field, in order to have a basis for further 
discussions with the final aim of presenting a paper to the Second Session 
of the General Assembly in Manila in November 1981.

As a base for these studies were also used the ”Re-appraisal of 
the Role of the Red Cross” popularly called "The Tansley Report” and the 
huge amount of material available within the League Secretariat representing 
experiences from the first eighteen years of the Development Programme.

Contact on this matter was established at an early stage with 
the ICRC.

Different drafts were prepared. One was submitted to a meeting 
held in October 1980 with representatives from a number of interested 
Societies including members of the Development Advisory Committee. Sub
stantial changes in the draft were made after these consultations.
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A new draft was prepared, elaborated also in consultation with the 
Chairman of the Development Advisory Committee. This draft was submitted 
to and discussed by the Development Advisory Committee which met in Geneva 
in April 1981. Useful statements were made on this occasion and further 
points were discussed during the subsequent meeting of the League’s 
Executive Council and the meeting of the Relief Advisory Committee.

Some Societies have also kindly provided their ideas on the paper, 
in writing.

A joint working group ICRC/League has presented a special paper 
on the role of the ICRC in this connection, which is added as an annexe to 
the Secretary General’s outline enclosed.

Due note has been taken of several points raised during the dis
cussions in Geneva around the first of May, but it has not been possible to 
take all these points into consideration. Some of them point in different 
directions and the Secretary General has found it imperative that the paper, 
which needs a through study by all National Societies, should be distributed 
in good time before the Manila sessions, which would not have been possible 
if a completely new draft had had to be prepared.

It should be mentioned that during the discussions several Societies 
said that they would have liked to see the Strategy Paper accompanied by a 
Plan of Action and a Budget. Against this it was said that it would be very 
difficult to present such a Plan and Budget without knowing if the Assembly 
approved the general guidelines presented in the Secretary General’s paper. 
It was also very difficult to present such a Plan and Budget without direct 
consultation with the Societies concerned, and they are many. They are 
responsible for their own development and should, individually, be consulted 
not only about the scope and general lines of the plan, but also on the time 
when the different plans could be started.

The Secretary General therefore proposes that the elaboration of 
working plans and budgets will be the second stage of the process of defining 
and implementing a Strategy for the '80s.

The Secretary General, in presenting this "Strategy for the ’80s" 
wants to emphasize that this paper does not present anything completely new, 
with major changes from earlier practices, it is mainly a summing up of 
experiences collected over a long number of years and ideas presented in 
different papers and during sessions of the League’s highest organs. It is 
an essay to define some basic guidelines which could make the development 
efforts more efficient for the future.

It is hoped that National Societies will take time to make a 
thorough study of this document and present their opinions in Manila, or 
if they so want, in writing before the sessions, in order to see that the 
best possible decision on the Strategy will come out of the Manila 
deliberations. ,
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It had been considered to annexe to this document the minutes from 
the debate, which took place at the Development Programme Advisory Committee 
meeting, April 1981, and copies of letters on the subject from certain 
National Red Cross Societies.

However, it was felt that this very bulky documentation should not 
be generally distributed. The reason for this is that the views have been 
considered and that many of the suggestions have been followed.

The full documentation is available at the League Secretariat. 
It can be obtained on request.

Yours sincerely,

Secretary General

Enclosed

P.7935
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SUMMARY

Introduction

The frequency and range of disasters and the need to implement 
effective health and welfare programmes make it urgent for the ....
Red Cross to develop its capabilities. Although all National 
Societies need to develop, this need is greatest in the 
’’Third World".

Despite the fact that Development Programme was unanimously 
accepted in 1963, the response from the League's membership as a 
whole has been inadequate. This situation reflects a serious 
weakness in the Red Cross, which is a lack of common purpose, of 
shared determination. Whil'e much’¡has been* and is being, achieved 
under the Development Programme, experience shows a need for re
assessment.

National Societies vary in their capacity to provide services: 
some are highly effective. However, the priority tasks for the 
League in its development programme are to assist the formation of 
new Societies, and to help in identifying and tackling the problems 
of those existing Societies which are less effective than others.

National Societies are not only faced with a lack of resources to 
undertake activities or programmes. Special assistance is often 
needed to develop an organization with the capacity to set and 
achieve priority goals, taking into account: community needs, Red 
Cross Principles, and government plans, training and support of 
volunteers, promotion of knowledge of the Red Cross, and develop
ment of long-term arrangements for financing.

Experience over the years has emphasized the need to assist from 
all aspects the development of National Societies in an integrated 
way. The "project appi'oach" used by the development programme in 
the past has often been too dominant, Programmes and projects 
should be set out within the framework of a comprehensive develop
ment plan and budget.

Disaster preparedness should be seen as an aspect of development. 
It should in future cover natural disasters and armed conflicts, 
and focus not only on preparing an operational plan for disaster, 
but also on developing the Society's resources to enable it to 
implement the plan. The ICRC is becoming well aware of the need 
to be more involved in assisting Societies' preparations for armed 
conflicts within the framework of their development plans.
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The difficulty of providing relevant specialist advice to National 
Societies throughout the world in a wide range of fields, including 
health, welfare, information and administration, with a limited 
staff at the League Secretariat, suggests a need to make increasing 
use of specialist resources existing in the Third World.

Strategy

National Societies should develop in response to changing needs in 
their own countries and in the international field. The League has 
a permanent function to assist this process.

The aim of the Development Programme in the eighties, should be

to assist National Societies to become self-reliant and 
effective partnars within the International Red Cross.

It has to be recognized that as countries in the Third World are 
faced with greater needs than those in industrialized countries, 
which have to be met with more limited resources, many National 
Societies will need continuing assistance to develop and support 
their major activities beyond the eighties.

The Strategy for the League in the achievement of the aim and 
objectives of the Development Programme in the eighties is, 
therefore

to assist the development of National Societies, 
on the basis of an integrated approach, by res
ponding to needs identified by them and supported 
by the International Red Cross as a whole, organ
izing its efforts through the League’s Development 
Programme,

For the effective implementation of the Strategy it is important that 
all Societies arrive at a common understanding of the basic concepts 
of development, self-reliance and effectiveness. These are elabor
ated in the text.

To meet the range of National Societies' needs, a number of forms of 
assistance are required. These include: technical assistance in 
the form of delegates and trainings financial assistance towards the 
development of the Society’s organization, and programme and project 
assistance.



The Development Programme should place particular emphasis on estab
lishing National Society Development Plans as a basis for seeking ex
ternal assistance, and for the development of an effective management 
capacity to implement those plans. Special attention should be paid 
to the need of National Societies to have a secure and continuing 
source of finance to meet their basic running costs.

The Programme should to a large extent continue to be based on the 
existing, although not institutionalized, regional groupings within 
the League. Where suitable conditions exist, sub-groupings of neigh
bouring Societies should be considered. In any event, a variety of 
systems need to be examined: much flexibility is required in this 
respect.

There is a need to develop an alternative model constitution for „ 
National Societies in small states, and to tackle problems arising 
from the present level of the minimum quota for contributions to the 
League.

Programme of action

National Society development plans will provide the basis for an 
overall programme of action.

It is foreseen that in order to meet the needs of different National 
Societies the League will provide delegates whose qualifications and 
responsibilities will be determined according to the requirements of 
individual cases. Particular efforts will be made to recruit delegates 
from all regions and to improve the training, management and support 
given to delegates in the field.

An important aspect will be the provision of financial assistance to 
enable National Societies to recruit key staff where these do not 
already exist, and to provide necessary promotional and educational 
material.

Training will be a basic concept and should cover aspects of the fields 
of management, planning, finance and information, as well as the more 
traditional training directed towards service programmes.

To assist National Societies to develop their services, programme and 
project assistance will be sought, based on a review by National 
Societies of their present activities and the needs facing their 
communities.

Information and feedback are seen as necessary components of the Develop
ment Programme. In addition to reports and standard information material, 
information meetings for Societies supporting the Programme should be 
arranged. Material should also be provided to enable Societies to 
undertake "development education".
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Evaluation is needed to ascertain the achievements and shortcomings 
of the Programme so as to further strengthen its effectiveness in 
the future. It is foreseen that this will be undertaken both by 
those directly involved and by independent experts.

The Development Programme requires the support of all sections of 
the International Red Cross, but the main responsibility for a National 
Society’s development lies with the Society itself. The League is 
responsible for the co-ordination of assistance within the Development 
Programme and the ICRC will have an important role, notably in assist
ing National Societies to prepare for their work in the event of 
armed conflicts.

Resources

The Secretary General will consider a progressive adjustment of the 
Secretariat's organization in order that the Development Programme may 
be implemented as effectively as possible.

The size and cost of the Programme will depend on the wishes of National 
Societies taking part in it and, when their wishes become known, 
specific budgets can be drawn up. However, it is already evident that 
considerable sums will be needed in 1982, and preliminary studies are 
under way on how to find them if the General Assembly endorses the 
proposed Programme.

Raising the resources required for the Development Programme in the 
long term will require great commitment from all parts of the Red Cross 
movement. There is a particular need for participating National Societies 
to increase their ability to make financial commitments as rapidly as 
possible after their general acceptance to take part in the Programme.

Key issues to be faced in the Strategy concern Funding, Organization, 
Personnel and Training. If these can be successfully resolved, the 
Strategy proposed should facilitate the development of self-reliant and 
effective Societies.
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SECTION ONE: INTRODUCTION

1. The Red Cross has long recognized the need to assist the develop
ment of National Red Cross and Red Ci’escent Societies. One of 
the functions of the League as defined in its Constitution is

to encourage and promote in every country the 
establishment and development of an independent 
and duly recognized National Society.

2', In 1979 the First General Assembly of the League» on the advice 
of the Development Programme Advisory Committee, recommended to 
the Secretary General that we prepare a stratety for the eighties, 
in order to improve this function,

3. The Strategy presented herewith results from consultation with 
National Societies and a review of past experience. It draws on 
the discussions at a workshop held in Berne, Switzerland, in 
September 19<30. Tfiis br-ought together representatives from a
wide range of National Societies as well as personnel of the League 
Secretariat ar.d che International Committee of the Red Cross (ICRC). 
It also takes into account certain proposals made during the t 
April 1961 Session of the Development Advisory Committee and the 
subsequent Session of the Executive Council.

.... .. . ■ • •’ \ • ■ 
Needless to say, it also bases itself on proposals made in 
An Agenda for Red Cross (Tansley, 1975) - the Final Report of the 
’’Big Study” on the future role of the Red Cross.

4. In this pi’ssont document thé term Red Cross refers to both Red 
Cross and Pod Ci-sscant.

' >• 5s ' s

The context of Red Cross action

5. The Red Cross has traditionally seen itself as a pioneer in 
different' fields,. From the beginning it has worked to give 
protection and assistance to victims of armed conflicts. Its 
National Societies have been extensively involved in bringing 
relief to victims of natural disasters. They have also undertaken
a wide variety of activities in the health and social welfare fields.
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6. During the last decade the Red Cross has continued to develop its 
role and services in the light of changing circumstances. But 
the period has also been one in which the Red Cross has made 
particular efforts to re-evaluate its role and organization. This 
has involved extensive consultations within the Red Cross, with 
governments, and others as well as the study on the Re-appraisal' 
of the Role of the Red Cross (the Tansley Report).

7. The term "Third World” is often used in this paper. Admittedly, 
it is an expression which is vague and contested: it is used
here only for convenience. Some so-called ’’Third World" countries 
have reached, where Red Cross is concerned, a high level of develop
ment, while others belong to the category of the least-developed.

8. International tensions, increasing food and water shortages, the 
effects of rapid population growth, and the increasing occurrence 
of environmental and ecological disaster... all these particularly 
affect the Third World. Cumulatively, these factors give rise to 
the increasing existence of "permanent disasters" in some regions 
of the world. In many cases population and land have suffered to 
the point where they are vulnerable to events which, in other areas, 
might be easily met and contained.

9. A second, related development which also stems from the factors 
mentioned above and particularly affects Red Cross, is the attempt 
to achieve health for all. Many governments throughout the world 
are trying to find an effective means of implementing primary health 
care, and the Red Cross with its tradition of innovation in the 
health field, its worldwide organization, and its large volunteer 
membership has an important role to play in this context.

10. If the Red Cross is to act effectively in natural or man-made 
disasters, or in the health and welfare fields, the operational 
capacity of its National Societies needs to be developed. Above all 
this development must take place in the Third World where the needs 
are greatest. This, together with the improvement of protection,
is the basic challenge for Red Cross as an international movement.

11. The primary responsibility for the development of a National 
Society's capacity, whether the focus of operations is, armed conflict, 
natural disaster or health and welfare, clearly lies with the Society 
itself. Nevertheless, other National Societies, the League, and
the ICRC all have their roles to play.
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12. The strength of the Red Cross lies in: its ability to meet human 
needs; to receive and give protection and assistance; its ca
pacity to find, motivate and train volunteers for many purposes; 
its long experience, and the operational flexibility inherent in 
its organization. A serious weakness is a lack of common purpose, 
or shared determination, which also results in a resistance to 
change. Experience over the years indicates that the necessary 
development of National Societies’ operational capacity can be 
achieved. The technical solutions can be found. Their implementa
tion depends on the willingness of all partners within the Red Cross 
to make a common effort to meet the needs.

Present situation of National Societies

13. National Societies differ in their priorities, membership, finances 
and organization. However, the statutes of all Societies should 
identify two main roles - to assist victims of conflicts and natural 
disasters, and to provide services in the health and/or social 
welfare fields.

14. Within the Red Cross movement it is recognized that Societies vary 
greatly in their capacity to provide services. If a country with a 
weak National Society is affected by a disaster, the possibilities for 
the International Red Cross to assist the population through its 
national organization are affected.

15. From observations bw National Society leaders, experience within the 
League Secretariat, and the conclusions of the Tansley report, a number 
of common problems can be identified. Some Societies are affected
by only one or two of them, whilst others would probably agree that 
most of the problems affect them to some extent. These common 
problèmes include:

Ca) an insufficiently defined idea of purpose and priorities 
as a basis for decisions on the development of its activities;

[bj continuation and selection of activities without adequate 
evaluation of their effectiveness or relation to government 
programmes or usefulness to the community;

(cj an insufficient understanding of the role of the Red Cross 
in conflicts, notably the responsibilities of the ICRC and 
the National Society;

(dj incomplete knowledge of how the concept of voluntary service 
applies in the national context;
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Ce] Inability to find and inspire competent volunteers to 
accept leadership roles;

if] insufficient qualified full-time staff to effectively 
support the activities of volunteers;

tg) insufficient efforts to promote public knowledge of the 
Red Cross, its principles, programmes and organization, 
and its dependence on public support;

Ch] a poor national fund-raising base and/or inadequate 
arrangements for financing.

16. In addition, attention has recently been drawn to the particular 
problems of Red Cross Societies in formation, many of which are 
in states with a population of less than a quarter of a million 
people.

17. Societies in small states have expressed concern about difficulties 
ranging from recruitment and training to their ability to participate 
fully in the League's policy-making and to pay the minimum quota to 
the League. A frequent problem appears to be the Societies’ ability 
to raise funds.

League activities affecting National Society development

18. The fact that many States became independent in the lite fifties and 
early sixties and the consequent growth in the number of National

irSotieties throughout the world'led, in 1963, to establish- a special 
programme to assist the development of National Societies.

19. Over end above this programme, much of the League’s work is concerned 
with the development of National Societies. Thus the League’s role 
in encouraging and co-ordinating the work'of National Societies in 
health and social welfare, in the youth field, in membership recruit
ment, and the dissemination of humanitarian law and the principles 
and ideals of the Red Cross are all concerned with assisting the 
development of National Societies.

20. The Development Programme was a big task from the beginning, and
the number of National Societies to be served continued to grow. 
There were 59 recognized National Societies in 1945; 102 in 1963;
today there are 126. Twenty-eight more are in formation and nine 
independent States have no National Society at all.
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21, Although the Development Programme was unanimously accepted in 1963, 
it has since become evident that its full implications were not 
understood and that the response from the League’s membership as
a whole has been inadequate. There has been insufficient attention 
to the systematic collection and recording of information concerning 
National Societies, their strengths and weaknesses and consequent 
development needs. The resources, including League personnel, 
required both at the Secretariat and in the field have not always 

■ been adequately defined, which may be one reason for the weak 
support. Nevertheless, the merits of the programme should not be 
under-estimated; it is natural that experience should show a need 
for reassessment.

22, The development Programme has in practice provided the majority of 
its assistance to relatively few Societies. This is due mainly to 
the specific interest of participating Societies to assist those 
sister organizations from which feedback and reasonably rapid results 
could be expected. Another factor has been the inability of the 
weakest Societies to present projects and plans in a manner that 
would attract support,

23, There has been a general tendency to regard all assistance provided 
by one Society to another, unless it was specifically for disaster 
relief or preparedness, as a contribution to the Development Programme. 
A distinction should in future be drawn between :

(a) contributions towards the Programme in response to 
specific requests for support made through the League, 
or in co-ordination with, the League;- and

Cb) donations made primarily as an expression of solidarity, 
either spontaneously or in response to a bi-lateral sollici
tation, without consulting the League; typically, these 
consist of foodstuffs, medicaments, blankets, clothes, etc.

Donations in the latter category can, of course, be useful as a support 
of a Society’s normal activities, and thereby a help to development 
but, if the League is only informed after the event (sometimes it is 
not informed at all], opportunities for planning and following common 
ideas and priorities are lost. Such donations should no longer be 
considered as support to the Development Programme, and should b® 
registered separately. If these donations were left aside, the average 
annual contribution to the Programme in the seventies would be reduced 
by at least fifty per cent.
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24. Of the assistance provided in funds and services to the Development
Programme in direct response to requests for support, a major part 
has been contributions to projects, most of which have focused on 
the provision of services. Sometimes they have had a positive 
impact but in other cases the project has had little or no lasting
effect on the development of the Society as a whole.

25. It is thus understandable that the assistance provided has served
only to a limited extent to achieve the aims of the Development Programme.

26. Many factors account for these shortcomings. There has sometimes 
been a lack of real will or competence in several National Societies 
which have received assistance. In addition, some projects have 
been inspired more by the ideas and resources of participating 
Societies than by those of the operating Societies. Another factor 
has been the lack of guaranteed financial and personnel resources
to enable activities to start and to keep to schedule.

■■■■■■■■■ ' ■ •' I-

27. Experience shows that the ’’project approach” has been too res
tricted; by themselves, service-orientated projects will not 
necessarily assist the development of a National Society. Programmes 
and projects should be parts of a coherent development plan and budget. 
Experience with a range of approaches over the years emphasizes the 
need to assist the development of all aspects of a National Society 
through an integrated approach. The scale of the task to be accomplished 
indicates a need for far greater resources, including personnel, than 
have previously been obtained.

28. League undertakings in disaster preparedness expanded considerably
in the seventies and have'recently become closely associated with the 
Development Programme. This change respects the fact that disaster 
preparedness is an integral part of a Society’s development.

• .L ‘ ‘ r>

29. It is natural that the League’s disaster preparedness efforts have, 
with the Societies concerned, concentrated on the more foreseeable 
consequences of natural disasters. Expansion in the number and size 
of man-made disasters now make "conflict preparedness” an in in
creasingly urgent task. The roles of the ICRC and National Societies 
should be defined more clearly as a basis for action.

30(a) The aim of the Red Cross in disaster relief is the alleviation of the 
suffering of the victims. The effectiveness of the relief assistance 
depends greatly on the affected National Society's operational capacity. 
To the recognized pattern of countries prone to disasters such as 
earthquakes, cyclones and floods is now added an increasing number 
of countries subject to long-term, semi-permanent disasters causes by 
a combination of political, demographic and ecological factors.

30(b) Disaster preparedness should always include preparations to assist 
sister Societies.
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31. Thus to develop National Societies’ capacity to respond to disasters, 
the approach to disaster preparedness and operations needs to be 
continuously studied and adapted to new conditions. In particular 
there is

(a] a need to commit funds during the emergency phase to assist 
the affected National Society to develop its operational 
capacity. This can be partly achieved by the recently 
established Disaster Reserve Fund;

(b) a need for League delegates with a more thorough training, 
better able to assist the development of the National Society 
during the disaster operation; Red Cross personnel from 
neighbouring countries should be used as much as possible.

32. Within the Development Programme there is a need for technical expertise 
in a wide range of fields including the organizational aspects such as 
administration, finance and fund-raising. This implies a substantial 
efficient management of all personnel.

33. The limited staff of the Secretariat and the fact that technical, ex
pertise in most fields is available in many developing countries points 
to a need to make increasing use of the services of experts from govern
ments, universities and training institutes in the Third World within 
the context of the League's Development Programme. The technical and 
support services would therefore need, in addition tb a broad knowledge 
of their field, to have increasing information on and contact with 
relevant institutions in different regions.

Role of the ICRC
• • .. . -J

34. Having formally recognized a National Society, the ICRC has no:i tradition
ally played a major role in assisting its development. Development has 
been seen as the exclusive responsibility of the League. Nevertheless 
the ICRC undoubtedly influences the development of National Societies, 
for example through the visits of its regional delegates and through
the conduct of its operations in armed conflicts. The ICRC is becoming 
very much aware of its role in the development context.

35. Few National Societies are well prepared for their role in armed con
flicts; often therefore the ICRC has assumed the major role and, at times, 
almost the sole responsibility for Red Cross operations in armed conflicts. 
However, National Societies have a clear responsibility to assist victims 
of conflicts and they should be able to do so in order to improve the 
flexibility and operational response of the Red Cross as a whole.

36. Within future development efforts the ICRC should, therefore, contribute 
to National Societies' preparations for their role in armed conflicts, 
within the framework of the development plan of each Narional Society.
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Role of Governments

37. All National Societies are initially involved with their governments 
in that it is they who pass the legislation creating National Societies. 
Observations by National Society leaders, the Re-Appraisal study and 
members of the League Secretariat indicate that all too often the 
relationship ends there.

30. National Societies need to develop the awareness of their governments 
to the aims, organization and potential of the Red Cross, and need to 
take into account the policies of their governments in the context of 
their own development planning. Needless to say, this should be based 
on the recognition by governments of the independence of the Red Cross.

39. While it is up to National Societies to develop their relations with 
their governments, there is in many cases room for a more positive res
ponse from governments to their National Societies - not least in the 
area of financial support. Red Cross, as an organization whose main 
providers of service are volunteers, is a valuable auxiliary to the 
public authorities.

Fund-raising

40. Nany National Societies face severe problems in fund-raising. Nothing 
in this field is more difficult than securing a regular income to pay 
for the essential qualified staff necessary to support the work of 
volunteers. In many countries a modest contribution from the government 
could help. There is, however, an opinion among some Societies that 
while contributions for projects are welcomed, the basic administration 
costs should be covered by the Societies themselves whenever possible.

Other agencies

41. In recent years the Red Cross has increasingly made use of ’outside’ 
agencies and individual experts to assist in its development work, 
particularly with regard to training and evaluation. This has been 
welcomed as a positive trend which should be extended.
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SECTION TWO : STRATEGY

Aim and objectives

42. The League’s statutory function ”to encourage and promote in every 
country the establishment and development of an independent and duly 
recognized National Society" is a permanent task.

43. National Societies should develop all the time in response to changing 
needs in their countries. A global Development Programme concerns all 
Societies. There is not a single member Society of the League which is 
not in need of plans for its own development. Even well-organized 
Societies in industrialized countries do not exist in isolation: they 
have to develop themselves in order to adapt to quickly changing condi
tions in their own countries and to become useful partners in interna
tional co-operation and, in that context, increase the awareness and 
solidarity of their own members and public. But, for the purpose of 
this paper, it is necessary to concentrate,on those most in need of 
help - the new and poor Societies in the Third World.

44. Countries in the Third World are faced with greater needs to be met with 
more limited resources than those in industrialized countries, and unmet 
needs will certainly still exist at the end of the eighties. National 
Societies in many of the Third World countries will therefore need 
continuing assistance in order to fully use their potential capacity to 
assist the people of their countries. They should however be able to 
maintain their organization and provide basic services without continuing 
dependence on outside assistance.

45. The aim of the Development Programme in the eighties is therefore

To assist National Societies to become self-reliant and 
effective partners within the International Red Cross.

46. In order to achieve this aim, the objectives of the Development Programme
should be: . L.

Ca) to develop the planning and operational capacity of National 
Societies by providing support, including finance, for the 
recruitment and/or training of the necessary minimum 
professional staff to support the work of volunteers

CbD to assist National Societies in preparing for a response 
to natural and man-made disasters

(c) to assist National Societies in carrying out relief operations in 
their countries, by the provision of assistance to develop their 
operational capacity, as well as by the provision of material 
assistance for disaster victims
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Cd) to assist National Societies in providing services within 
the health and social welfare sectors, and in encouraging 
others in their communities to provide those services 
for themselves

Ce) to assist National Societies to effectively promote and 
interpret their activities and services to governments, 
other organizations and the public

Cf) to assist National Societies in generating revenues and 
raising funds from national sources to cover their recurrent 
costs

(g) to assist National Societies in their information and education 
programmes, notably including information on the tasks of the 
International Red Cross; Red Cross Principles; Geneva Con
ventions; the role of the Red Cross as an organ for the pro
motion of peace and better relations between peoples.

47. The Stratety for the League in the achievement of the aim and objectives 
of the Development Programme in the eighties could therefore be defined as

Assistance in the development of National Societies, on the 
basis of an integrated approach- by responding to needs 
identified by them and supported by the International Red 
Cross as a whole, organizing its efforts through the League’s 
Development Programme.

Basic concepts

48. For the League to assist National Societies in defining their needs and 
assessing their strengths and weaknesses, commonly agreed concepts of 
development, self-i'eliance and effectiveness are necessary. Explana
tions of these concepts are proposed below.

49. Development means the process of strengthening the capacity of National 
Societies to provide Red Cross services based on national resources. It 
is thus concerned with both the development of National Societies' opera
tional structures and with the development of the services they provide.

50. The concept of self-reliance encompasses both the need for National 
Societies to remain independent and their role as auxiliaries to

7
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governments. A condition for self-reliance ofa National Society 
is independence. This need not hamper it in its role as auxiliary 
to public authorities. A National Society should

(a) observe the Red Cross principles; application of the 
principle of independence in its internal and external 
relations means that the National Society should not 
become dependent solely on any one source [be it govern
ment grant or regular donations from another organisation) 
for material support for its normal work. Such restric
tions on donations do not apply to contributions for 
emergency appeals;

(b) be able to raise the necessary funds to cover its normal 
activities and the supporting infra-structure. This does 
not imply that the Society needs no further help for the 
development of its activities, or help in times of man
made and natural disasters where needs exceed the Society’s 
resources.

51. The concept of effectiveness is met by a National Society which

(a) complies on a continuing basis with the conditions for 
recognition of National Societies by the ICRC and for 
memgership of the League

(b) is independent of interference by outside bodies in its 
decision-making and possesses sufficient financial, personnel 
and material resources to implement its plans

(c) has defined the role of the Red Cross in the national 
context and prepared a plan or statement of objectives 
for the Society in the future - taking into account 
government policies and community needs

(d) ensures that the Red Cross emblem is respected in time of 
armed conflict and peace

(e) has the capacity to anticipate, prepare for and meet needs 
in the fields of protection and assistance independently,
or as a partner to its government and/or other organizations

(f) provides regular services in at least one field which, in 
the opinion of leaders both within and outside Red Cross, 
significantly benefit those in need in the community
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(gj has a governing structure which gives representation 
to members from the local levels, and functions 
according to its constitution

Ch) has and implements written policies regarding the 
recruitment, training and reward of members, both 
paid and volunteer

Ci) has a headquarters which gives leadership and support 
to the local units; has basic financial management, 
including arrangements for independent auditing; 
maintains effective relationships with governments 
and others

Cj) has local units which have the capacity to identify 
needs and provide services within their areas; provide 
descriptive and financial annual reports to headquarters; 
participate in Annual General Meetings; meet their 
financial responsibilities to headquarters

Ck) participates in, and accepts the responsibilities of 
its membership through: involvement in the policy-making 
process of the International Red Cross; payment cf its 
statutory contributions to the League; co-operating with 
and assisting other National Societies and Red Cross 
bodies, according to its resources.

Scope and time frame

52, It is obvious that all parts of the Strategy cannot be implemented 
with the same speed in all Societies. It is also evident that the 
resources available to the League will not allow it to participate 
efficiently in the Development Programme simultaneously in all 
Societies concernes.

53. There are many variations in the scale and type of the development 
needs of different Societies, which require different responses 
under the Development Programme. An important task for the League 
Secretariat will, therefore, be to assist National Societies in their 
identifying needs and resources and preparing programmes to meet 
those needs. A broad indication of these variations is given below:

(a) Societies with a very limited organization, or major 
organizational problems, and very limited service programmes. 
Societies in formation. These Societies might need a com
prehensive programme of assistance covering a period of 
several years
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Cb) Societies providing a range of services but facing particular 
organizational problems (an ineffective governing structure, 
a limited planning/budgeting/accounting capacity, fund-raising 
difficulties for particular programmes). These Societies might 
need assistance over a period of a few years

(c) Societies having a generally effective organization providing a 
number of service programmes but requiring assistance in the 
development of a particular programme area - for example, pre
paredness for natural disasters or armed conflicts. The necess
ary time depends i.a. on the size of the programme and with 
what speed resources inside and outside the country can be 
made available.

54. To meet this range of needs, it is foreseen that a number of different 
forms of assistance will be required. These may include technical assist
ance in the form of delegates and training, financial assistance towards 
the development of the Societies’ organizations, and programme and 
project assistance.

55. Discussions with individual National Societies and the data available at 
the League Secretariat indicate that there are some sixty existing National 
Societies and a further 28 National Societies in formation which might 
require assistance within the Development Programme. In addition, attention 
will also have to be given to the situation in 9 independent countries with 
no National Societies.

56. It should be accepted that several years , sometimes many, are necessary 
for a new Society, or one in a similar situation, to become self-reliant. 
Great flexibility is needed. Acceptance of change and re-organization
is long and difficult, and hastening these processes in the desire to 
obtain quick results could in the long run hamper development.

57. The analysis of past efforts shows the importance of the recording of data, 
and of the planning and identification of the resources needed at the 
Secretariat and in the field to make a substantial contribution to develop
ment .

58. An initial phase should include the undertaking of a number of studies in 
different areas for which the needs have been identified in different parts 
of this document and elsewhere.

59. National Societies’ plans therefore form the basic input to the planning 
process of the Development Programme. They are essential for the League 
in determining what form assistance should take in different places, and 
are the basis for the League’s efforts to find support for the development 
of National Societies, without of course being any guarantee that such 
support will be forthcoming.
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Planning

60. To be effective, planning must

ta) involve all the different levels in the National Society

(b) be based on an analysis of needs and resources

(c) co-ordinate objectives in different fields

Cd) specify what is to be done by whom, when, and
with what resources.

61. Planning at the National Society level is a means of reconciling what 
the Society might do in terms of Red Cross aims, the aspirations of 
its leaders and members, and needs in the community, with what it 
realistically can do in terms of the strengths and weaknesses of its 
organization and the resources available.

62. Planning is accordingly important in achieving cohesion in the National 
Society's organization, by building links "vertically" through a 
discussion among members at different levels on needs and opportunities 
and "horizontally" between different programme areas. Planning must 
be supported by effective management, both in the process of forming 
the plan and guiding its implementation.

63. To be useful, planning must also be accompanied by budgeting; it is 
only when the attempt is made to ’cost' the implications of objectives 
that it becomes apparent whether the objectives are realistic in terms 
of the money available. Budgeting also enables the National Society to 
identify how best to use its own resources and where it needs to seek 
resources from outside.

Management

64. At the National Society level the central or executive committee has 
a vital role to play in determining policy. However, committee members 
as volunteers with other full-time commitments cannot undertake a 
major role in implementation. Thus in order to ensure its overall 
capability to perform, it is a necessity for each National Society to 
maintain a full-time chief executive officer.



National Society basic funding

65. The need to develop and maintain adequate funding is a major concern 
of all Red Cross Societies. Adequate financial resources are in
dispensable for the organization and development of a National Society, 
the maintenance of its services and activities, and the expansion of ■ 
its programmes according to needs.

66. National Societies need to have access to a stable funding base for 
the maintenance and development of their operational capacity. 
Funding for activities will normally be much larger, but greater 
fluctuations in its volume are acceptable.

67. Diversification of the funding base will reduce the National Society’s 
dependence on any one source of funds, thus making it less vulnerable 
to fluctuations in income or subject to external influence.

68. To assist National Societies in this field, appropriate advice is 
often required. The Societies’ present and projected income needs 
require study, as well as the means through which these may be met. 
Potential income sources such as government subventions, business 
community assistance, revenue generating capital and non-capital pro
jects, membership fees, and out-of-country assistance (including 
support to projects from UN and other international organizations] 
need to be determined.

Regional concepts

69. National Societies in different regions, whilst all being partners 
within the League, have different priorities, face different problems, 
and have varied resources available to meet them. Although there are 
certainly differences among Societies within each region, there are 
often some broad similarities among them with regard to the problems 
facing their communities, their financial resource basis, the avail
ability of trained personnel, their administrative traditions, and the 
age and experience of the National Sp.cie.ti.es- themselves.

70. There can be no standard solution to the problems facing National 
Societies in different regions. The assistance to be provided under 
the Development Programme may in some cases be of relatively short 
duration, focusing mainly on the development of Societies’ capacities 
in particular fields, through the provision of training and financial 
support. In others, longer-term co-operation will be necessary, in
volving assignment of delegates to National Societies to assist in the 
conception and establishment of development plans, and the development 
of the Societies’ organization and programmes over a longer period
of time.
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71. The resources available within each region should be fully utilized. 
In areas with experienced Societies and/or strong national resource 
bases, their use can result in correspondingly smaller inputs from 
outside the region in personnel and finance being required.

72. The Programme will be greatly influenced by the existing - even if 
not institutionalized - regional divisions within the League. In some 
cases, a grouping of 5 - 10 Societies might be feasible. In others, 
suitable conditions for such groupings on a permanent basis do not 
exist. It should also be taken into account that a country with a 
quarter of a million inhabitants needs a different approach to one 
with many hundred millions.

73. It is particularly in smaller groups that cultural and economic simi
larities can come into play as stimulating and/or supporting factors 
during the development process. This way National Societies facing 
comparable problems, having been more or less successful in solving 
them, will be able to draw on the experiences of each other in the 
planning and implementation of the various programmes. Co-operation 
may include interchanges among policy-makers and professional staff, 
and the development of similar and related programmes. The ’’sub
region" concept must, however, be approached with great flexibility.

74. It makes economic sense to provide, if possible, regional professional 
training in individual sectors (administration, finance, disaster, 
preparedness, relief actions, youth work, humanitarian law]. It makes 
managerial sense, wherever it is feasible, to have a network of League 
representatives in a group of countries who can be provided with common 
support services and who can also support each other through regular 
interchanges.

75. The existing structure for regional consultations will provide oppor
tunities to discuss the impact of the Development Programme in the 
different groupings and to propose adjustments in the Programme’s policy 
and operational methods.

Formation of new tlational Societies

76. The League’s Development Programme covers both the development of existing 
Societies and the establishment of new ones. With twenty-eight National 
Societies in formation and nine states without Red Cross Societies, the 
task of establishing new Societies forms a considerable part of the 
League’s work.
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77. Some Societies in formation are at present branches of a ’parent' 
Society and in such cases co-operation Detween the League and the 
parent Society is clearly called for in assisting the branches' 
transition to independence.

78. The Societies in formation are fairly equally distributed within the 
different regions of the world. They vary greatly in their present 
effectiveness - with some Societies in formation being stronger than 
some existing National Societies. It therefore seems sensible to 
integrate assistance to Societies in formation within the framework 
of different operational groupings. This group of National Societies 
may require particular assistance in working with their governments to 
ensure the necessary legislation and with the drafting of the statutes.

National Societies in small states

79. National Societies in small states, whether recognized or in the pro
cess of formation, faces particular difficulties, frequently related 
to geographic isolation and/or difficulties in fund-raising.

80. The League's model statutes for National Societies should be reviewed 
with the aim of producing an alternative model for small states. While 
the conditions for recognition of a National Society by the ICRC require 
that the Society should extend its services to the entire country, this 
does not imply a need for a complex structure. It may in some cases
be satisfactorily achieved by an effectively functioning headquarters 
providing services on a natural basis.

81. Many Societies in small states face major problems in paying their 
contribution to the League with the present level of the minimum quota. 
It is not only a deterrent to admission to the League, it also puts 
those Societies most in need of assistance at a further disadvantage
by taking away resources greatly needed locally.

82. The suggestion of associate membership for Societies in small states 
has been proposed and rejected. In the light of the Red Cross 
Principle of Universality it does indeed seem important that all National 
Societies should pay a quota to the League, and the solution to the 
problems facing the National Societies in poor states, whether small
or large, should be to reduce the minimum quota, if possible.
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SECTION THREE: PROGRAMME OF ACTION

83. In previous sections an analysis has been made of the present 
situation and its policy implications. This section aims at 
translating generalities into programmes by proposing who shall 
do what, and how it can be done. It should, however, be looked 
upon as a complement to the Strategy and is still expressed in 
rather general terms. Detailed programmes and economic appreci
ations are under preparation but should not be presented until 
agreement is reached on the strategy in general.

National Society and operational plans

84. The League Secretariat will have to consult with National 
Societies concerning criteria for operational groupings .or... 
other appropriate systems.

85. Accurate data collection, about Societies' situations and develop
ment needs as a basis for planning and the identification of 
resource requirements, must be a fundamental feature of the 
Development Programme. The next step will be the assessment of 
the position of each National Society and the reviewing, with it, 
of its development plan to identify common needs among Societies 
which can best and most economically be met through services and 
training provided at a regional or subregional level. Much of 
this material is already available.

86. For the continued collection of data and information, models have 
to be designed to suit the different situation of Societies. Parts 
of such a model must be valid everywhere. Other parts should be 
adapted to suit each National Society and to the operational 
groupings, whether geographical or otherwise. The document should 
serve both as an instrument in recording basic data and in measuring 
progress and change over time. Its regular completion should become 
an essential element in the Societies' continuous planning process.

87. For Societies having development plans it may, in particular, be 
necessary to review the question of whether the plan adequately 
assesses the development of the National Societies' infrastructure 
to support the planned development of services. Questions to be 
discussed here may include the Societies5 administration and finance 
capacity, the strength of information, the clarity of policies with 
regard to the recruitment, training, and reward of staff and 
volunteers.
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88. In cases where a Society has no development plans,, it may be . 
useful for the Society's leaders to review, with League 
delegates, the main goals of the Society and to identify with 
them its strengths and weaknesses.

89. On the basis of this review, plans for different operational 
groupings will be proposed, covering the main elements of the 
technical assistance to be provided under the Development Pro
gramme to eacn group. These may variously include the assign
ment of delegates to individual Societies, the assignment of 
technical delegates (in information, fund-raising, disaster pre
paredness, etc.) to advise several Societies, provision of 
financial assistance for a limited period for the recruitment
of key National Society personnel, and training in different 
fields for National Society personnel. When National Societies 
vary considerably in their capacity at the outset of the Programme, 
the resources and experience of the most effective Societies 
could be used in the training and assistance to others.

Field personnel

90. It is foreseen that League personnel is required to meet the 
various needs of the Societies in the Development Programme. 
The scale and scope of the Programme will call for an increase 
in the number and qualifications of League field personnel. The 
training requirements cf these delegates are discussed subsequently.

91. As the. programme develops, a qualified Red Cross officer will be 
assigned to the operational groupings as their delegate with the 
main tasks of representing the League Secretariat vis-a-vis the 
National Societies and, at the same time, guiding supporting and 
co-ordinating other League pei'sonnel in the grouping.

92. A key element in the assistance to be provided by the League to 
new Societies and those with a wide range of development needs 
will be the assignment of a delegate to National Societies 
engaged in the programme. The delegates will join "their” 
Societies in sharing experience and know-how in order to assess 
problems and develop solutions, and to seek out resources that 
will increase the Societies' self-reliance.

93. Technical delegates will be provided at regional and Society 
levels as required on both short and medium-term basis. They 
will assist with the development ef functions and programmes and 
the training of personnel in different key sectors.
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Financial assistance

94. The fact that, at the outset of the Programme, many Societies will 
be economically weak means that financial assistance will form an 
important part of the Programme in the early years. This financial 
assistance will be directed at the development of the Societies' 
operational capacity in key areas.

95. The nature of the support to be given to each Society can only be 
precisely determined on the basis of its development plans. How
ever, in the fields of administration/finance, information/fund- 
raising and field services all Societies need to have a basic 
capacity. These will therefore, if not already well established, 
receive priority attention under the Development Programme.

96. Where Societies have no qualified personnel in these key areas, 
finance should be made available to enable the recruitment of the 
appropriate number of qualified staff. The analysis of a National 
Society’s resources and volume of services may suggest that some 
of the functions and capabilities at headquarters’ level will have 
to be combined in one officer. In other cases the scope of services 
in a particular field may call for several employees within one 
sector. This external finance will be on a short-term basis on a 
sliding scale, until the Society can cover the costs from its own 
increased fund-raising capacity.

97. An important role of a national headquarters is to support the 
work of volunteers at all levels. National Societies must, there
fore, have a basic field service capacity to provide guidance and 
training. Various options will be worked out in order to create 
and train an operational section at national headquarters to support 
local units, so that they can take a more active responsibility for 
programmes and projects (with or without outside assistance) 
serving their communities.

98. The material to be designed and produced should, as far as possible, 
be of use to more than one National Society. A joint provision of 
publicity and educational material will not only make production 
economically easier but lead to a sharing of ideas and bring about 
standardisation and facilitate continuous revision. It should also 
include an adaptation of different standard Red Cross handbooks and 
manuals to national and regional conditions and needs, and thereby 
bring them closer to actual National Society work,
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Training

I
99. The extent to which volunteers - the basic resource of the Red Cross

- can provide useful services depends, to great extent, on the 
training, support and leadership they are given. Many National 
Societies have a considerable training capacity in particular 
service fields such as first aid and/or health education. But, 
too frequently, National Societies have not been able to provide 
adequate support to their volunteers to enable them to undertake 
coherent programmes and project.

100. The training provided under the Development Programme will, there
fore, cover two distinct fields: firstly, the training of the 
appropriate headquarters personnel in aspects of management, planning, 
finance and information; secondly, the training of trainers in 
service programme fields such as disaster preparedness, health and 
social welfare.

101. In order to make the extensive training foreseen under the Develop
ment Programme economically feasible, specialised training in 
different fields will mainly be carried out at subregional and/or 
regional levels. At this level it is also intended to arrange for

, meetings of National Society chief executive officers and League
■ personnel. These meetings will assist in the development of National 

Societies’ management, review progress under the Programme and 
develop intrarégional co-operation.

<
102. The total volume of training under the Development Programme calls 

for a strengthening of the League's capacity to render services
in this particular field to its members. Consequently it is 
envisaged that a special unit for staff training be established at 
the League Secretariat. Its responsibilities would include 
assisting in arranging different types of training at national and 
regional levels as required.

103. It will not be possible for the League to employ full-time personnel 
in every specialised field where the Red Cross needs training. Often 
needs will have to be covered through technical delegates and 
consultants employed on short-term for a specific job. Wherever 
possible such personnel will be recruited from within the region.
In carrying out training in the field greater use will be made of 
the existing training facilities of governments, training institutes 
and universities.

104. Special care should be given to the co-ordination between the 
League and the ICRC in the training of personnel from National 
Societies.
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Programmes and projects

105. It is important to remember that the fundamental task of the Red 
Cross is to protect and assist human beings in need. The service
a National Society provides is the justification for its existence. 
To assist National Societies to develop their services the 
Development Programme will provide programme and project assistance.

106. Personal financial and material assistance are temporary measures 
in order to assist Societies to become effective parts of the Inter
national Red Cross. For Societies in countries with great needs and 
limited resources programme and project assistance to a self-reliant 
National Society is a demonstration of the concern of the Red Cross 
to alleviate suffering according to the greatest needs.

107. It is difficult to make a generally valid list of fields of activity 
or to establish an order of priority among them. It is important 
that there should be a constant endeavour on the part of the 
National Societies to ascertain the needs of their communities, and 
a readiness to adjust their activities to these needs.

108. To define and meet the needs of a community and its population is no 
simple task, for the needs may differ according to whether they are 
assessed by the authorities or by the people themselves; the view
points and concerns are not always the same. Their satisfaction 
often involves difficult choices.

109. National Societies often carry out a number of small ad hoc 
activities in different fields at local level. These activities 
are important from many aspects• some service is provided and 
there is a focus for the Red Cross in different places. It is 
important that appropriate support and guidance are forthcoming to 
such "spontaneous1” activities from the Society’s headquarters as 
resources permit.

110. The Development Programme will, however, basically be concerned with 
supporting major, permanent activities as defined in the National 
Society plan and budget and involving most of their local units.

111. As a starting point each National Society will need to review its 
present activities and consider: should they be continued as they 
are; should they be expanded; should they be reduced or terminated. 
These questions must .be answered considering both the need for the 
activity itself and the Society's capacity to manage and develop
a range of activities.
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112. It will in the early stages of a Society's development be 
necessary to concentrate on a limited number of related fields.
In particular, it will be necessary to define peacetime activities 
in the health and welfare field so as both to contribute to 
prevailing needs and to build the Society's capacity to respond 
to disasters.

113. No programme or project should be financed from the outside 
unless supported by an adequate justification including costs, 
anticipated outcome with supporting reasoning, proposals for 
evaluation, a timetable with a cut-off point and an indication of 
the capability and willingness of the National Society and/or 
the government and/or another organization tc meet recurrent 
commitments thereafter.

114. Youth aspects have not been dealt with separately. This is because 
in the long run all development questions concern youth. In many 
parts of the world most of the practical work carried out on a 
voluntary basis is done by youth. As many National Societies cannot 
afford to maintain separate programmes of the same character for 
youth and adults, the process of co-operation and integratlion should 
be accelerated. However, young people in schools require specific 
orientation on Red Cross principles and activities adapted to their 
age.

Information and feedback

115. The Development Programme will require a major information effort 
at the outset. The effort should first be concentrated inside 
the Red Cross until there are signs that the Programme has a 
chance of being satisfactorily implemented. Then the time could 
come for presentations to other organizations, governments, media, 
etc.

116. The Development Programme emphasises the responsibility of each 
National Society to produce and implement its own plans. However, 
to ensure support for the Programme as a whole, a system will be 
needed for regular presentation of information to the League, the 
ICRC and interested National Societies. If possible at a later 
stage, regional information meetings, also serving other purposes, 
may be valuable.

117. These documents and meetings will constitute the platform for sub
sequent fund-raising. They may have to be complemented with 
specific information material to different target groups.
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118. If assistance is to be provided on the basis of comorehensive 
development plans. National Societies supporting the Programme 
have a legitimate and understandable need for information and 
feedback on progress made and/or problems encountered. They 
must be in a position to formally account for their international 
assistance to those having put the means at their disposal in the 
first place, be it their own members, the general public, other 
organizations, or the government.

119. National Societies will submit annual progress and financial 
reports to the League on the achievements of the Programme. These 
reports will be related to the plan and budget documents.

120. In addition to the formal reporting process, a separate and strong 
emphasis will be placed on feedback such as feature articles and 
radio and TV programmes. It will focus on programmes and projects 
and be used for general circulation both inside and outside the 
Red Cross.

Development education

121. There is a clear need in most National Societies to make members 
more aware of the interdependence within the Red Cross community, 
of conditions in the Third World and how different world issues 
affect them. The contact, within the framework of the Programme 
between an operating and a participating Society is an important 
part in "development education”.

122. In order for the Development Programme to make headway, a more 
systematic approach to better international understanding and a 
stronger will for co-operation will have to come about among all 
National Societies. This needs new initiatives in education and 
information.

123. Development education in the Red Cross context has many components: 
a comprehension of National Societies in development, an analysis 
of past and present relationships and interaction among all types 
of Societies, an understanding of the need for self-reliance on 
the part of Third World Societies, and an exploration of how Red 
Cross members work to make this development possible.

124. The first practical step would be to prepare (a wide range of) 
information materials on matters related to the Development 
Programme and make them available to National Society policy 
makers, volunteers and staff at different levels with an aim of 
mobilizing support and participation.
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Evaluation

125. Within such a large scale and long-term development effort an 
effective evaluation process is clearly needed. Those most closely 
involved in the implementation of a programme are in some respects 
well placed to judge its outcome, nevertheless their close involve
ment tends to give a partial view. An independent evaluation 
process able to provide a more detached overall commentary should 
therefore be built into the Development Programme. Evaluation will 
be made of the entire Programme as such, and of its operational 
components.

126. The independent evaluation must be seen as an ongoing process 
involving regular analysis and reporting both during the whole 
period of the Programme and after it. The evaluation will be 
carried out both to give National Societies a more complete basis 
for analysis and verification, and as an integral part of the 
process of achieving the objectives of the Programme.

127. Steps are now being taken within the Secretariat for ensuring an 
overall system of evaluation, to be used both in relief and 
development activities. New development activities as indicated 
in this paper will be included in the new evaluation system.

.128. The fact that an independent evaluation procedure will be 
established does not reduce the responsibilities of Programme and 
National Society staff at all levels in this respect. Evaluation 
must be an ongoing process secured by all parties concerned.

The role of the League

129. It is important for the Red Cross community to co-ordinate its 
development activities and present a unified approach. It has 
been a function of the League for a long time to be a co-ordinator 
and a focal point for this purpose. This function has, however, 
to be performed in a way that gives room for continuation of a 
direct interest of one Society to assist another Society with part 
of its development. The important thing is that these actions 
should be in harmony with the operating Societies' own plans, 
and thereby integrated into the League’s overall development 
system.
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130. The multi-lateralism inherent to the League has many advantages. 
Within the League, policy is adopted and action taken only by 
agreement with National Societies. It is through their Federation 
that the collective experience and expertise of all National 
Societies is shared. In the Development Programme the League will 
co-operate closely with the ICRC which should have its well defined 
functions in promoting development of National Societies.

131. The implementation of the Development Programme is the responsibility 
of the Secretary General of the League. The Secretary General will 
report on progress made and problems encountered in the Programme to 
the Executive Council and the General Assembly of the League. The 
League Secretariat will provide the operational/administrative frame
work and structure, and perform the co-ordinating role in the 
Programme.

National Society responsibilities

132. The main responsibility for a National Society's development lies 
with the Society itself. Assistance provided through the League 
will have little or no effect unless the Societies themselves are 
committed to development.

133. National Societies must carry the responsibility for the conception 
and establishment of their development plans and for their implemen
tation. Whether or not a League delegate is assigned to a Society
to give advice on the planning process, the Society’s policy makers 
must determine the aims and priorities to be followed in the plan 
and must monitor its implementation.

134. In the future the Development Programme should be implemented with 
increased energy and speed. This will require significantly more 
financial and material support than previous development efforts by 
the League. Participating Societies therefore have an important 
role in interpreting the needs of other Societies to their members, 
their governments and other financing institutions to ensure that 
the support needed is forthcoming.

135. It is anticipated that in some Societies finance will be required 
mainly for programmes and projects whilst in others the major need 
in the early years will be for support to develop the Society's 
organization in parallel with the development of limited programmes. 
Participating Societies must accept their responsibility to assist 
in both these areas, if lasting development is to be achieved.
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136. Some National Societies will be involved in the Programme both as 
operating Societies, by receiving assistance in the development of 
a new programme, and as participating Societies, by providing 
training in a particular field to other Societies within their area. 
(The terms "operating” and "participating" are not found to be 
entirely satisfactory. Efforts are being made to improve these 
terms.)

The role of the ICRC

137. Within the Development Programme disaster preparedness will focus on 
both natural and man-made disasters. Whilst the League, in fulfilment 
of its constitutional mandate, is responsible for co-ordinating and 
managing the Programme, the ICRC should have a specialized role 
assisting the development of National Societies with regard to pre
paredness for armed conflicts in full co-ordination with the League 
within each national development plan and the general development 
programme of the League. Within the framework of National Society 
development plans placing emphasis on disaster preparedness, the
ICRC will provide technical advice and expertise in the areas of 
tracing, dissemination, the activities of National Societies in 
armed conflicts and preparedness for these. This involves partici
pation in training and information efforts. The ICRC should also, 
as hitherto, assist National Societies in protection of the emblem 
and contact will authorities re: ratification of conventions and 
protocols, etc. The League and the ICRC will co-ordinate their 
approach to National Societies during the conception, the establish
ment and the implementation of each national development plan.

138. In collaboration with the League, the ICRC is currently preparing
a "Practical guide on the role of the Red Cross in time of armed
conflict” for the use of National Societies, and on the basis of
this the Programme aims and the roles of the ICRC and League in 
this area may be more specifically defined. A good general 
operational capacity and a comprehensive peacetime programme 
greatly contribute to a National Society's possibility to prepare 
itself for armed conflicts and natural disasters.

Relations with others

139. It is important that National Societies have effective working 
relations with both governments and other organizations working in 
the same or related fields.
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140. The Red Cross should promote inter-agency co-ordination and co
operation but this must not become an aim in itself. A sharing 
of information on (actual] ongoing and planned activities is 
necessary to avoid duplication. With a strengthened infrastructure 
and effective programmes, the Societies can increase their working 
relations with other agencies including those of government and the 
United Nations system. In these relations, the independence of the 
Red Cross has to be maintained.

141. The League and National Societies should pay attention to keeping 
governmental, intergovernmental, and non-governmental organizations 
well informed about the Development Programme, both in the field
and at headquarters level, in order to facilitate, among other things, 
the funding of the Programme.



SECTION FOUR: RESOURCES

Organizational implications

142. The implementation of the Strategy will pall for the Secretary 
General to consider the progressive adjustment of the Secretariat's 
institutional machinery.

143. The Secretary General, responsible under the authority of the General 
Assembly and the Executive Council for the organization of the 
Secretariat will, within the framework of existing and projected 
resources in staff and money, continue the restructuring of the 
Secretariat in order to make the administration of the Development 
Programme more efficient. Limited resources might be a bottleneck, 
some help may be had from staff on loan and staff paid from oper
ational budgets. Improved staff training will also be needed.

Recruitment and selection of personnel

144. The Secretariat should be in a position to recruit freely among the 
best available candidates for each post. In so doing there is a 
need for improved selection and training methods and for improved 
management and support of those in the field.

145. An important criteria for the recruitment of Red Cross personnel 
for both the field and the League Secretariat is frequently stated 
as "having a professional Red Cross background”. This, although not 
clearly defined, implies an understanding of the nature of Red Cross, 
its principles, major programmes and organization, and suggests a 
need to recruit personnel only from National Societies.

146. In practice personnel required by the League for the Development 
Programme need to have a wide range of additional skills, if they 
are to assist National Societies in assessing needs within their 
countries, present activities, organizational strengths and weak
nesses, and formulation of development plans. Particular skills 
may be needed in the field of planning, organizational problem 
solving, budgeting and accounting, as well as in specific programme 
areas.

147. Qualifications for the personnel required may therefore be 
summarised as:
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(a) a generalist ability in the fields of planning 
and management

(b) specific ability in one or more fields of 
importance to the particular Society

(cj knowledge of the principles, programmes 
and organization of the Red Cross

(dj good knowledge of languages

(e) ability to adapt to unknown conditions, 
ease of contact.

148. The Red Cross itself is particularly well qualified to train 
personnel in the knowledge of the principles, programmes and 
organization of the Red Cross. In contrast it has not the re
sources to embark on major training programmes to cover adequately 
the fields identified in Cal and (b) above. Recruitment policy 
should therefore aim to attract persons already having these 
skills. A knowledge of the Red Cross can then subsequently be 
acquired through specific training by the Red Cross and/or work
in a National Society or as an assistant delegate in the field.

149. It is clear that Red Cross faces difficulties in recruiting 
qualified delegates. The recruitment process must be extended 
to all Red Cross elements and must seek ways to increase the 
number of qualified women among delegates.

150. Training of personnel for future work in the field will there
fore be included in the Programme. These "understudies” will 
be called assistant delegates. In addition, a system by which 
both League and National Society staff can be released for field 
services will be considered. It will include a proposal for a 
career pattern allowing for service with different National 
Societies and at the League Secretariat.

151. Development, relief and disaster preparedness are interrelated. 
They have in the League context been too separate. An effort 
should therefore be made in the future to recruit and train more 
multipurpose representatives competent to handle different kinds 
of operations with the assistance of more specialized personnel 
as required.

152. The Development Programme should be built around a nucleus of 
"experts" which the League knows will be available at the relevant 
time, rather than trying to place currently available delegates 
into already conceived programmes and projects. The timing of 
delegates’ work must be carefully phased in relation to the overall 
Programme.
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153. A general profile of delegates should be established as a back
ground to recruitment and selection. This must be followed up
by a complete job description in each individual situation. While 
the first screening of candidates will normally be made by 
National Societies, the final decision on delegates must be made 
ba the League Secretariat - particularly involving the staff 
directly responsible for the operation. Whenever possible it must 
be made well in advance of the assignment in order to allow for 
training and full preparation.

Training function

154. To implement the Development Programme a far greater training 
capacity will be needed. The Secretary General will take into 
account the needs for support of the training function, in the 
form of a special unit or otherwise - depending on available 
resources.

155. In outline, the training courses will cover a range of subjects 
such as

(a) Overview of National Society organization; purposes, 
programmes, organization, management, finance, basic 
funding, fund-raising, information

(b) Specialised courses covering various aspects of National 
Society organization: organization, finance management,• 
personnel and volunteer policies and management, develop
ment planning, programme and project identification and 
management, information, fund-raising

(c) Specialized courses covering: disaster preparedness 
(natural disasters and armed conflicts), disaster oper
ations, courses on particular peacetime programmes in 
the field of health and social welfare services

Cd) International organizations: principles, roles, structure, 
financing, operations of the International Red Cross, the 
United Nations system, non-governmental organizations and 
bilateral agencies

(e) Role and functions of field personnel; reporting, 
administration, finance and external relationships

(f) The context of development: religion, culture, economics, 
politics,administrative traditions and situations in 
different regions
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(g) Information within the Red Cross, including the Principles 
of the Red Cross, the Geneva Conventions and the Red Cross 
as an instrument for the creation of peaceful relations 
between peoples.

156. The function will be a part of League Secretariat activities and 
will include assistance in arranging courses for groups of 
National Societies at sub-regional or regional levels according to 
the needs within the Development Programme. It also includes 
participation in the fields of development education and production 
of general educational material.

157. These courses will be prepared in close co-operation with the ICRC 
and the Henry Dunant Institute. A core staff will be needed for 
this and they will draw heavily on resources both from inside
and outside the Red Cross.

Financial resources

158. A weakness of development programmes has been their dependence 
on extra budgetary contributions, in the form of special budgets 
or acceptance of projects. This does not help proper planning 
and sometimes it creates false hopes. In the present situation, 
there is, however, very scant hope that Societies would accept
to finance the Development Programme on a scale of contribution 
basis. It will, therefore, still be necessary to finance the 
programme (over and above the contributions of the operating 
Societies themselves) by voluntary contributions.

159. Presentation of well-prepared plans and/or budgets, in good time, 
will, however, help interested Societies to approach not only their 
own public but also their governments, foundations, etc., for 
contributions. The League and interested Societies should examine 
with the UN and similar organizations, opportunities to finance 
certain parts of the Red Cross budgets. It is, however, important 
to have financial resources at League Headquarters for pre-planning 
activities, for training and similar purposes, which need multi
national financing. One hopes that Societies with resources will 
understand this.
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160. It is at this stage not possible to make a budget for the 
Development Programme. The size and, therefore, the costs of 
the Programme depend on the desire of National Societies to 
take part in the Programme, the possibilities for organizing 
and preparing the necessary personnel - which is a costly part

possibilities of finding the necessary funds. It also 
depends on when the different plans can be implemented. It is 
impossible with present staff and financial resources to start 
at the same time in all Societies or areas. However, consider
able sums will be needed already in 1982 and preliminary studies 
are under way on how to find them if the General Assembly 
endorses the proposed Programme.

161. If experience from the early implementation of the Programme is 
good, it is likely that the demand for more services and support 
will grow, thus increasing the financial needs. However, possi
bilities of finding increased funds should then have improved and 
successes would also probably increase the prospects of obtaining 
more support especially from or through Governments.

162. The Development Programme will not only require more resources 
but also a more planned and controlled approach to the collection 
and distribution of those resources. There is a need to devise 
appropriate mechanisms to meet the varying financial planning 
and management requirements of the different partners in the 
Programme.

[a] Operating Societies need a broad indication of the 
future resources they may expect within the Programme 
in order to give them a financial framework for their 
planning

(bj Participating Societies, if they are to raise resources 
from their members and governments, need to see the 
plans and programmes which are to be supported before 
they can "sell” them.

163. Efforts should be made to increase the ability of Participating 
Societies to make financial commitments within short periods 
after their general acceptance to try to participate. However, 
as the National Societies and many of their sources, such as 
governments, work with yearly budgets, a minimum delay of 12 
months between decisions to participate and availability of 
funds will be frequent. This will be the case especially during 
the first years of the implementation of the Programme.



34

164. One of the developments in the assistance field in the seven
ties has been the increasing use by non-governmental organiz
ations of government funds. This is a development to be 
welcomed, as governmental funding can enhance the efforts of 
Red Cross particularly in long-term programmes. Tn the last 
years there have been indications- that some governments will 
make increased funds available to non-governmental organizations. 
The Red Cross will seek a share of those resources. National 
Societies should however always try to use their own funds. 
Increased governmental funding must not lead Red Cross to diminish 
efforts to do so.

165. If the Development Programme is to become a programme of real 
participation, new efforts and approaches by National Societies 
to involve their members will be required, "Development 
education” and a more efficient information and feedback system 
will contribute to this. The aim should be that Development 
activities, well presented,should provoke the same sympathy and 
co-operation as is now the case in well-publicized Relief actions.

166. Considering that the National Societies vary greatly both within 
and among regions, it is to be expected that progress in some 
cases will be slow. Generating and providing effective assist
ance is also a slow process which calls for the co-operation of 
many institutions and individuals. Instant inputs would not 
necessarily yield instant results. However, immediate and great 
efforts are necessary for the Red Cross to accomplish its mission.



ANNEX
to Document P.7909

ICRC CONTRIBUTION TO THE DEVELOPMENT

OF NATION,AE; -SOCIETIES--- - ■

A joint ICRC-LEAGLE Working Group met in Founex on 2 and 
3 March 1981 pursuant to a Resolution adopted by the Council of 
Delegates’ meeting of 3 October 1979, on the reappraisal of the 
role of the Red Cross and in particular the recommendations made 
by 0. Tansley with a view to intensifying development assistance 
to National Societies.

After taking note of the League's draft development 
strategy for the '80s, participants turned their attention to 
determining the various sectors in which the ICRC could make a 
contribution to that joint undertaking.

<
The list they drew up, and which is appended hereto, is of 

a general nature. They were, however, aware that the envisaged 
activities would imply close and continuous collaboration between 
the ICRC and the League, the latter being responsible for overall 
co-ordination of development aid.

It would therefore be as well if, at some later date, the 
ICRC and the League were to hold further consultations to determine 
the practical aspects of such collaboration and, in particular, 
the manner in which the ICRC would participate in the National 
development programmes drawn up by the Red Cross and Crescent 
Societies.
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SECTORS IN WHICH THE ICRC CAN CONTRIBUTE

TO THE DEVELOPMENT OF NATIONAL SOCIETIES

INTRODUCTION

The Red Cross must, in the face of ever-growing needs, strengthen 
its operational capacity for peacetime as for times of conflicts.

Each of its members - National Societies, the ICRC and the League - 
must participate in the expansion of the movement by working for both its 
own development and that of the other members.

The League has, for this purpose and pursuant to its Constitution 
which requires that it encourage and promote the development of an 
independent and duly recognized National Society in each country, prepared 
a strategy for the i80s which is aimed at continuing and better co
ordinating this joint effort.

The ICRC, is also directly interested in there being a strong and 
active Society in each country, this being the first condition necessary 
for the implementation of the basic principles of the Red Cross and for 
improved assistance to the victims of conflict. It therefore wishes to 
unite its contribution with that of the League in certain sectors or to 
consult with it in others, to help implement national development plans 
drawn up by National Red Cross and Crescent Societies,

This document shows in which sectors the ICRC feels that it can 
and will collaborate in the development strategy while taking the respective 
powers and prerogatives of the two institutions into account:

1. Technical and legal assistance in the creation or reorganization
of National Societies

1.1 IVbking the necessary contacts with the authorities of countries not 
yet having a National Society.

1.2 Helping newly formed National Societies to draw up their statutes 
and to achieve formal recognition.

1.3 Advising National Societies on the application of the Red Cross 
principles and helping them to overcome the difficulties which 
might arise in the development of their structures and the operation 
of their statutory bodies.



2 • Promoting and supporting Na.tiQ.nal Society programmes for the 
dissemination of international humanitarian law end the fundamental

es of the Red Crossirinçi

2.1 Encouraging National Societies to appoint someone responsible for 
dissemination,, not only within the Society, but throughout the 
country, in liaison with the government authorities; helping to 
train that person and to prepare and implement his programmes.

2.2 Intensifying the participation of dissemination spécialiste in 
technical seminars organized by National Societies or the League 
when the aims of such seminars are suitable for such participation.

2.3 Participating, on a case-to-case basis, in dissemination programmes 
organized by National Societies (in universities, the armed forces, 
youth groups, medical circles, etc.).

3. Assistance in implementing the Geneva Conventions and especially in 
protecting the emblem

3.1 emblem

Stimulating National Societies to have their governments adopt the 
measures essential for the protection of the emblem.

Requiring National Societies to ensure at all times, insofar as 
they are able, that the emblem is properly employed and that abuses 
thereof are punished by their governments.

Ensuring that National Societies know and apply the "Regulations on 
the use of the emblem" adopted by the Twentieth International Red 
Cross Conference.

3.2 Legislation for the application of the-Conventions

Associating National Societies in the approaches made by the ICRC 
to government authorities to encourage the adoption in times of 
peace of legislative and practical measures aimed at facilitating 
the application - if necessary — of the 1949 Geneva Conventions 
and - if applicable - their additional Protocols, because this sector 
could be of particular interest to the Societies.

4. Preparing National Societies for their activities in case of armed 
conflict

4,1 Making those in charge of National Societies aware of the role that 
they can play in helping the victims of conflicts, the respective 
powers of the ICRC and the League and the collaboration to be 
established between the National Society and the ICRC.
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4.2 Helping to train medical arid social personnel by ensuring-that such 
persons, throughout the country - not only those -belonging to the 
National Society - have sufficient knowledge of Red Cross principles 
and humanitarian law. Ensuring also that the senior members of that 
personnel have some basic knowledge of the rather special aspects of ■ 
war medicine.

4.3 Helping National Societies which wish to set up a tracing service to 
train someone to handle matters relating to the Central Tracing Agency.

4.4 Helping to provide additional training for National Society relief 
workers on the special aspects of relief work in cases of armed 
conflict.

4.5 Helping with the further training of those in charge of information 
services, especially in the special aspects of information campaigns 
in cases of armed conflict.

4.6 Informing those in charge of National Societies of the essential 
administrative and accounting regulations applicable in relief work 
undertaken with the ICRC. Drawing their attention to the help that 
the National Society, with its knowledge of national legislation, 
can be to the ICRC in such work and in the recruitment of such local 
staff as it may need.

5. Helping to train senior staff members of National. Societies

5.1 General training

5.1.1 Developing and intensifying general training courses on the Internat
ional Red Cross, both in Geneva and in the various regions, To this 
end, contributing more to the annual courses given by the Henry 
Dunant Institute.

5.1.2 Organizing an increasing number of training periods at ICRC Head
quarters, especially in connection with study visits to the League.

5.1.3 Participating in national and regional training seminars organized 
both by National Societies and the League.

5.1.4 Preparing and distributing teaching aids appropriate to various 
aspects of training - especially the "Guide sur l'action de la 
Croix-Rouge dans les conflits armés, à l'attention des Sociétés 
nationales" - as prepared jointly by the ICRC and the League.
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5,2 Specialized training

Developing ICRC participation in the training of skilled personnel 
in National Societies, especially in the following spheres: 
dissemination of knowledge of Red Cross principles and humanitarian 
law, information and public relations, matters relating to the 
Central Tracing Agency, relief work and the medicc-social sphere.

Such training may be given either in courses in Geneva, or in 
seminars by specialists or sent for the purpose.
(see also Sections 2 and 4).

6. Training delegates

Strengthening collaboration between the League and the ICRC in the 
training of their delegates and the staff of the National Societies 
who undertake missions for either of the two international Red Cross 
institutions.

GENERAL COMMENTS

In some conflict situations the ICRC has to invest considerable 
resources of staff and equipment in order properly to perform its 
protective and assistance activities. Such situations, which normally 
require the more or less extensive mobilization of the resources of 
the National Society, can often provide an opportunity for the ICRC 
to intensify its efforts in the spheres mentioned above in order 
thus to reinforce the operational capacity of the National Society. 
Moreover, the experience acquired by the teams of specialists made 
available to the ICRC during international relief campaigns helps 
to improve the operational capabilities of participating Societies.
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