 Consolidated UN Operational Plan  Draft


Draft

UN CONSOLIDATED 

OPERATIONAL PLAN FOR STRONG ANGEL

RIMPAC 2000

1. Overall objectives of the operational plan

· Plan the UN Humanitarian Assistance Programme within the RIMPAC mission.

· Outline critical operational factors, which may affect UN humanitarian programmes.

· Identify traditional and non-traditional partners involved in the humanitarian response. 

· Define mechanisms for the ‘phased deployment’ of UN operations into Green.

· Outline the humanitarian co-ordination network.

· Outline the role of the military including CMOC and the transition to Green.

· Define areas of programmatic intervention and key actions

· Food 

· Social Services

· Domestic needs

· Health/nutrition

· Water + Sanitation

· Education

· Shelter

· Environmental protection

· Protection

· Outline key security related issues and security measures actions required.

This is an operational plan and as such, it should not be seen as a final document. It should be updated and modified as both operational details are developed and as the situation changes accordingly.

2. Context

	Rational

Deployment

Assessment


	· UN Security Council Resolution S/Res/200a 01 June 2000 mandated MNF to provide humanitarian support to the Government of Green. In addition, UN-SG has requested UN Agencies to provide additional humanitarian assistance.

· US Marine detachment landed on the 9th June.

· UN Agencies arrived 9th June at the same time. UNHCR, UNICEF, WFP and OCHA deployed assisted by the by US military.

· Sea-born CMOC transferred from USS Coronado to CMOC location in Green 9 June.

· Combined MNF and UN agency initial assessment to Green have determined  the following:

· The refugee caseload is estimated at 10,000: 5,000 women, and approximately 1,400 children under five.

· Refugee site located in austere environment due to security problems in coastal and urban areas. Conditions very harsh. Winds 50 k/p/h and sandy conditions create major dust problem. Green has not permitted re-location of site, which is a non-negotiable issue for them. No nearby water point and no shelter available in the area of the designated campsite.

· Green Government, local administration and host population all generally supportive but unable to handle sudden refugee influx. Local population nervous given the proximity of the camp to the border area and the possibility of cross border attacks.

· Logistics – port will only accommodate self-sustaining ships.  Airport at Hilo currently shut but negotiations to reopen it are underway. Waive airport open but only able to take C130. Local transport assets and fuel available but in limited quantities. 

· Local Currency remains stable but Mayor Rogers from Green indicated that the deterioration between Green and Orange might have an inflationary impact upon economy.

· Food – Green government has stated that food is the main priority for refugees.  In addition it has stated that food stocks in country are low.



	Security

Procurement
	· Phase II – population nervous about destabilisation in Orange. The local population has been generally  ‘welcoming’ of UN, MNF and Humanitarian assistance agencies.

· The possibilities for both food and non-food-items procurement is very limited.




3. Critical Operational Factors

	
	

	
	· Co-ordination between military and humanitarian agencies.  CMOC will provide a basis for information exchange, a mechanism for planning and co-ordination as well as for the requisitioning of military assets and assistance. 

· Refugee site location.  Although HCR has already tried to pursuade the government to move the camp away from the border area, authorities are unwilling.

· Due to the political and security deterioration in Orange combined with Green’s weak economy, there is little opportunity to purchase supplies locally. 

· Destabilisation in the islands.  The current situation in Orange and subsequent refugee exodus into Green is expected to have a major impact on the security situation in the region.


4. Humanitarian agencies and other groups providing assistance.

In addition to the existing UN country Team (UNCT), the following have also been deployed to strengthen the UN’s and International Communities’ humanitarian response.

	OCHA
	· Emergency Humanitarian Co-ordinator deployed with support staff (1)

	UNHCR
	· Emergency response Team deployed (1)

	UNICEF
	· Emergency response Team deployed (2)

	WFP
	· Emergency response Team deployed: (7) emergency response officers, including a Telecommunications and Information Technology (TC/IT) team in order to provide a TC/IT platform for all UN agencies).



	ICRC and Green Red Cross
	· ICRC deployed in Orange.  Small sub-delegation for tracing.  Green Red Cross – tasked for secondary distribution in refugee camp.

	NGOs
	· OXFAM – tasked for camp construction and water and sanitation.

· MSF (France) – health in the camp

· AICF – Nutrition in the camp

· DRC – Logistics support

	Combined Task Force RIMPAC – HA 
	· Vice Admiral Dennis McGinn is commanding a MNF composed of an amphibious task force and special marine air-ground task force which has deployed to Green with approximately 185 marines to support refugee operations.

	MNF
	· Multi-national force (MNF) consists of an amphibious task force with two support ships which have a Special Marine Air-Ground Task Force (SPMAGTF).  The SPMAGTF with Cargo Helicopters (CH-53), 15 five tonne trucks, HWMMVs, and other support equipment.     

	Green Military
	· Uniformed. Have small arms and limited helicopter assets.   The Green Military are moving the refugees along route 90 to the Waimea/Puu Pa area on the instructions of the Government.


5. Deployment and operational phases
	Deployment
	· UN team arrived in Hawaii and embarked on USS Coronado 6 June 2000. On board planning and co-ordination commenced  


	Phase 1
	· Initial deployment intervention UN and MNF 9 June through 11 June approximately 48 hours.

	
	

	Phase 2
	· Establishing humanitarian response systems and co-ordination structures with support from military approximately four to six weeks.

	
	

	Phase 3
	· Transition to self-sufficiency.  Military departs.

	
	


6. Multi-National Force – MNF 

Role/Composition/Mandate

· Role of the MNF is to provide immediate support to the international humanitarian response and the efforts of the UN and other humanitarian entities in Green as per UN Security Council resolution, Sec/Res/200a.

· MNF is combined navy, marine, air and army response force.

· MNF is geared to assist in establishing humanitarian operations in support of the UN and other IO and NGO partners.  

Points of Contact [POC]

CAPT Kendricks, CCTF RIMPAC-HA, CMOC Director, 5510

LTC Stu Shapiro, CCTF RIMPAC-HA, CMOC Operations Officer, 5520, 

LCDR Eric Rasmussen, CCTF RIMPAC-HA, Surgeon, 6410

CDR Ellen Jewett, CCTF RIMPAC-HA, Exercise Recorder, 5211

Mark Prutsalis, CCTF RIMPAC-HA, Exercise Control, 6410

CAPT Howe, Commander, Amphibious Squadron Seven, 1-619-545-6235

CMOC at Pu’u Pa

MAJ Steve Gabri, Commander, Combat Service Support Detachment 75, (808) 256-7714

1LT Sam Lee, Opertions Officer CSSd-75, (808) 887-0633

CMOC, (808) 887-0106

UN Office (808) 887-0242/0341

7. The Humanitarian Co-ordination Network


 The UN team comprises of UNHCR, WFP UNICEF and OCHA. Co-ordination arrangements have been established by consensus, are clear, with a mutually agreed division of labour between the various organisations 

OCHA has been asked to provide overall co-ordination, focussing on arrangements and contacts between Orange and Green, general political and military liaison, appeal preparation, advocacy, and assistance to the operational agencies as requested. OCHA also seeks to ensure that there is overall coherence in the totality of UN assistance, and that UN NYHQ is kept up to date on developments, constraints and resource requirements of the humanitarian assistance programme.

UNHCR is the lead operational entity for all matters related to the refugees and is the lead agency for camp management, the provision of assistance to refugees, contact and negotiations with local Government and the military with regard to refugee related issues. WFP, UNICEF, NGOs, and OCHA will support HCR as requested and appropriate.

WFP is responsible for the assessment and provision of food for both refugees and the locally affected host population. WFP will also co-ordinate, in co-operation with HCR for refugee matters, transport and logistics. This will include port and airport operations, warehousing and extended delivery points. In addition WFP will both co-ordinate and be responsible for the provision of a common communication platform for all UN agencies.   

UNICEF is responsible for co-ordinating assistance, along with the national/regional authorities for the locally affected population. UNICEF will also assist UNHCR in the provision of Health, Education, Protection, Nutrition, Water and Sanitation services for children in the camp.

In close co-operation with the US military/coalition forces a Civil Military Operation Centre CMOC was established on board the flag ship USS Coronado, and which was transferred to shore and be established proximal to the refugee site. All UN agencies, OCHA and the NGOs will have liaison officers and representatives attached to the CMOC. The CMOC will function in support of the normal UNDMT and HCR led co-ordination mechanisms. The CMOC will provide a single point of contact with the multinational force and will provide a forum for task requests for the use of military assets and for seeking military assistance.

8. Beneficiaries 

The affected population consists of two groups. The primary caseload is the refugee population estimated at 10,000.  The second beneficiary group is the local population estimated at 30,000. There is no indication at this time that there is an IDP caseload.

The refugee population is in generally good health, though inevitably traumatised by the need to flee to Green and by the harassment en route.   The demographic profile of the refugees would indicate that there are approximately 5,040 women (50%), and 1,426 children under the age of five (14.3%). The conditions at the Government selected campsite are austere and therefore the living conditions for the refugee population will be harsh until such time as a full array of services can be provided. On arrival the refugees did report major diarrhoea problems, especially among children.

The local host population is somewhat impoverished with rudimentary health, education, water and sanitation services. In order to assist the local population directly, and to maintain their support in hosting the refugees from Orange, assistance will be provided in the form of minor repairs to health centres and schools. In addition essential drugs and medical equipment will be provided and the water reticulation system will be repaired. Assistance to the local administration will also be required.

9. Refugee Programme intervention areas

Food

· Phase 1: First 48 hours, MNF will provide and deliver to the Refugee Camp Humanitarian Daily Rations (HDRs) for 10,000 persons.

· Phase 2: WFP will provide HDRs and High Protein Biscuits (HPBs) for approximately 1 week until the food pipeline is in place.  HPBs will be distributed as appropriate.

· Phase 3: Normal WFP pipeline established

WFP will be responsible for coordinating food issues.  The provision of HDRs and HPBs will be provided as an immediate short-term solution, until other food in-puts are arranged and cooking materials secured.

Targeting – A general ration will include a commodity mix comprising of the following:

Monthly ration scale within Green:

	Item
	Weight (kg)

	W/flour
	10

	Rice
	1

	Pulses
	2

	Canned fish/meat
	0.5

	V/oil
	1

	Sugar
	0.3

	Salt
	0.2

	TOTAL
	15


Calorific total consisting of 2,100 kcals per person per day.

In addition, WFP will provide a supplementary ration in co-operation with UNICEF for children suffering from malnutrition, pregnant and lactating women and other vulnerable groups.

Nutrition

· Phase 1: UNICEF and UNHCR (in co-operation with WFP) will provide supplementary and complimentary food items for the most vulnerable (women, children, elderly) purchased from local suppliers as available. 

· Phase: 2 UNHCR has identified Action Contre la Faim-ACF (NGO) to monitor nutrition in the Camp and locally procure food items with UNHCR funds. UNICEF will ensure that a nutrition center is established and will provide therapeutic food, infant formula, surveillance and monitoring equipment and ensure good care practises training for health staff. UNICEF will provide selective non-food items (cooking, eating utensils).

· Phase 3: ACF will continue to monitor nutritional status until the population has stabilised and nutritional needs are met.

Health:

· Phase 1: MFN has agreed to provide emergency and primary healthcare to the refugee population on arrival.  UNICEF will provide Emergency health kits for 10,000 people for three months. UNHCR has requested MSF to immediately fly in a Mobile Field Hospital.  The Government of Green has to agreed to expedite all import procures for health equipment. The MSF hospital will arrive within 72 hours.

· Phase 2: MSF will provide all health services in refugee camps.  The Government of Green has agreed that serious medical cases can be referred to the local health facilities. UNICEF will provide vaccines (6 main communicable diseases), inoculation and cold chain equipment. A measles vaccination campaign will be undertaken for children in the 6 months-12 years age group.

· Phase 3: Same as above.

Water/Sanitation:

· Phase 1: Government of Green camp will have clean water and sanitation facilities provided by MFN in accordance with UNHCR/Sphere standards. HCR and UNICEF will provide jerrycans. Distribution of jerrycans and ORS will be undertaken by MNF.

· Phase 2: Infrastructure and maintenance of camp infrastructure be taken over by UNHCR/OXFAM with funds provided by UNHCR. Additional camp water and sanitation infrastructure will be planned by UNHCR but constructed by OXFAM with UNHCR funds. UNICEF will ensure hygiene education within the camp.

· Phase 3: Government approved site(s), UNHCR funds OXFAM for planning and construction

Education

· Phase 1. Ensure tented area is made available for future schooling

· Phase 2. UNICEF will ensure that sufficient tents/space available and that all children have access to education. A young child-care centre will also be established. UNICEF will provide school supplies and equipment, school in a box, and basic school furniture. Teachers will be identified from amongst the refugee population and given training. Contacts will be made with Orange educational authorities through Orange UN Country team to ensure refugees receive correct schooling and access to Orange examinations while in Green.

Psychosocial

· Phase 1. No immediate action

· Phase 2. A recreational centre will be opened for children and UNICEF will provide general support and recreational kits. Psychosocial support will be provided. Caretakers will be identified within the refugee population and they will receive counselling training. In collaboration with UNHCR, UNICEF will organise Mine/UXO awareness campaigns.

Logistics /Framework  

Both WFP and UNHCR will establish operations at the port and airport.  In order to co-ordinate and support logistical requirements, WFP, UNHCR + UNICEF will also establish a Joint Logistics Cell (JLC).  WFP will provide both staff and material in support of the JLC and will liase with the CMOC in order to provide clear schedules and procedures.  

A Liaison Officer (LO) from the CMOC is requested as the Point of Contact (POC) to the JLC. WFP, UNHCR and UNICEF will require the following:

1. Five trucks with an up-lift capacity of 10 metric tons.

2. Personnel at airport and refugee site for unloading of both food and non-food-items.  

WFP will provide VHF commas for convoy teams.  JLC will be responsible for tasking of assets to Red Cross (responsible for distribution at refugee site) under the overall direction of UNHCR.  In addition, JLC will task assets as required to forward way stations.  As the operation progresses the arrival of both general and non-food items, military support will be required on an ad hoc basis. The Agencies will secure self-supporting logistical support and transport.  Exact details will be determined by agencies in close contact with the CMOC log LO to the JLC.

Warehousing

· Phase 1: WFP will secure warehousing for food Items at the Port of Weimia upon arrival. UNHCR will secure adjoining warehousing to be used for initial storage of non-food items until facilities closer to the refugee camp can be identified.  

· Phase 2: UNHCR will provide warehousing facilities to NGOs and sister UN agencies for an initial 3-month period.  UNHCR and WFP will agree on the location of EDPs.

· Phase 3: UNHCR will fund Danish Refugee Council to manage all UNHCR warehouses.

Transport: 

· Phase 1: MNF will provide enough trucks to transport food and non-food items to the refugee camp.  Estimated tonnage of relief (food and non-food) 25 tons.

· Phase 2: In co-operation with Government of Green, local trucks will be hired for primary and secondary distribution.

Non Food items

· Phase 1: Military will provide basic supplies to refugees until UN airlift arrives with emergency supplies. UNCHR will airlift basic supplies: blankets, mattresses and jerry cans and tents, for 10,000 people. UNICEF will airlift Health supplies, jerry cans, ORS etc.  

· Phase 2 UNHCR will provide non-food items by 3rd week including cooking and eating utensils.

· Phase 3: Additional non-food items will be procured locally to cater for new arrivals. 

Distribution:

· Phase 1: MNF will distribute their own supplies to the refugee population during first week of operations.

· Phase 2: Government of Green, UNHCR, and WFP have agreed that the Green Red Cross will be in charge of secondary distribution of food and non-food items. GRC will follow distribution criteria established by WFP and UNHCR.

· Phase 3: Green Red Cross will hire, whenever possible, refugee workers to take over distribution of basic supplies.

Shelter/Site Planning: 

· Phase 1 Government of Green site will have refugee camp erected by MFN in accordance with UNHCR/Sphere standards.

· Phase 2: Additional camps will be planned by UNHCR but constructed by OXFAM with UNHCR funds if population exceeds limit of the existing camp, which is set at 20,000 people.

· Phase 3: Government approved sites will be planned and constructed by OXFAM with UNHCR funds.

Environmental Protection

· Phase 1: No action

· Phase 2: Initial discussions between UNHCR and Gov. of Green on phase out of camps and possible needs for environmental protection, i.e. replanting of vegetation, clean up of sanitation sites

· Phase 3: NGO identified and funded to implement environment plan for all sites.

Protection: 

· Phase 1: UNHCR will liase with the Government of Green at both the Field Office level and the Branch Office level (capital) to ensure that refugees are granted asylum in Green. To ensure refugees have, at minimum, basic human right while in Green, and that refugees are allowed to remain in Green until conditions in Orange are secure or until they voluntarily decide to return to their homes.  UNHCR Field Officers will have access to border crossing points and will establish a 24-hour presence in the camp.  All UNHCR reports on the conditions of the refugees will be sent to UNHCR HQ for further action at that level. UNHCR will continue to fulfil its international Mandate throughout the refugees’ stay in Green and through their return to Orange.

Registration:

· Phase 1: The Government of Green and UNHCR will request the MNF to assist UNHCR in registration of refugees as they enter the camp. UNHCR will request that Government authorities allow UNHCR staff permanent presence at border crossing points.

· Phase 2: The MFN will standardise registration format to ensure all necessary data on each individual is recorded for family tracing, family reunification and possible repatriation programme. UNHCR will work closely with UNICEF, and ICRC.  UNICEF in collaboration with other partners will ensure photo tracing and care of Unaccompanied Minors. Government has agreed to have Ministry of Interior staff present during registration.

· Phase 3: Registration documents will be transferred to UNHCR Orange at the appropriate time for use during a repatriation programme.

Mass Information: 

· Phase 1 UNHCR will provide basic information to refugees through a public address system installed in the camp on camp services, family unification, and possible repatriation programmes.  As the lead agency for children’s issues, education, and health. UNICEF, WHO, WFP, will be an integral part of the overall information programme. 

· Phase 2: Basic information will be provided through flyers, bulletin boards and radio broadcasts.  The Government of Green has agreed to provide free airtime to the UN agencies participating in the Information programme.  

· Phase 3.  UNHCR and the other UN agencies will continue with the mass information programme during the duration of the refugees stay in Green

Camp Security

· Phase 1. Security inside the camp is provided by the Government of Green in order to support the local police force (3 people) in Waimea.

· Phase 2. UNHCR will provide limited funds and training on refugee camp security to the Government of Green, to enhance their ability to provide physical security to those refugees living in the camp.

· Phase 3.  The Government of Green will provide basic security and develop a self-policing programme  

Agency Operational Support

· Phase 1: UNHCR will provide funds to support the Government and local authorities for the procurement of computers, office equipment, office furniture, and vehicles to support their work and movement to the camp.  UNHCR will also provide funds for the rental of local buses for the transportation of refugees to and from the camp.

· Phase 2. UNHCR will make available funds for the training and capacity building of local organisations and Government authorities in issues relating to refugee law, International Protection and statelessness.  In co-ordination with UNICEF and WHO UNHCR will also provide limited funds for training in Health, and Education.

· Phase 3:  No action:

10. Assistance to host population 

`

Based on an initial assessment and on results of further more detailed assessments, UNICEF will provide the following assistance to the local population. The local population living within a radius of 20Km, including small villages is estimated at 30,000 people. No demographic profile of the local population is currently available. UNICEF will work closely with local authorities and the numerous civil society organizations in the area.  

Health:  

One district hospital (100 beds), 5 health centers, 2 health posts. There are four doctors at the hospital, two doctors cover the health centres, and there are forty nurses and medical personnel. In order to increase the capacity of the provincial health authorities to manage the refugee influx there is an urgent need to provide Drugs, supplies and equipment, vaccines, as well as minor repair and refurbishment.  

· Essential drug kits for 10,000 people.( one kit)

· Clinical equipment kits. ( Miscellaneous kits)

· Medical staff training (communicable disease, Cholera, HIV/AIDS, EPI)

· EPI supplies ( Vaccines, cold chain equipment, vaccination cards, spares etc)

· Measles vaccination campaign  with  vitamin  A supplementation 

· Physical rehabilitation and refurbishment of Hospital and health centres

· Health Education, inter personal and campaigns (MCH, HIV/AIDS etc.)

Nutrition

The overall nutritional status of the local population is fair. There are low levels of malnutrition. There is concern that food prices may rise given the influx of refugees and increased demand on the local market.

· Health Education: Topics to be covered include MCH, ORS, Breastfeeding, Child care, and Nutrition surveillance

· Nutritional survey, surveillance and vulnerability analysis

Education

Though there is a fully functional educational system the schools themselves are in a poor state of repair, have limited stocks of supplies and equipment, and teachers have low motivation.

· School supplies (School in a box)

· Teacher training

· School physical rehabilitation and minor refurbishment

Water and sanitation

The local population is served by the normal water reticulation system. Sanitation is adequate. Nonetheless, given the increased demand likely to be placed on the system minor repairs and additional supplies and equipment will be required, in particular for schools, and health centres. 

· Water treatment chemicals / chlorine

· Hygiene education

· Latrines/Water for District hospital, health centers

· Latrines/Water for schools

11. Local administration support

The Mayor and local administration are overwhelmed by the current influx of refugees. They have no access to cash, transport, fuel or computers. There is an immediate requirement to strengthen the capacity of the local authorities so that they are able to manage the crisis and develop the capacity to sustain the operation following the exit of the military and the international humanitarian community.

· Cash

· Fuel

· Transportation

· Computers

· Training

12. Telecommunication and Information Technology (TC/IT)

Mission objectives

· Design and implement security telecommunications network and related procedures, including inter-agency links

· Implement operational communication systems, including both voice, e-mail and air-to-ground systems,

· Implement mobile communication systems, to assist in assessment missions and emergency situations,

· Assist in the implementation and maintenance of electrical power systems

Implementation parameters

Design and implement security telecommunications network

· The network should be completely independent from any external service provider, including independent power source,

· The system should be design to allow inter-agency collaboration in emergency situations and the regular sharing of security-related information

Implementation of operational communication systems

· Voice communications: design and installation of VHF and HF voice network

· E-mail connection to both HQ (Lotus Notes & Internet) and sub-offices as required  (DFMS), together with data links to WFP warehouses

· Air-to-ground voice communications for coordination with both passengers and cargo planes

Mobile communication systems
· Vehicle communications, to allow close vehicle tracking for security and operational poses, including all related procedures,

· Installation of Mobile Communication Centers, vehicles complete of all communication facilities (two voice lines, HF and satellite e-mail, fax, printing and photocopying facilities) to be used for assessment missions and assistance during emergency situations.

13. Security

The security threat is still evident.  The mission area is at Phase 2 and MNF are providing support.  Cross border incidents appears to be increasing and reports from both governments and media indicate that the situation in Orange is deteriorating.  

A Security Management Team (SMT) is established comprising of OCHA,  

14. Contingency Planning

As part of UN Humanitarian Operations in Green a Contingency Planning unit will be estalished to examine various scenario sets.  The unit will be comprised of OCHA, UNHCR, UNICEF and WFP and will have functional links with MNF as appropriate.  It will prepare, in conjunction with other agencies and partners contingency plans for change in operations, and the operations plan will be changed accordingly.  The Units will examine the following:

· Preparedness Profile

· Contingency scenarios/sets

· Programme – pipeline (both up-stream, and down-stream)

· Response procedures

15. Resource mobilisation plan…
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