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Overview
• What do we mean by crisis settings? 
• Key challenges
• What is ‘good enough’?
• Preliminary findings from on-going work
• Discussion



What is the crisis context?



• In general, kinetic or 
dangerous situations

• Non-permissive 
environments: Some level 
of heightened risk is 
assumed.

• Can be based in political 
conflicts, weather and 
geological shocks, 
economic emergencies, or 
complex interactions 
between them.

What do we mean by the crisis context? 

Presenter
Presentation Notes
There is no standard USAID definition of “crisis.” It is important to recognize that different “crisis” contexts look very different in different locations in terms of access, dynamism, security, capacities, etc.



USAID is working in 555 conflict or crises locations

Presenter
Presentation Notes
Note that this map does not show all conflict or crisis settings that USAID is working in. 



The crisis context is different from 
typical development scenarios
• Field level 

differences: 
– More dynamic & 

rapidly evolving
– Less predictable
– High stress
– Poorer social 

cohesion
– High Political Interest

• Operational 
differences:
– Security issues
– Non-presence & 

limited oversight
– Multi-disciplinary
– Higher stress 
– Higher turnover of 

staff
– Multiple funding 

streams
 All crisis contexts are different, face different challenges, and may 
necessitate different approaches to environmental compliance.

Difference: Context

Presenter
Presentation Notes
-There are differences between crisis and development programming in terms of the context, programming, and interaction with the environment that have implications for effective environmental compliance processes.-This slide shows some of the characteristics of crisis contexts, which may differ from development project situations. There are many similarities, but generally more dynamic and volatile environments, and the nature of the projects themselves is also more dynamic and rapidly changing. 



1. Compressed time table for project design,                
award and implementation

2. Quickly changing on-the-ground situation and activities
3. Difficulty of field verification for M&E
4. Diversity of funding sources
5. Disasters are often repeated
6. Not enough lead time to build community management 

capacity 

Programming in crisis situations can depart 
from standard USAID programs due to:

Difference: Programming



• Environment is vulnerable to impacts of the crisis.
– Displaced populations may increase demand for natural 

resources such as fuel wood and water, contributing to 
deforestation and water scarcity.  

• Environmental conditions may contribute to the crisis.
– Resource scarcity and competition can exacerbate existing 

social or political tensions. 

• Environmental situation may be unknown and difficult 
to monitor.

Difference: Environment

Presenter
Presentation Notes
The environmental conditions may be changing – both vulnerable to impacts of the crisis and of the projects. The environment may also be a factor in the crisis situation. And, the populations may be more dependent on the natural resources than they are in a non-crisis setting and hence more vulnerable to changing environment. Furthermore, there may be more unknowns and less access to project sites for thorough environmental mitigation and monitoring.



Is the environmental compliance process different?

• There is on-going work to 
determine effective approaches:
– DCHA BEO stock-taking exercise
– Piloting of a ‘crisis-flexible’ approach
– Incorporation of environmental 

compliance into third party monitoring 
mechanisms

– Mission-wide ‘Best Practice Reviews’

 Info presented here draws on this on-going work.

Difference: Process?

Presenter
Presentation Notes
Stock-taking exercise: 20 of consultations with stakeholders from USAID, multiple implementing partners, and other USG agencies.



Challenges 

Presenter
Presentation Notes
The operational context of conflict and post-conflict assistance makes the use of standard environmental impact assessment and mitigation procedures a challenge. The standard USAID Initial Environmental Examination (IEE) and Environmental Mitigation and Monitoring Plan (EMMP) tend to rely on well developed work plans for the life of a project, assessing environmental risks upfront, and producing static plans for managing environmental impact. This approach is often in contrast to a conflict/post conflict operational environment that is typically very fluid and dynamic, with project activities and sites constantly changing and with greater unknowns before activity decision making.   The standard environmental compliance approach has been adapted to various crisis settings on a somewhat case-by-case basis. Recognizing the need for increasing sensitivity and flexibility to the crisis context, an initial study has been undertaken to learn from the strengths and challenges of existing systems, understand the characteristics of the crisis settings that demand a more flexible approach, and identify key areas to target for future work towards a crisis flexible approach. Although there is no one solution, there is on going work within USAID that we can draw lessons learned from applying environmental safeguards in crisis settings. We will also  discuss what some other organizations are doing later, as this is a topic that lots of organizations are working on. Much of the information presented here draws on on-going work, and is not conclusive, but rather shares experiences, both successes and challenges from real projects. 



What we’ve heard from projects:

Process 
Constraints

Communica
tion & 

Messaging 
Constraints

Staffing 
Constraints

Presenter
Presentation Notes
What might you expect to find within each of these circles? Consultations found: 1. Process constraints:  a) Developing unrealistic EMMPs.   b) Failure of process to ensure tailored adaptation of EMMPs.2. Messaging & communication constraints:   a) Misperception about environmental requirements   b) Disconnection of environmental requirements from project objectives3. Staffing and resource constraints   a) Insufficient staff or budget   b) Staff lack awareness about environmental requirements   b) Lack of environmental professionals comfortable with making professional judgements on environmental issues.



What is “good enough?”

Presenter
Presentation Notes
We often hear the question, ‘what is good enough?’ in crisis settings for environmental compliance. Unfortunately, there is not a simple answer to this question. To determine the answer for individual settings, one must apply professional judgment to assess tradeoffs and priorities, and there must be established processes to facilitate that decision making. Many organizations are working to answer this question and have produced resources available to assist with this, in addition to on-going work to continue to improve environmental safeguards in crisis settings. Some existing resources are presented here. 



Resources available: 

• Rapid Environmental 
Assessment (REA)

• Green Recovery & 
Reconstruction: Training 
Toolkit for Humanitarian Aid 
(GRRT)

• Joint UN Environmental 
Program/OCHA Environment 
Unit (JEU)

• The Sphere Handbook

Presenter
Presentation Notes
There are many tools and trainings that address environmental safeguards in crisis environments. A few are listed here.



Rapid Environmental Impact 
Assessment for Disasters

REA Developed by Charles Kelly, 
Funded by USAID OFDA & CARE Intl.

Presenter
Presentation Notes
The REA is a human-centered, environmental assessment approach involving consultations with donor and community stakeholders. The REA establishes prioritization according to Life, Livelihoods and Environment. It has been applied to both natural disasters, such as the 2001 Haiti earthquake, and conflict situations, such as in Afghanistan and Sudan.



Green Recovery & Reconstruction: Training 
Toolkit for Humanitarian Aid (GRRT)

• Developed by WWF & American 
Red Cross post 2004 Tsunami to 
integrate environment into 
recovery & reconstruction . 

• Training program designed to 
increase awareness & knowledge 
of environmentally sustainable 
disaster response.

• Ten training modules, include: 
– Project Design, Monitoring 

and Evaluation
– Environmental Impact 

Assessment Tools and 
Techniques

– Green Guide to Construction

Presenter
Presentation Notes
The Green Recovery and Reconstruction training toolkit was developed by WWF and the American Red Cross.  It is based on an innovative, 5-year partnership between WWF and the American Red Cross that was formed after the 2004 Indian Ocean tsunami and designed to integrate environmental sustainability into American Red Cross’s recovery and reconstruction processes in Indonesia, Sri Lanka, Thailand, and Maldives. 



Joint UN Environmental Program/UN Office for the 
Coordination of Humanitarian Affairs 

• Helps UN Member States to 
prepare for and respond to 
environmental emergencies. 

• Have trainings & guidance, 
e.g.: 
– Environmental Emergencies
– Integrating environmental 

issues into humanitarian action
– Disaster waste management

Joint UNEP/OCHA 
Environment Unit (JEU)

Point of contact: Wendy Cue, Chief, Environmental Emergencies Section, cue@un.org
http://www.unocha.org/what-we-do/coordination-tools/environmental-emergencies



The Sphere Handbook

• Voluntary initiative of 
humanitarian agencies

• To improve humanitarian 
assistance and accountability of 
humanitarian actors

• Consists of a Humanitarian 
Charter and Minimum Standards
in humanitarian Response for 
– Water supply, sanitation & hygiene
– Food security and nutrition
– Shelter, settlement & non-food items

http://www.sphereproject.org/handbook/

Presenter
Presentation Notes
Sphere is a guidance which may be useful. It was developed to be used in a number of situations from rapid-onset to non-emergency aid. It addresses water, sanitation, food security, shelter, among others. It is useful for identfying minimum standards and indicators. In the newer, green updated version of the toolkit, environmental and climate considerations were included.



Critical Factors for Environmental Management in 
Crisis Settings based on Collective Findings

Framework Under Development

Presenter
Presentation Notes
Through a series of consultations with a wide range of stakeholders, the factors presented here were identified as critical factors in the success of environmental management in crisis settings. This is a draft framework, not intended to mean that all crisis projects need to apply all aspects, but rather some combination of these factors is expected to be needed for successful crisis-sensitive compliance work. Important points to recognize are: -It will depends on the specific situation which of these factors will be appropriate and useful. -Some of these factors are also very relevant to improved environmental compliance in non-crisis settings



Critical Factors

1. Preparedness:
• Planning and rapid 

initial analysis 

2. Realistic Planning:
• Focused initial EMMPs

3. Responsiveness:
• Approaches for quick 

approvals as plans are 
adapted

4. Budget:
• Ensure sufficient budget 

is available

5. Staffing:
• Ensure sufficient 

environmental capacity 
for implementation

6. Implementation tools:
• Tools for quick and 

effective 
implementation for non 

environmental 
specialists

7. Communication and 
Prioritization:

• Connect environmental 
safeguards with activity 

objectives

8. Accountability:
• Mechanisms for 

monitoring, reporting, 
and verification ensure 
plans are implemented 

and effective.

Presenter
Presentation Notes
The eight factors listed here were identified as most critical to successful adaptation of environmental crisis procedures to be crisis-flexible across the range of projects consulted. Consider this to be a draft list that we are seeking feedback on. Consultations concluding that a successful approach will be context specific, but would draw on this framework. Within each of these factors, there are roles for USAID, implementing partners, local governments, etc. and it is important to consider the balance of responsibilities and capabilities. 



1. Preparedness: Planning and Rapid Initial 
Analysis

• Challenge: Insufficient information available to 
inform crisis-flexible environmental planning.

• Approaches: 
– Upfront analysis.
– Engagement.

Presenter
Presentation Notes
Planning and rapid initial analysis: Critical for developing a focused and prioritized environmental management plan is to have an initial analysis of the state of the environment and the risks that proposed activities might pose. Also critical is that this analysis does not delay activity implementation. One stakeholder consulted suggested that such an analysis could identify the top five resources or environmental risks and then a management plan could be built around those issues. Another implementing partner asked that USAID tell them what are the three most important things that can be done to mitigate the highest environmental risks. Two examples of relevant approaches are: Upfront analysis, such as with the Rapid Environmental Assessment (REA) tool: The REA is a framework for defining and prioritizing potential environmental impacts in disaster settings. It has been applied to both natural disasters, such as the 2001 Haiti earthquake, and conflict situations, such as in Afghanistan and Sudan. The analysis characterizes the disaster context, disaster related factors which may have an immediate impact on the environment, possible immediate environmental impacts of disaster agents, unmet basic needs of disaster survivors that could lead to adverse impact on the environment, and potential negative environmental consequences of relief operations. The analysis is conducted in parallel to disaster response operations and draws on the information that is available at the time. The results of REAs have already been used by organizations including USAID, the UN Joint Environmental Unit, WWF, and CARE. Engagement, such as through pre-established relationships with local environmental actors: Several consultations pointed to pre-established relationships with local environmental actors as a factor in the success of addressing environmental issues in a crisis context. These relationships help inform project implementers of key environmental risks to be aware of and helps to connect project implementers to other organizations or projects doing work complimentary for environmental safeguarding of project activities. Examples could include other organizations that may be doing water quality testing or environmental analyses. Consultations pointed to post-2004 tsunami response activities which benefited where humanitarian organizations had established relationships with environmental organizations prior to the disaster.http://www.preventionweb.net/files/8267_bhrcgen30apr1.pdf 



2. Realistic planning: Focused Initial EMMPs

• Challenge: Traditional IEE development produces 
insufficiently focused or prioritized environmental 
management plans, resulting in delays during activity 
implementation.

• Approaches: 
– Stay focused on highest level risks for the particular site and 

activity.
– Indicate prioritization of mitigation and monitoring measures.
– Identify best practice versus requirement.
– Early involvement of field level staff and grants managers.

Presenter
Presentation Notes
A common theme in the consultations was that EMMPs were not realistic and needed to be more focused and feasible from the start, with more upfront information, even with the ability to later adapt them. Suggestions and examples of how to achieve this included: Stay focused on highest level risks for the particular site and activity: One OTI grantee listed as a success factor that they focus on site and activity specific issues that would be of greatest concern when developing their EMMPs because there is not time to look at everything. This grantee uses an impact identification matrix to identify concerns that are activity focused, but also emphasized that they try not to be generic in this approach and consider heavily the site specific conditions. They also emphasized that to be able to do this, and to do so in a time efficient manner, they had to rely on the experience and judgement of the highly qualified environmental professional on their team.   Indicate prioritization of mitigation and monitoring measures: For one project in Syria, described in Annex ___, the EMMP developed initially had a comprehensive set of measures in order to pre-plan to allow for faster implementation. However, when realizing that it was not possible to complete all of the measures, the need for guidance on how to determine whether it was ok to not implement some. The result was a three tiered level of prioritization. In implementing this approach it has been found to be much more effective to implement, but at the same time, usually only Priority level 1 measures are implemented. In practice, this is a focused EMMP based on highest risk potential impact. Prioritization should also address the issue of scale and whether there are certain scales at which risks become low or high. Identify best practice versus requirement: Similar to prioritization, identifying what is best practice and should be encouraged, versus what is required and must absolutely be done should be distinguished. This will not only have implications for implementation but also for required monitoring and assurance. Early involvement of field level staff and grants managers: EMMPs are often developed by those farthest from the on-the-ground realities, often by home office staff or international consultants, and thus can lack important context about risk and effective ways to address that risk. This creates challenges for implementation and a greater need for later EMMP adaptation mechanisms. Those consulted felt that early involvement to inform the local context should address the local environmental capacity/technical expertise, what the grantees can do and will take seriously, and what are reasonable measures for a project to undertake, among other topics.  This exercise should also emphasize gathering more information up front. 



3. Responsiveness: Approaches for quick approvals

• Challenge: Standard process for amending 
environmental compliance documents may be out of 
sync with the activity needs in terms of timing and 
speed. 

• Approaches:
– Communication.
– Preplanned amendment procedures.
– Delegation of approvals.

Presenter
Presentation Notes
Good planning will help with quick adaptation processes. However, regardless of how well planned and developed EMMPs are upfront, inevitably there will be a need for adaptation in the crisis context as activities, location, and the situation on the ground change. Standard systems for making these changes may be out of sync with the activity needs in terms of speed, and consequently changes may be made. The consultation process emphasized that the key factor in quick adaptation was short lines of communication through all levels. Particularly important were communication between the field staff through the highest level of approval of the activity specific environmental compliance documents. A couple of examples that were considered by those consulted to be successful included: Communication: Preplanned procedures for adaptation:Delegation of approvals to the project level: In Pakistan, working with a partner that had strong environmental capacity, USAID/OTI used an approach whereby the head of the project was responsible for approving EMMPs for individual activities to allow for a quicker process. This was complemented by an audit procedure by USAID to provide oversight as well as criteria for identifying activities that automatically need a higher level review. (see Annex I, Case Study __ )Delegation of approvals to the REA level: For a TIS project in Somalia, Environmental Screening Forms and Environmental Screening Reports were utilized as the environmental compliance documents for individual activities. The approvals of these went to the REA, who has a close relationship to the USAID staff for the project, who sit in the same office. Through this direct line of communication, staff are able to convey the urgency of approvals and avoid delays. For particularly high risk activities, the REA does seek further review by the BEO. 



4. Budget: Ensure sufficient budget is available

• Challenge: Insufficient budget for environmental 
compliance signals it’s not something to be taken 
seriously or inhibits implementation of EMMPs. 

• Approaches: 
– State environmental compliance budgeting expectations in 

the RFP.
– Assigning budgetary values to activities requiring 

environmental actions.
– Ensure sufficient funds for environmental compliance in 

project budgets.

Relevant Reference: Aligning Budgets for Implementing Environmental Compliance 
Safeguards in USAID Development Food Assistance Programs. 
http://www.fsnnetwork.org/usaidffp-consultation-environmental-compliance-budgeting-toolkit-0

Presenter
Presentation Notes
It was repeatedly emphasized during consultations that environmental compliance will only be taken seriously when budget is allowed for it, and mitigation and monitoring are only feasible when those funds are available. One consultation reflected that one strength in the response to the Haiti earthquake was the local capacity brought through staff (from the diaspora) who were able to work on the project because it had been budgeted for. They noted that this was not common in other projects. To ensure that sufficient budget is available, the following examples and suggestions were provided: State environmental compliance budgeting expectations in the RFP: Multiple stakeholders consulted felt that the most critical factor in ensuring implementing partners budget for environmental compliance is to ensure these expectations are included in the RFP. Raise awareness of budget expectation to OAA and USAID: Those consulted reflected a perceived barrier of the lack of awareness on the contract management and legal obligation side of the projects. The consultations revealed the need to raise awareness amongst OAA and others at USAID about the budgetary requirements and then to convey this to partners. Assigning budgetary values to activities requiring environmental actions: For USAID projects in Pakistan and Afghanistan, the different environmental threshold decisions for a project were listed along with the amount of the project’s budget that would be assigned for activities under that determination to reflect the proportion of the budget that would be spent on activities that may have an environmental cost. Budget for environmental compliance in project budgets:



5. Staffing: Ensure sufficient environmental 
capacity exists for implementation
• Challenge: Absence of professional judgment 

needed to make decisions over trade-offs in 
ambiguous situations and justify those decisions
leads to poor decision making or delays as 
professional judgment is sought. 

• Approaches: 
– Environmental staffing on the ground and at Mission level. 

Staffing expectations should be made clear in terms of 
knowledge and time. 

– Training and capacity building.
– Close coordination and communication between USAID and 

implementing partner.
– Partnering with environmental organizations.

Presenter
Presentation Notes
Depending on the particular crisis context, more or less environmental capacity will exist on the ground and within implementing partners. All consultations emphasized the need for in -house environmental compliance capacity in order to provide the professional judgement needed to make decisions over trade-offs in ambiguous situations and justify those decisions. One stakeholder said that it is absolutely necessary to have an environmental expert, even as a part time position. However, also due the the crisis context, it is of utmost importance to have as much environmental capacity as possible because of the need to make quick decisions, drawing on professional judgement. When professional judgement is absent from the ground, more people have to be involved in decision making process, coming with corresponding time and cost additions. This applies to subgrantees as well as the implementing partners and the balance of capacity between all partners should be considered.On-the-ground professional judgment is critical for quick, focused decisions: One project consulted hired an environmental professional as part of the on-the-ground subcontractor team and found that having this professional judgement to both see on-the-ground activities and make quick and focused decisions was key to their success. The question was also raised of whether OTI needs an environmental specialist.Training and capacity building: It is of utmost importance to train those on the ground in environmental compliance procedures, expectations, local context, environmental tools, etc. Specifically mentioned were training to make clear what are the priority issues for those closest to the ground to focus on, and earlier training to clarify environmental objectives. Close coordination and communication between USAID and implementing partner: In OTI Pakistan, the MEO and COR  explained the conditions to the implementer, rather than having the implementer digest the information on their own. This is an exercise that was considered to be good practice by several of those consulted, particularly along with walking through activities at the post award conference so that the COP and others really understand the IEE. One consultation found talking through the EMMP activities with field staff while providing an opportunity to change things that were not realistic was particularly helpful. Another consultation emphasized that USAID Missions should be invested in raising awareness among the project . Partnering with other organizations that provide environmental capacity: Establishing relationships in advance with organizations in various areas that can provide local environmental capacity, can supplement for in-project capacity. One stakeholder questioned whether there might be a way to preposition capacity and environmental resources (e.g., for water quality testing) prior to the crisis like humanitarian assistance organizations preposition other resources.Make staffing expectations clear: Implementing partners felt that USAID should put environmental compliance requirements, emphasizing staffing, in proposal prequalifications, and review proposals and projects for environmental capacity. In turn, contractors who bid on the work should provide an environmental management plan. One stakeholder suggested that an RFP for a crisis setting, or for OTI projects generally, Have the OTI RFP for task orders explicitly recognize EC to be a funded position when small scale construction or procurement is involved.



6. Implementation tools: Tools for quick and 
effective implementation
• Challenge: Environmental capacity is not always 

available, so field tools can provide ‘quick and dirty’
guidance to those present for quick and effective 
implementation. 

• Approaches: 
– Provide early, clear, and continuous guidance. 
– Memos, screening forms, templates and checklists, visual 

field guides, decision trees, etc., to provide guidance and 
encourage thoughtful analysis.

– Tools could include: visual field guides, decision trees, etc.

Presenter
Presentation Notes
Recognizing that environmental capacity will not always be available in crisis settings due to limited access to staff on the ground, limited time to conduct training, etc., it is important to build capacity of those who are present to implement environmental compliance in quick and effective ways. Early, clear, and continuous guidance: There was discussion during the consultations of the utility of best practice guidance versus compliance requirements. There is a lot of concern and fear around compliance which leads CORs and GC to have constant discussions on requirements that takes away from the thought process behind good environmental judgement and decisions. Emphasis on environmental compliance throughout various opportunities, including but not limited to, grants trainings, reporting, etc.,  Tools for thoughtful analysis: A common theme in the consultations was the need for those on the ground to really think about environmental issues and trade-offs. To that end, it was noted that there is a tradeoff between providing tools that speed up processes and providing tools that catalyze thoughtful analysis; there is always a risk that tools such as checklists may turn environmental analyses into rote exercises. Conversely, there is a trade-off between tools that take time to use but also require the users to be thinking about these issues. One project observed that the use of memos drafted to fulfill the EMMP requirements did result in all activities and staff considering environmental risks, even though there was an associated paperwork burden. One consultation observed that it is most critical that people on the ground are thinking and that knowledge can only be built over time on the job, so it is important to engage that continuous thought. To ensure that a tool catalyzes productive thought analysis, ensure that each question is justified. Environmental Screening Forms: (e.g., used in Pakistan - developed for different sectors and with an accompanying environmental manual was used).Tools and templates: Decision trees, checklists to establish baselines, templates for assessments, etc. 



7. Communication and Prioritization: Connect 
environmental safeguards with activity objectives

• Challenge: Environmental compliance perceived as 
disconnected from project objectives and scope, 
leading to disengagement. 

• Approaches:
– Tie priority issues to project objectives and threats to 

achieving those objectives
– Tie safeguards to the main local risks
– Couch environmental safeguards in non-environmental 

activities
– Communicate a do-no-harm message

Presenter
Presentation Notes
Both a communication and prioritization activity, E.g., there is power in the cholera story in Haiti. Couch environmental safeguards in non environmental activities. Tie safeguards to the main local risksNeed to make clear that if certain things are messed up, it could have real detrimental impacts for the whole country after the war over → people would be on board with thisCommunication must be a do no harm message



8. Accountability mechanisms

• Challenge: Restricted site access, changing on-the-
ground situations, etc. limit functionality of standard 
monitoring and evaluation systems.

• Approach:
– Third party monitoring
– Audit/BPR/Spot Checking
– Real time evaluations
– Pictures, remote access, reporting mechanisms
– Mixed methods

Presenter
Presentation Notes
Reporting is good, but action is needed on the ground. 3rd party monitoring of environmental safeguards, will need to right tools. (Somalia and Afghanistan examples)Pakistan example: delegated authority to the COP and then USAID spot checked. If concerns arose, could take back that delegation. Auditing: One implementing partner consulted stated that it is USAID’s onus to audit more on environmental compliance, which would also lead to IPs taking it more seriouslyReal time evaluationsThere are other issues that they aim for do no harm (e.g., gender), for these most learning comes from pictures, where a lot of feedbak can be provided ad cultural information communicated. In limited access areas, need proxies and so need local relationships - have them take pictures, draw maps. Remote access - aerial photos, etcFFP ESRs are a mechanisms to capture EMMP changes in regular reporting



The way forward

• Discussion:
– The framework presented
– Your experience and suggestions
– What you need going forward



Questions?

For more information, contact:

Erika Clesceri Emily Kunen
DCHA Bureau Environmental Officer      Post-Crisis Environmental Advisor
eclesceri@usaid.gov ekunen@usaid.gov
202.712.0453 202.712.0615

mailto:eclesceri@usaid.gov
mailto:ekunen@usaid.gov
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