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EXECUTIVE SUMMARY
The International Committee of the Red Cross (ICRC) supports the economic security of individuals, 
households and communities affected by armed conflict; it does so by helping them to cover their 
essential needs and/or maintain or restore their livelihoods in a sustainable manner� Its Economic 
Security Unit (EcoSec) closely engages populations affected. In 2018 it was conducting operations 
– varying in kind and in scale – in 40 countries.

EcoSec eventually recognized that it needed better data and stronger analysis, in order for its pro-
grammes to be more effective and evidence-based. It therefore established the Analysis & Evidence 
(A&E) team in 2018� The Analysis & Evidence Strategy 2019–2022 seeks to set out the principles 
that guide A&E’s work and to define its place within the organization and, more broadly, within the 
humanitarian sector�

Within the ICRC, A&E faces a number of challenges� It has started playing a central role in the devel-
opment of EcoSec strategy, particularly by influencing programme design. Though important and 
necessary, this is not enough. It is absolutely essential that A&E define the specific and unique nature 
of its work, and secure a distinctive place for itself within the organization; it should also ensure that 
its tools and methodologies keep up with the various developments in the contexts with which it is 
concerned�

A&E aims to answer the following questions in relation to populations affected:

 • Who is economically insecure or vulnerable?

 • How many such people are there?

 • Where do they live?

 • Why are they economically insecure or vulnerable?

 • How is the situation likely to evolve and what are the risks threatening them?

 • What should be done to protect their lives and livelihoods?

This document sets out the tools and support services provided by A&E to answer these questions. It 
describes the type of support A&E provides for EcoSec and others at the ICRC, and the nature of its 
collaboration with these actors.

The A&E strategy has eight strategic orientations:

 • simplification and harmonization of tools and services

 • capacity strengthening and staffing

 • targeting

 • evidence-based programmes

 • agility and innovation

 • data sharing, information management, communication and branding

 • partnerships

 • internal collaboration

Each strategic orientation is accompanied by an action plan for the period 2019–2022� For the strategy 
to succeed, EcoSec will need to invest heavily in strengthening the current structure and ensuring the 
necessary capacity�

The strategy was developed through an exhaustive consultative process involving EcoSec specialists, 
A&E staff, and others within the organization, as well as external partners. In August 2018, A&E 
staff, along with internal and external experts, took part in a workshop to take stock of past and 
current practices and define A&E’s vision for 2019–2022. Field trips and meetings with country-level 
coordin ators, headquarters staff and regional specialists helped refine the strategy.

The A&E Strategy 2019–2022 is a living document, and subject to reviews and revisions. A final evalu-
ation of the strategy is recommended, in order to document lessons learnt and incorporate them in 
the next strategy.

https://www.icrc.org/en/what-we-do/ensuring-economic-security
https://www.icrc.org/en/what-we-do/ensuring-economic-security
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OPERATIONAL CONTEXT
Armed conflict and other situations of violence continue to cause immense suffering throughout the 
world. While the methods have not fundamentally changed over the last decade, major conflicts are 
driving global instability, spreading fragility, triggering forced displacement and long-term disrup-
tion within societies and social systems, and creating massive humanitarian needs. For many years 
now, responding to needs related to health, nutrition, shelter, water and sanitation has been at the 
heart of humanitarian assistance; however, owing to the disruptive effects of conflict and other vio-
lence, a much broader range of vulnerabilities has begun to emerge, giving rise to additional needs� 
In many countries, socio-economic development has resulted in expanded access to health care and 
education, and technological progress has lifted many people out of poverty; even so, millions of 
others remain trapped in a vicious cycle of violence and vulnerability that is often linked to protracted 
conflict (ICRC Strategy 2019–2022)�

Armed conflicts are growing in number, scale and complexity, and the ICRC is coming under increas-
ing pressure to respond to the humanitarian needs they generate� The ICRC Strategy 2019–2022 
recognizes that the changing nature of armed conflict, and of the humanitarian space, will require the 
organization to change some of its working methods. These changes in the operational environment 
will also have an impact on the Economic Security Unit (EcoSec).

War is increasingly being waged in urban settings – as in Aleppo, Mosul and Raqqa recently – which 
results in more extensive damage to or destruction of critical infrastructure and graver economic 
consequences for more people than ever before. The conflicts in most of the contexts where the ICRC 
operates are protracted and cause long-term disruption of livelihoods. In contexts like the Lake Chad 
region, years of displacement have eroded the coping capacities of internally displaced persons (IDPs); 
denied access to land for farming or for grazing livestock, communities develop a long-term depend-
ence on humanitarian aid�

The ICRC’s Second Information Environment Strategy makes it clear that to assist people effectively 
and sustainably in such settings, assistance programmes will require greater digital proximity and 
services to people in need. This will allow the ICRC to both respond to a crisis and seek to address its 
socio-economic causes. Global shocks now have severe consequences for even the remote commu-
nities that the ICRC has traditionally assisted. To understand these consequences more fully, better 
and more relevant data are needed. Partnerships are also a necessity: to share reliable, authoritative 
information and to draw on the information generated by components of the International Red Cross 
and Red Crescent Movement and other actors in the humanitarian sector�
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https://www.icrc.org/en/publication/4354-icrc-strategy-2019-2022
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To act against the drivers of socio-economic crises EcoSec programmes also need, more than ever, to 
take into account the ways in which climate variability and global shocks increase people’s vulner-
ability. Nowhere is this clearer than in the Sahel region, where both drought and floods are fre-
quent, and where armed conflict has exacerbated the suffering caused by these crises. Incorporating 
a resilience- building approach in ICRC programming will entail higher digital prevention; it will also 
require more data and analysis, in order to design activities that can more effectively address the 
many threats to people’s livelihoods�

Individuals, households and communities affected by conflict or other violence are at the heart of 
the ICRC’s mission. The ICRC’s priorities remain the same: saving lives, alleviating suffering and 
responding to people’s needs. And all its efforts remain focused on realizing these aims. The nature 
and the means of conducting war and other violence are changing, but so too are the needs and cop-
ing mechanisms of the people affected. However, a great deal of humanitarian action is increasingly 
directed by States, donor policies and international humanitarian agencies, which define the param-
eters and priorities of such action and evaluate its relevance and results. The growth in demand for 
“data and information as aid” is driven by the need for greater accountability and evidence of the 
impact of ICRC programmes� As appeals to fund humanitarian action increase, and as “donor fatigue” 
sets in, even established actors like the ICRC will be forced to compete for funding and provide evi-
dence in support of their plans�

To meet the growing demand for humanitarian assistance, the ICRC has also started exploring the 
use of innovative financing instruments, which are heavily data-driven. Besides stricter reporting 
requirements, the adoption of new solutions and greater use of alternative funding streams will only 
increase the demand for data- and information-management services� EcoSec activities and delivery 
mechanisms are already evolving in ways that are reflective of these trends. As the ICRC continues 
to expand its cash and in-kind programmes, it will also need to develop better systems to monitor 
and evaluate these programmes and trace their impact on consumption, production, income, living 
conditions, and capacity building outcomes�

EcoSec takes a multidimensional approach to relief, livelihood and structural change, and adapts its 
response to each context. This means that ICRC programmes vary widely by type and scale, and from 
one delegation or region to another. This flexibility allows the ICRC to adapt its activities to the pre-
vailing needs, but it also creates difficulties in harmonizing and comparing programme data globally 
and providing usable information for decision makers at all levels� Institutional data are harmonized 
and widely available within the ICRC, but not to such an extent that strategic decisions can be based 
on them. Further harmonization is essential to develop guidance and shape policy internally; it is also 
needed for external purposes, to ensure accountability to the populations affected and to donors, and 
to share lessons learnt with other organizations.
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OPERATIONAL BACKGROUND
The ICRC supports the economic security of individuals, households and communities affected by 
armed conflict; it does so by helping them to cover their essential needs and/or maintain or restore 
their livelihoods in a sustainable manner. EcoSec closely engages populations affected. In 2018 it was 
conducting operations – varying in kind and in scale – in 40 countries (see map below).

Besides the soft skills they need to work with conflict-affected people, EcoSec field staff are also 
required to maintain the technical and analytical capacity required to identify who is vulnerable, the 
contextual factors that determine such vulnerability, and how best to meet the needs of those who are 
vulnerable. Because it has to deal with a broad range of operational contexts and livelihood strategies, 
EcoSec maintains a staff that, collectively, has knowledge of cash programmes, livelihoods, nutri-
tion, agronomy, veterinary science, livestock production and management, and macroeconomics and 
microeconomics. All these areas require effective data and information collection, management and 
analysis, and reporting practices; they are necessary for assessing situations, designing responses, 
managing programmes and meeting reporting requirements, in line with the Digitalization of Oper-
ations Strategy 2017–2021�

Because of the complexity of humanitarian contexts, programming and actors, and the continuing 
expansion of digital communication – including increasing access for populations of concern to vari-
ous information and communication technologies – EcoSec has to remain agile in the way it collects 
and manages data and information�

Since 2013, EcoSec programmes at delegation level have benefited directly from additional support 
from the EcoSec unit related to the collection, management and analysis of operational data� This sup-
port supplements institutional tools such as the ICRC’s Annual Report, Project Activity  Management 

Legend
 Delegations
 Belgrade Support Service Center
 HQ
 Regional and Sub-Regional Delegations
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(a project), ICRC reference data, and corporate result frameworks. It covers everything that falls out-
side the scope of institutional reporting but is considered crucial for field operations: assessments, 
beneficiary management, data analysis, monitoring and evaluation, etc. At the global level, the sup-
port has enabled EcoSec to develop tools and guidance that are now regarded as indispensable for its 
field operations, and which – after being adjusted and institutionalized – are scaled up and replicated 
across delegations� As mentioned earlier, delegations have received direct support from the EcoSec 
unit: development of methods to collect and analyse data, and of templates and tools to manage bene-
ficiary data; coaching and training adapted to each delegation’s needs; and technical reviews of new 
technologies and information management practices� The latest Training Needs Assessment, carried 
out in 2015, revealed that 88% of EcoSec staff had expanded their information management skills over 
the previous three years, and that investing in analytical skills was among EcoSec’s top priorities in 
the coming years�

EcoSec has identified a need for sound data and information management within the ICRC; it has also 
decided to build up its in-house analytical expertise to keep up with the demands of a growing organ-
ization. In 2018 it created the Analysis and Evidence team (A&E), a pool of experts in data ana lysis, 
statistics, and data and information management who will raise the profile of EcoSec’s analytical 
work, both internally and externally. A&E will enable EcoSec – and the ICRC as a whole – to maintain 
a certain level of agility and relevance in technical fieldwork as well as the necessary coaching cap-
acity. This fits with the ICRC’s strategy to adapt and strengthen its capacity to sustain growth and to 
ensure the relevance of its action, and with the specific strategy of the Assistance Division’s informa-
tion system portfolio management�
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THE MISSION

To provide economic-security and vulnerability analysis 
that guides and influences ICRC programmes and policies, 
while establishing EcoSec and the ICRC as a technical 
and agile partner of choice for analytical services in the 
humanitarian sector

A&E focuses on:

 • identifying who is most vulnerable and exposing the underlying causes of their vulnerability

 • determining the most appropriate type and scale of intervention

 • making the results of economic-security and vulnerability analysis readily available  
to all those in a position to apply or use them*

 • developing partnerships and training ICRC staff and local partners to collect,  
analyse and communicate economic-security information�

The A&E Strategy 2019–2022 is in alignment with the ICRC Institutional Strategy 2019–2022, spe-
cifically the following objectives:

 • “1�2 The ICRC strengthens its collection and use of evidence, data and research …

 • 2�1 To ensure the relevance and sustainability of its humanitarian response, the ICRC adapts its 
working procedures to … improve the timeliness, reliability and scope of needs assessments and 
feedback mechanisms�

 • 2.3 The ICRC continues to develop and scale up its protection and assistance responses with a 
focus on … refining its analysis of the various factors contributing to vulnerability and needs …

 • 2�7 As a learning organization, the ICRC … strengthens its capacity to evaluate the outcomes of 
its activities and learn from its successes and failures [,] embeds evaluation more firmly in its 
planning and result-based management systems [,] takes advantage of the increasing availability 
and collection of relevant data [, and] leverages a variety of evaluation methods, including 
qualitative and quantitative approaches, with a view to having a greater operational impact and 
promoting institutional learning�

 • 5�2 The ICRC establishes the relevant mechanisms to disaggregate the data it collects about 
populations affected, with a particular focus on ensuring that vulnerabilities specific to gender, 
age and disability can be identified, so that it can provide a more relevant humanitarian response.

 • 5.5 Within the humanitarian ecosystem, the ICRC influences other organizations to follow a 
humanitarian purpose-driven approach to the use of data concerning vulnerable individuals …”

The A&E strategy is also in alignment with the ICRC Second Information Environment Strategy 
2018–2023 (IES v�2). IES v.2’s seven streams are: 1. Digital proximity and services for beneficiaries; 
2. Digital prevention; 3. ICT and Information as aid; 4. Project and Activity Management; 5. Innovation 
and R&D; 6. Data and Knowledge; 7. ICT transformation and Technology Foundations. IES v.2 pro-
vides a guiding framework for transforming and optimizing the ICRC’s information environment. It 
involves both the ICRC’s information-management processes and its information systems and tech-
nology assets� It also enables the ICRC to adapt to the shifting technology landscape and to advance 
the goals of the EcoSec Strategy, the Institutional Strategy 2019–2022 and other key organizational 
strategies, such as the Digitalization of Operations Strategy 2017–2021�

*  The word ‘analysis’ is used throughout this document to mean both quantitative and qualitative 
analysis�

https://www.icrc.org/en/publication/4354-icrc-strategy-2019-2022
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THE ANALYSIS AND EVIDENCE MENU
NEEDS ASSESSMENTS
EcoSec follows the humanitarian programme cycle in each of its stages. This approach is also reflected 
in the standard training offered by the ICRC to all EcoSec staff. In line with the Sustainable Livelihood 
Framework (SLF) adopted by EcoSec, the training is divided into three modules: Assessing Economic 
Security, EcoSec Planning, Monitoring and Evaluation, and The EcoSec Response – Implementing the 
Project.  As shown in Chart 1, A&E’s work is built around these modules and takes the form of ana-
lytical and technical support throughout the project cycle� A&E also provides assistance for analysing 
large-scale surveys, designing samples, and using complex statistical techniques.

To ensure that it is evidence-based, each programme is preceded by a needs assessment in accord-
ance with the Household Economy Approach; the aim is to assess the economic-security situation 
in a specific geographical area and/or through a specific thematic lens. This helps the delegation in 
question to design projects and activities for addressing the root causes of economic insecurity and 
reducing the vulnerability of the targeted population�

The findings of assessments help determine which individuals, households or communities to target, 
in order to ensure that the most vulnerable are reached, identify the resources necessary to improve 
their economic-security situation, and maintain a high level of accountability to the population 
affected (beneficiaries and non-beneficiaries). A&E provides targeting guidelines and methodological 
support to delegations, in close collaboration with the Accountability to Affected People team.

A&E will offer several assessment options, of varying scope and focus, throughout the implementation 
of the ICRC Strategy 2019–2022. It will ensure the applicability, relevance and methodological sound-
ness of the needs assessments carried out by delegations� Given the rapidly changing environment of 
ICRC operations, A&E will make available standard and non-standard tools with a high degree of flexi-
bility� Before conducting an assessment, and in order to reduce the data-collection burden, it is good 
practice to explore the availability of reliable and good-quality secondary data. Should such data not 
be available, A&E will guide delegations in the use of two type of household survey: the Basic Needs 
and Vulnerability Assessment (BNVA) and the Emergency Needs Assessment (ENA). It will also, in 
collaboration with the Cash and Markets team, guide them in the use of two type of market survey: 
the Economic Security Market Assessment (ESMA) and the Rapid Assessment for Markets (RAM)�

Chart 1: A&E support throughout the project cycle
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https://www.icrc.org/en/publication/ecosec-handbook-assessing-economic-security
https://www.icrc.org/en/publication/ecosec-handbook-assessing-economic-security
https://www.icrc.org/en/publication/ecosec-handbook-ecosec-planning-monitoring-and-evaluation
https://collab.ext.icrc.org/sites/TS_ASSIST/ResourceCentres/ECOSEC_RESOURCE_CENTRE/Resource_Centre/EcoSec%20Wiki%20Pages/EcoSec%20Learning%20and%20Development/EcoSec_M3_Handbook_2019.pdf
https://collab.ext.icrc.org/sites/TS_ASSIST/ResourceCentres/ECOSEC_RESOURCE_CENTRE/Resource_Centre/EcoSec%20Wiki%20Pages/EcoSec%20Learning%20and%20Development/EcoSec_M3_Handbook_2019.pdf
https://www.icrc.org/en/publication/4199-rapid-assessment-markets-guidelines-initial-emergency-market-assessment
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A BNVA, also known as a baseline survey, provides a detailed picture of the economic-security situ-
ation during a non-crisis period; it can include focus-group discussions, structured or semi-structured 
household surveys, and interviews with key informants. A BNVA contains a broad range of qualitative and 
quantitative information on the five core components of economic security (food consumption, food pro-
duction, income, living conditions and capacities), and an analysis of risks and vulnerabilities� It usually 
covers an entire country or a geographic area of interest and is valid for up to three years, provided there 
are no major changes in the circumstances of people in that area during that period� A BNVA is part of 
what is known as “data preparedness”; it provides the information on economic insecurity that is neces-
sary for designing the first post-emergency needs assessments. It also serves as an essential benchmark 
against which to measure change after a crisis and to use in contingency planning and preparedness.

An ENA is undertaken after an unexpected shock or crisis. It is part of the analytical work done by 
the ICRC jointly with other components of the Movement’. It surveys affected geographic areas to 
determine the impact on individuals, households or communities and their livelihoods, and to provide 
recommendations for assistance� Because it provides estimates of the number of people in need and 
makes recommendations for types and duration of assistance, the ENA serves as a basis for designing 
relief operations. A&E will – throughout the implementation of the A&E Strategy 2019–2022 – test a 
new approach to conducting post-shock emergency assessments; this approach will focus on speed 
and usability for immediate programmatic decision-making� The idea is to release an initial assess-
ment – showing the areas and people most affected – within the first 72 hours after a disaster.

The ESMA is a key tool for understanding more fully the way a particular market functions. In an 
ESMA, data are collected from traders and analysed; the findings of this analysis are then used to for-
mulate various options for response. The findings of an ESMA can also be interpreted in conjunction 
with secondary data such as prices, interviews with key informants, and the results of household and 
community surveys. ESMAs may be conducted for various reasons: to assess the impact of a shock on 
household vulnerability; to establish an economic-security baseline; or – in the case of areas where 
economic insecurity is chronic – as a basic needs assessment that is carried out periodically� Surveys 
conducted during an unexpected emergency focus on comparing the current with the pre-emergency 
situation. ESMAs carried out during slow-onset crises, or in baseline or basic and periodic needs 
assessments, are oriented towards profiling market actors, understanding how particular markets 
function, and capturing the evolution of market conditions over time�

The RAM is a specific instrument developed by the Movement to enable humanitarian professionals with 
limited market expertise and time to quickly acquire a basic understanding of key markets within the 
first few days after a shock. The RAM strengthens response analysis by providing market data, which are 
essential for informed decision-making on appropriate transfer mechanisms if relief is to be provided�

It is important to keep in mind that a market assessment cannot by itself reveal the state of household 
vulnerability or suggest the types of response to undertake; it is, however, an important component 
of decision making. A household survey is limited in the same way and must be supplemented with a 
trader survey or with sufficient reliable secondary information on markets.

A market assessment is also needed if an external shock (abroad or in another part of the country) is 
expected to transmit its effects through the market system to households, and if the consequences 
for households’ economic security are also likely to take time to make themselves felt� In such cases, 
a market analysis that includes an ESMA serves as a precursor for a broader vulnerability assessment 
that may take place later. Depending on its focus, a market assessment can be integrated with a 
 supply-chain assessment, in coordination with the ICRC’s logistics department.

All these tools have certain standard features, but all assessments are adapted to the contexts in which 
they are carried out�

Needs assessments are a key feature of EcoSec activities� Needs assessments enable A&E to ensure that 
the most relevant indicators are collected and the necessary baselines established; and it is through 
needs assessments that monitoring frameworks are defined. A thorough assessment contributes 
internally to evidence-based programmes; it does so externally by ensuring greater accountability to 
beneficiaries, donors, and all others involved.

NOTE: BNVA, ENA and ESMA guidelines will be available in 2019�
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SITUATION MONITORING AND EARLY WARNING
In order to ensure the relevance of assessment results over time, and to be prepared to deal with the 
impact that a shock may have on the most vulnerable, A&E provides support for situation monitoring 
and early warning systems at global, regional and country levels. This entails creation of a context 
monitoring framework for each delegation – which A&E will do in consultation with field staff; it also 
requires integration of primary and secondary data, in order to accurately depict the socio-economic 
situation and its evolution in a given country or region, with a focus on household economic security 
and on how factors bearing on the economic security of households might affect those most at risk. 
Where the necessary data are available and comparable, A&E will seek to create a platform that com-
bines information from the ICRC, National Red Cross and Red Crescent Societies, governments and 
other humanitarian actors. A set of common indicators will be developed to provide a regional and 
global overview for ICRC headquarters and regional offices, and customized versions will be provided 
for every delegation, depending on the availability of pertinent data. Finally, in those countries where 
enough historical information is available, a set of early-warning systems will be put in place. This 
will enable those delegations to develop contingency plans and take action in advance – through 
safety nets and other social protection policies/mechanisms – to ensure that food and other aid is 
in place should there be a shock or should the situation deteriorate; it will also enable them to lobby 
governments, local actors and donors for broader access or support�

The purpose of the Socio-Economic Monitoring Platform is to pull data from different data pro-
viders, integrate them with ICRC data and information, and produce interactive maps and  infographics 
online, all of which will make it possible to conduct customized analyses. Highlights and alerts will 
then be shared automatically with programme managers and decision-makers, and with the wider 
humanitarian community, whenever and wherever appropriate. The platform will also store key 
intern al and external documents and resources for each country. This will help EcoSec maintain con-
tinuity in its activities, given the high rates of staff turnover across delegations. The project will 
eventually converge with and feed the Operational Data Value Chain (ODVC) project, which was under 
discussion at the time of writing.
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MONITORING AND EVALUATION
The ICRC and EcoSec in particular have, for some time now, been conducting monitoring and evalu-
ation exercises. The analytical soundness of such exercises improved markedly during the period 2013–
2018, owing to the implementation of strong sampling techniques, more detailed questionnaires, and a 
reporting structure that required the monitoring of certain indicators throughout the project cycle. The 
ICRC’s monitoring efforts concentrate mainly on output indicators, and pay less attention to outcomes. 
This is reflected in the corporate Results-Based Management Planning and Monitoring Guide� The 
applications that have been put in place, particularly the Economic Security Programme Management 
Tool, have become the backbone of ICRC and EcoSec assistance; they are also used for reporting to 
donors� The Planning and Monitoring Tool (PMT) has started drawing attention to outcome indica-
tors and their measurement. EcoSec has been recommending a reference framework – and suggesting 
the use of certain indicators – to all delegations. However, it is up to delegations to decide whether 
or not to use these indicators; if they choose to do so, they are also free to adapt these indicators to 
their contexts. This ensures context-specificity, but it also results in inconsistent data collection and 
reporting, and makes it difficult to measure the real impact of EcoSec activities.

An office specifically for evaluation – GenEval – was established under the director-general’s super-
vision. This function currently falls within the responsibilities of each unit at the ICRC. With regard to 
evaluation, EcoSec has conducted specific reviews of projects and activities, often relying on external 
consultants and partners. Evaluations included operation reviews and impact assessments.

A&E works with EcoSec specialists to define, review and revise measurement guidelines within the 
EcoSec Programme Management Reference Framework (PMRF); the framework sets out min-
imum programme indicators and context-specific ones, methods to measure them, and standards 
for frequency, coverage and quality of data collection. Output, process and outcome indicators will be 
collected during the assessment, monitoring and evaluation phases� The monitoring and evaluation 
system will be based on the Economic Security Outcome Monitoring exercise to integrate the current 
Post-Distribution Monitoring framework. The results will then feed the PMT and, later, the overarch-
ing Project Activity Management, which is aimed at integrating project, distribution and beneficiary 
management across different units. The new process in place will make it possible to ensure strong 
data support to programmes and meet growing reporting requirements. A&E will ensure that the 
necessity of representing all groups within the ICRC – in terms of sex, age and disability – is taken 
into consideration by field teams. To ensure accountability to populations affected, the ICRC has 
started working on a complaint-and-feedback mechanism, a hotline called the Community Contact 
Centre. With regard to evaluation, A&E will take the lead at EcoSec in defining standard methodologies 
and terms of reference for evaluating programmes and operations and for measuring the impact of 
projects. It might, for reasons of efficiency, be best to have this task carried out independently by staff 
assigned to evaluations and/or by external parties (i.e. consultants, companies, partner organizations).

NOTE: New PMRF guidelines will be available in 2019�
M
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THEMATIC ANALYSES
The ICRC and EcoSec need analytical support in areas outside the normal business of the unit� A&E 
offers thematic analyses for all EcoSec areas, as well as methodological advice and technical review, 
in coordination with thematic specialists. A&E also envisions carrying out cross-cutting work with 
other units, bringing to bear its business expertise and analytical and technical know-how. This will 
include thematic studies such as labour-market and supply-chain assessments, climate-change 
 studies, social-safety-net reviews, and any other research questions that EcoSec might be interested 
in to improve the effectiveness of its programmes or understand a specific situation.
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DATA COLLECTION
The data-collection tools used by the ICRC and EcoSec in the past have varied by context and project. 
Some of these tools were of the traditional kind and others were innovative.

Data collection – for every ICRC project in every area of work – has been taking place ever since the 
inception of EcoSec. The techniques have, however, varied. Traditionally, data collection at the ICRC 
has meant paper questionnaires, supported in most cases by direct observation and focus-group dis-
cussions� In the last decade, mobile data collection and other innovative methods of collecting data 
have become available. The ICRC has, since 2013, been testing these new methods in a few countries. 
In 2017, Device Magic was officially adopted as a corporate tool for mobile data collection. The soft-
ware enables easier, safer and less error-prone data collection on tablets and phones. EcoSec uses the 
tool in 26 contexts and for different phases of the programme cycle. A&E supports delegations in dig-
italizing their data-collection processes, standardizing forms and the related analysis, and designing 
new questionnaires to capture the household economic situation more accurately, introducing various 
functionalities and possibilities. The adoption rate for Device Magic has been outstanding: most dele-
gations to date have been experimenting with mobile data collection in their country. Pilots for other 
mobile data-collection software, such as Survey123, Open Data Kit (ODK) and Kobo Toolbox are in 
progress, but these tools have not yet been adopted institutionally� A feasibility study is being con-
ducted to determine whether the tools being used meet delegations’ requirements and whether it is 
necessary to invest in other IT-driven solutions to meet EcoSec needs more fully� It is also important 
to keep in mind that mobile data collection is not possible or accepted everywhere and that it should, 
whenever possible, be supported with methods of collecting qualitative data.

In 2018 the ICRC began testing other experimental techniques. These include a two-way SMS-based 
survey in Liberia and the Democratic Republic of the Congo and satellite imagery data collection 
– using drones – for agricultural projects in Mozambique. Phone surveys have also been employed in 
remote-management contexts such as Somalia and Libya.

A&E supports efforts to increase the digitalization of data collection. In this connection, a helpdesk 
for Device Magic and training modules, online and in the field, are available for delegations interested 
in adopting this software. Based on the findings of the feasibility study mentioned above, and in line 
with the Data Management Model (DMM) set-up, a similar support system will be provided for other 
tools, software and IT-driven solutions.

A.
 M

oh
am

ed
/IC

RC

https://www.devicemagic.com/
https://survey123.arcgis.com/
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DATA AND BENEFICIARY DATA MANAGEMENT
In addition to support for data collection, A&E intends to support delegations with databases, con-
nection with servers and application programming interfaces that lead to smoother data management 
and analysis�

Beneficiary data management has become a subject of relevance to the ICRC. EcoSec has tested or 
evaluated a number of tools, including Red Rose, Last Mile Mobile Solution (LMMS) and SCOPE� 
However, educating delegations in digital matters takes months, not days. Most delegations have kept 
using Excel-based tools to register beneficiaries and manage beneficiary data, as well as tools that are 
not designed for such activities (e.g. mobile data-collection tools like Device Magic or ODK). This is 
partly because in some contexts, traditional tools are a safer and more welcome option.

Based on the results of the feasibility study Provision of Cash, In-Kind Goods and Services (CKS), and 
in line with the first stream of the IES v.2 (Digital Proximity and Services for Beneficiaries), A&E will 
support the creation of a relevant solution for registering beneficiaries and managing beneficiary data, 
in line with data-protection and IT-security protocols. This will be introduced in delegations at dif-
ferent stages and for different activities, in order to have beneficiaries registered and beneficiary data 
managed in a secured database, with features customized for each country. This will not only improve 
data management and make data more secure, but will also help in other areas, such as analysing the 
impact of ICRC activities. CKS is for EcoSec, but the same logic will applied to subsequent projects for 
other operational units (Water and Habitat, Health, etc.). Local and/or alternative solutions that are 
strongly justified will also be considered.

S.
 V

el
as

co
/IC

RC

http://www.redrosecps.com/
https://www.wvi.org/disaster-management/last-mile-mobile-solution-lmms
https://documents.wfp.org/stellent/groups/public/documents/communications/wfp272586.pdf


16

DATA VISUALIZATION, REPORTING AND INFORMATION MANAGEMENT
When data are collected and analysed, technical information should be managed in a way that can 
inform decisions and be easily understood by internal and external non-technical readers. For this 
reason, A&E offers delegations templates – for both extensive and light reporting – for assessments, 
analyses, monitoring and evaluation in every area of concern to EcoSec. A&E also offers tools and 
technical support for delegations and partners to visualize data at global, regional, country and 
local levels through dashboards and data-visualization software, such as Tableau and open-source 
solutions, in line with the data orientations of the Directorate of Digital Transformation and Data 
(DTD) and the Assistance Division� The ultimate objective is to have an in-house solution that ena-
bles non-technical staff to produce charts, graphs, maps and other visuals with limited resources, 
based on their data. This will be done in line with institutional projects and priorities. More details 
on information management will be available in the Economic Security Information Management, 
Communication and Branding Plan�

NOTE: 1) For the purposes of this strategy, “information management” refers to the collection and 
management of data and information from one or more sources and the distribution of that infor-
mation to one or more audiences. It thus differs from the functions of the ICRC’s Archiving and 
Information Management (AIM) Unit� 2) The Economic Security Information Management, Com-
munication and Branding Plan will be available in 2019�
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SPATIAL ANALYSIS AND REMOTE SENSING
Geographic information systems (GIS), spatial analysis, mapping and remote sensing are among the 
analytical tools that A&E can provide to delegations and partners. The GIS unit (which is not within 
EcoSec) is considered to be a cross-cutting service provider. In the field, EcoSec customarily has direct 
and informal access to GIS. However, such collaboration has never been formalized and GIS focal 
points are not to be found in every delegation. A&E can thus be expected to provide basic GIS functions 
and support. As it is a cross-cutting service, GIS does not yet offer business-specific methodological 
advice, but it is planning to expand its capacities to include EcoSec technical knowledge. During this 
transition, and because of its business-specific knowledge and expertise, A&E can be used as an entry 
point for the spatial analysis, mapping, remote sensing, and satellite imagery work done by EcoSec; 
it will also, together with the GIS team, be helping to establish standard operating procedures in all 
these areas�
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INTERNAL CLIENTS
ECONOMIC SECURITY UNIT
NUTRITION
The nutrition team has been working, for years, to make EcoSec programmes more nutrition- 
sensitive� One obstacle to adopting this approach has been the lack of capacity to assess nutritional 
status in the field. Since nutrition assessments are often carried out as part of household assessments, 
building field capacities in data collection, sampling and data analysis would help advance the cause 
of nutrition-sensitive programming. A&E will also provide guidance on methodology, sampling and 
statistical analysis for SMART surveys. By making it easier to draw on secondary nutritional infor-
mation generated by governments and organizations like the Famine Early Warning Systems Network 
(FEWSNet), Action contre la Faim (ACF), the United Nations Children’s Fund (UNICEF) and the World 
Food Programme (WFP), A&E can also help the nutrition team to limit data collection to a minimum� 
As nutrition-related activities need a great deal of data, A&E provides support for them in the form of 
data management and visualization�

MICROECONOMIC INITIATIVES (MEI)
Microeconomic initiatives (MEIs) are among the livelihood- and income-support activities carried 
out by EcoSec. MEIs are demanding of resources and require close proximity to beneficiaries. This 
presents certain difficulties for the ICRC, which, while working in environments that are becoming 
increasingly complex, also has to ensure accountability (to donors and beneficiaries), traceability 
and transparency. The growing use of new technologies within the ICRC has created opportunities to 
review all aspects of MEIs. The employment of new technologies (e.g. Device Magic, Tableau) could 
increase efficiency at every stage of programme implementation (selection process, distribution of 
inputs, monitoring of results, etc.), and do away with perceptions that MEI data management is too 
labour-intensive for EcoSec staff. One of the main priorities of the MEI strategy is to ensure accurate 
data collection and analysis for programme management, monitoring, evaluation and reporting� A&E 
support will enable proper data collection and management, which will make it possible to prepare 
detailed and thorough statistical reports and analysis. Such data will help EcoSec to discuss how to 
make the necessary adjustments to MEI programmes, based on evidence. They will also enable the 
production of high-quality reports for both internal and external audiences; these reports will be par-
ticularly useful during discussions with the donor community, in which the productivity of humani-
tarian activities is coming under closer scrutiny than ever before�

RESILIENCE
As interest in resilience grows across EcoSec, it will become necessary to operationalize this concept 
in a way that is relevant to ICRC activities. A&E works with specialists to develop indicators to meas-
ure and evaluate resilience within our programmes. It also provides support for harmonizing the 
ICRC’s approach to resilience with that of the International Federation of Red Cross and Red Crescent 
Societies, while contributing to joint resilience models through the ICRC‘s unique understanding of 
economic security in conflict. A&E will also support the work on social safety nets, climate change, 
sustainability and recovery�

AGRICULTURE
Agricultural programmes require a large amount of geospatial data on environmental conditions and 
agricultural infrastructure. Together with GIS, A&E can provide support for collecting and managing 
data on seasonal rainfall, crop health, crop yields, land-use changes, etc� This can be done through 
information-sharing partnerships with organizations like the FAO and the IFPRI, and by supporting 
the use of remote sensing for situation analysis and the monitoring of agricultural programmes� 
A&E also aims at streamlining processes such as the methodology and analysis of post-harvest 
assessments�

https://fews.net/
https://www.actioncontrelafaim.org/en/
https://www.unicef.org/
https://www.wfp.org/
http://fao.org
http://ifpri.org
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LIVESTOCK
Like agricultural programmes, livestock programmes also benefit from better partnerships and the 
use of spatial analysis to get information: for livestock programmes, this means information on cli-
matic conditions, animal health and seasonal migration routes. In the Sahel and the Horn of Africa, 
it is often pastoral or agro-pastoral communities in remote areas that benefit from livestock pro-
grammes� This presents a number of distinctive challenges for situation analysis and monitoring 
and evaluation. Currently, livestock assessments are done using mostly qualitative methods – like 
interviews with key informants and focus-group discussions – and secondary data from government 
ministries. A&E can help to find ways to supplement this information with quantitative data and to 
maximize information from qualitative analysis.

CASH-TRANSFER PROGRAMMES (CTP)
The rapid growth of cash-transfer programming has increased the demand for data management 
within EcoSec. In parallel with the growth of CTP, there has also been an expansion in digital tools for 
managing beneficiary and transfer data. As delegations begin to roll out tools for beneficiary registra-
tion and distribution management, A&E will support the introduction of these tools through training 
and continuous technical support; this is made possible by the implementation of the CKS project� A&E 
will also continue supporting the development of tools for market and response analysis, which are 
used to guide decisions on choice of working method, transfer amount and duration. These tools will 
also facilitate the shift to CTP from in-kind distributions when the context changes. A&E will carry 
out market monitoring (using either primary or secondary data) systematically across the different 
regions, as part of situation monitoring, taking into account local consumption patterns and behaviour�

DATA MANAGEMENT AND INSTITUTIONAL REPORTING
In line with the Assistance Division’s Data and Analytics Management area of responsibility, EcoSec’s 
Data Management and Institutional Reporting team represents the unit in institutional reporting 
(narrative and statistics), applications management and Business Intelligence, including data marts, 
the Master Data Management and the Data Management Model�

A&E supports institutional reporting with output, process and outcome monitoring, which feeds 
into corporate reporting tools such as the Results Monitoring Framework, operational plans devel-
oped at delegation level, the Planning and Monitoring Tool, Project Activity Management (PAM) and 
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the quarterly EcoSec report. A&E and the Data Management and Institutional Reporting team work 
together to strengthen the EcoSec data architecture, in line with the orientations of the Directorate of 
Digital Transformation and Data. A&E will support delegations every year in setting up the monitoring 
frameworks pertinent to their operational plans.

With regard to applications, A&E supports the Economic Security Programme Management Tool 
(EPMT) with advice on institutionalizing terms and narratives, which includes naming, grouping 
and defining beneficiary records (individuals, households, communities) aligned with A&E’s work on 
outputs, processes and outcomes at country level�

A&E collaborations under the Operations Collaboration Project, and under its prerequisite project 
– Operations Master Reference Data Management and Cleansing – will benefit data flow through-
out EcoSec. This will result in the full implementation of the PAM and future absorption of the EPMT 
into the PAM�

A&E works closely with the Data Management & Institutional Reporting team on data marts, data 
sources and dashboards� In fact, data in the EPMT are included in the institutional data mart for the 
purposes of analysis, visualization and decision-making. Matching EPMT data with outcome data will 
make it possible to centralize, maintain and publish thematic dashboards based on A&E data collec-
tion. It will also contribute to a shift in institutional culture, from one that was narrative-driven to 
one that is driven by data�

OTHER UNITS AND DIVISIONS
PROTECTION
A&E will forge partnerships within the Directorate of Operations to explore the potential for syn-
ergies between the Assistance and the Protection Division. This can be done by identifying the overlap 
between the data collected by the different units in the Assistance Division and the data collected for 
protection purposes. One way might be to use name-matching to support the Restoring Family Links 
team in finding missing people who may be using services provided by the Assistance Division (e.g. in 
the CTP beneficiary database). A&E will work with the Protection Division to develop visualizations 
to answer the five ‘W’s (Who is doing What, Where, When and Why?), which can facilitate cross- 
cutting or interdepartmental planning. Finally, A&E will also explore possibilities for working jointly 
on vulner ability definitions, targeting and multidisciplinary profiling.

GEOGRAPHIC INFORMATION SYSTEMS (GIS)
A&E helps EcoSec to make better use of the services offered by the GIS team. It does so by establishing 
a direct link with the team. Because this link is usually established at the local level, not all offices 
(especially regional delegations and ICRC headquarters) benefit from it. GIS can do more than help 
produce maps; it can help in handling geographic information, updating referential data or developing 
spatial analysis applications for specific EcoSec activities. Because of the cross-cutting nature of such 
work, collaborating with the GIS team also enables EcoSec to align its activities with those of other 
units and divisions, such as Health, Water and Habitat, or Protection.

INNOVATION AND DIGITAL TRANSFORMATION
The presence of an innovation team at headquarters will enable A&E to access more financial and 
human resources for testing new solutions in EcoSec and to mainstream the solutions that emerge 
from the unit. The innovation team has already partnered with EcoSec in piloting Red Rose for bene-
ficiary and cash-transfer management, using hotlines to improve accountability to populations 
affected, and scaling up the use of Device Magic for mobile data collection. A&E can act as a conduit 
between the innovation and EcoSec to ensure that the unit is kept up to date of the latest products 
and processes of pertinence to it, with a particular focus on data and information. Topics of interest 
to EcoSec include biometrics, drones, artificial intelligence and machine learning.

Similarly, the ICRC Cross-data Lab encourages and aids cross-cutting initiatives through data- 
science support, servers and technical analytical work. A&E works closely with the lab to ensure that 
all initiatives and projects are coordinated and can benefit from the common pool of resources.



21

Finally, the Digitalization of Operations team will serve not only as the main facilitator for project 
design and delivery, but will also take on an advisory role to ensure smooth implementation of new 
solutions in the field.

OTHER DEPARTMENTS, UNITS AND OFFICES
A&E works closely with other units to maximize internal resources and improve its effectiveness. For 
everything concerning data and digitalization, A&E envisions close alignment with the work of the 
Directorate of Digital Transformation and Data (DTD), facilitated by a high-synergy relationship 
with the Operations Digital Transformation Management team. A&E collaborates with the Resource 
Management Department in strengthening partnerships, exploring funding opportunities and defin-
ing standards for donor reporting, in line with the third stream of the IES v.2. It works with the Com-
munication Department to ensure that its branding, communication and information management 
are in line with corporate guidelines, and to develop pertinent materials for EcoSec. A&E also works 
with the Archiving and Information Management Unit to ensure consistent data and information 
flow within the ICRC and outside it. In this connection, A&E avails itself of support from the Infor-
mation and Communication Technology Department� Because of the amount and the sensitivity of 
the data that it handles, A&E ensures protection of data and information by coordinating with the 
Data Protection Office. A&E will cooperate with the Centre for Operational Research and Expertise 
in all matters related to research, publications and possibly partnerships with academic institutions. 
Finally, A&E works with disaggregated data, making certain that all groups – regardless of sex, age or 
disability – are adequately represented wherever and whenever possible. For this reason, A&E intends 
to collaborate closely with the Accountability to Affected People and the Gender offices. A&E also 
expects to work closely with the Logistics division, for joint assessments (e�g� market, supply-chain), 
price monitoring and value-chain analysis, and also for procuring services and products relevant to 
A&E’s work (e.g. service providers for remote data collection, data-collection devices).
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STRATEGIC ORIENTATIONS AND ACTION PLAN
SIMPLIFICATION AND HARMONIZATION OF TOOLS AND SERVICES
In the past, the EcoSec Information Management team – which no longer exists in that form – pro-
vided delegations with a set of sophisticated Excel-based tools, each adapted to its context. Needs 
have, however, evolved and grown, as has the support provided by A&E. That being the case, this 
strategy envisions a simplification and the harmonization of tools, in line with the Digitalization of 
Operations Strategy 2017–2021. This means that the A&E team, while taking stock of the weaknesses 
and strengths of each tool, will work to simplify these tools and make them easier for delegations to 
use. In addition, the services offered to delegations – such as assessments, frameworks for monitor-
ing and evaluation, and analytical practices – will be consolidated. This process will be accompanied 
by the standardization and harmonization of analytical tools, data sets, analyses and result frame-
works, to ensure data that can be readily compared – over time and across countries and projects. 
Room will be left for customization and contextualization.

Simplified and harmonized tools and services will:

 • lessen, for delegations, the burden of data management, which often requires intensive training 
and a backstop and leads to capacities being overextended and dissipated on support tasks

 • lead to the reduction of errors and better data work

 • allow various levels of user – from managers to technical staff, and from headquarters to 
sub-delegations – to perform the necessary analysis or simply stay abreast of a particular 
situation, because of the integrity and interoperability of data� 

ACTION PLAN
1. Review and group tools for both data collection and data management by thematic area and data 

type, identify common bottlenecks and define standards for collecting and managing data.
2. Create common identifiers and data labels to streamline data flow, in line with institutional 

standards�
3. Define a system for storing data and transferring them between the field and headquarters, 

in line with the ICRC’s data-protection policies.
4. Create standard syntaxes for data analysis, in collaboration with other operational units.
5. Develop online tools that display analyses that can be read by users at all levels�
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CAPACITY STRENGTHENING AND STAFFING
Since 2013, field staff have had several training events and webinars on data and analysis. On these 
occasions, staff – some of whom were not doing analytical work every day – were instructed in 
advanced analytical techniques, methods and tools. Some staff profited from these training sessions 
and webinars, but most had neither the background necessary to absorb what they were being taught 
nor the opportunity to apply what they learnt in their jobs. A handbook for field staff was also devel-
oped and remains a critical resource. During the period from 2019 to 2022, A&E will focus on strength-
ening capacities among staff members who have a solid background and whose positions or roles will 
directly benefit from these efforts. For this reason, global and regional events will be prioritized over 
local training, and those staff will be targeted who are capable of applying new tools, techniques and 
methods in their work with the sole aim of improving EcoSec and its partners’ evidence-based pro-
grammes. Basic analytical-skills training will be incorporated in EcoSec’s general training modules.

The A&E Strategy 2019–2022 also aims to establish a career path for analysts, paving the way for 
more technical positions in the field – which is in line with other in-house initiatives like the Data 
Management Model (DMM), the Digitalization of Operations Strategy 2017–2021 (DigitOP), and with 
the Directorate of Digital Transformation and Data (DTD). This will require a graduated approach, one 
delegation at a time. Analytical staff in some pioneering delegations will eventually demonstrate their 
usefulness and the need for positions like theirs in the field. Champion delegations, so to speak, will 
lead others to adopt the approach mentioned above. The creation of such positions at different levels 
and in different locations will increase the appeal of a career as an analyst at the ICRC: it will stimulate 
staff with the required background to pursue it and will also attract talent from other organizations. 

Investing in strengthening analytical capacities at EcoSec, and within the ICRC as a whole, will:

 • provide opportunities to improve ICRC operations, because of stronger analyses and 
evidence-based programmes, in line with other in-house initiatives (e.g. DigitOP, DMM) and DTD

 • create a pool of experts that can eventually support other delegations whenever needed

 • help in talent recruitment and management of A&E positions

 • allow A&E, at headquarters and in regional offices, to focus its support on operations that need 
such support and on initiatives to raise the ICRC’s analytical profile in the humanitarian sector.

ACTION PLAN
1. Define technical competencies for A&E positions, in coordination with DTD and DMM.
2. Create separate career path for analysts, in alignment with other analytical positions within the 

organization, and in collaboration with the Human Resources directorate and talent managers.
3. Liaise with delegations to introduce A&E-delegate positions at country level.
4. Demonstrate added value of A&E staff in regions and delegations.
5. Develop context-specific regional training in pertinent areas for technical staff, in cooperation 

with the Learning and Development division.
6. Consolidate A&E pool capacities by organizing workshops and retreats (possibly together with 

partners)�
7. Liaise with delegations and talent managers to identify the right people, within and outside the 

ICRC, to fill critical positions.
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https://www.icrc.org/en/publication/acquiring-and-analysing-data-support-evidence-based-decisions-guide-humanitarian-work
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TARGETING
Beneficiary targeting has been receiving more and more attention in the humanitarian and devel-
opment sectors in recent years. The World Bank led the way, by supporting governments in refining 
targeting methodologies for their social-protection systems� It soon became a hot topic for humani-
tarians, who were facing “donor fatigue”, stricter guidelines and a growing demand for accountabil-
ity. Targeting, in this context, means identifying those individuals, households or communities that 
are eligible to benefit from a particular programme. The process of selection or identification may rely 
on means tests and/or proxy means tests. It may also be community-based, which allows commu-
nities to decide which households within those communities are poor or vulnerable.

The ICRC has often employed “blanket distribution” in the field or geographical targeting of com-
munities/villages. The ICRC is on the front line in the field, so to speak, and in direct contact with 
community leaders; selecting beneficiaries from within a specific community can be difficult, so in 
most cases, it chooses to target everyone in that community. This can, however, result in ineffective 
use of resources and the promotion of equality instead of equity. The ICRC has in fact been target-
ing at the community/village level and thus focusing its efforts on only a few areas at a time – and 
sometimes only one; as a result, it has sometimes concentrated on less vulnerable people in a  chosen 
location in preference to more vulnerable people elsewhere in that country. Recent literature on the 
subject and the policies of various governments advocate a universal basic income and other blan-
ket targeting approaches; but it is important to keep in mind that the ICRC is unique and that its 
mandate requires it to protect and assist a specific group: people in need� For this reason, the A&E 
strategy supports a review of current targeting approaches, and envisions possibilities for greater 
precision in reaching those who are most vulnerable in every country and area where it operates, and 
 limiting errors of exclusion and inclusion. This will be particularly important in urban settings where 
the ICRC cannot extend its assistance to the entire population but only to those who meet specific 
 criteria. A&E advocates the use of context-specific targeting tools, ranging from academic formulas 
and  government-sponsored proxy means testing to a consultative process with community stake-
holders that is in line with the community-based protection approach. Further efforts will also be 
made to profile those who are most vulnerable, to ensure that support for the population affected will 
consist of the right activities and tools for the right duration, and – if the assistance is financial – for 
the right amount�
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Targeting populations affected will:

 • make the ICRC more accountable to people affected, and to its partners and donors,  
in line with the first stream of IES v.2

 • enable the ICRC to reach those who are most vulnerable, by limiting errors of exclusion 
and inclusion

 • increase the impact of the ICRC’s efforts to reduce vulnerability and economic insecurity.

ACTION PLAN
1. Increase assessment capacities and specialization at delegation level�
2. Create guidelines for the Basic Needs and Vulnerability Assessment, the Emergency Needs 

Assessment, and the Economic Security Market Assessment�
3. Create targeting guidelines in line with international standards.
4. Define criteria for targeting vulnerability, at global, regional and context levels, in collaboration 

with other units.
5. Create guidelines for ensuring accountability to people affected, with a view, in particular, 

to engaging communities more closely.
6. Work with other units to identify multi-sectoral vulnerabilities and profile the population 

affected.
7. Liaise with delegations to pilot new targeting methods.
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EVIDENCE-BASED PROGRAMMES
A&E provides analytical services for EcoSec programmes and ICRC operations. EcoSec has acted with 
great vigour to ensure that all delegations follow the entire programme cycle meticulously, which 
includes taking all the analytical steps. EcoSec’s approach is systematic and essential. However, Eco-
Sec field staff often regard analytical work as burdensome, and not as the critical source of support 
that it is for the operation� This is because – in many programmes – assessments, analyses, moni-
toring and evaluation are often linked only tenuously to decision-making� The A&E strategy aims 
to strengthen this link by reviewing the analytical framework (strategy, tools, data environment) 
of every delegation to ensure its relevance to the operation. As a service provider, A&E will limit its 
fieldwork to supporting evidence-based decision-making, minimizing the collection of unnecessary 
data, and limiting analytical work to what is absolutely necessary. The analytical work has to be sup-
plemented by proper communication, branding and information management; this is necessary for 
translating technical outputs into information usable by EcoSec programme staff and management, 
and for promoting a culture of data-driven decision-making�

A focus on programmes rather than analysis will:

 • make it possible to improve programmes based on evidences and data, and curb the making 
of assumptions and experience-based decisions

 • increase the ICRC’s accountability to people affected and to its partners and donors

 • considerably lessen the burden of data-and-analysis work for delegations, limiting it to what 
is absolutely necessary

 • improve the lesson-learning process and increase the impact of programmes�

ACTION PLAN
1. Produce/update toolkits and define minimum standards for assessments and analyses.
2. Adapt/create “question banks” for both traditional and mobile data collection.
3. Link data collection to data management and data visualization automatically�
4. Create a user-friendly data visualization library, adapted to various programmes and populations.
5. Create templates, online and offline, for automatic reporting. 
6. Train delegation staff in reading and interpreting data.
7. Create new measurement standards, as part of the Programme Management Reference 

Framework.
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AGILITY AND INNOVATION
The humanitarian community has sought strenuously in the last decade to find new solutions to 
the most critical problems; it has expended considerable resources and effort to this end. The ICRC 
created the Innovation Unit to support initiatives, in the field and at headquarters, for reducing the 
vulnerability of people affected. However, because of the nature of its mandate, the ICRC is subject 
to detailed security protocols concerning ICT and data protection� Creativity and innovation in the 
organization are thus often required to submit to a thorough regulatory process. On the other hand, 
the rapid digitalization taking place in the humanitarian sector has given rise to a number of innova-
tive solutions, especially in the field of data and analytical services. The ICRC recognized this and 
responded by establishing the Directorate of Digital Transformation and Data; as a result, the organ-
ization has become more agile� For EcoSec the Assistance Information System Portfolio Management 
facilitates the definition of a stream for faster delivery of digital solutions: this definition is in accord-
ance with the strategic axes of the Digitalization of Operations Strategy 2017–2021 (DigitOP) and the 
fifth stream (Innovation and R&D) of the ICRC Second Information Environment Strategy 2018–2023.

A&E supports beneficiary-centered and data-driven solutions for global, regional and local initiatives. 
It positions itself as adviser and entry point for “digital sprints” within and outside the ICRC. It will 
create an enabling environment by fostering collaboration with other units and partners, and will 
liaise with managers at headquarters to ensure speedy and painless processes for the deployment of 
digital solutions and innovations�

More innovative solutions for data and analysis will:

 • reduce the time and resources allocated by delegations to collecting, managing and analysing data

 • harness the power of data and provide analyses previously unavailable or impossible

 • raise EcoSec’s profile within the ICRC and outside

 • improve the efficiency and effectiveness of analytical services

 • improve the flow of data between headquarters, regions and the field

 • create new opportunities for programmes and projects

 • make it possible to test ideas in the field and scale them up if they are successful.

ACTION PLAN
1. Participate in the international dialogue on data innovation through conferences and bilateral 

discussions with companies, organizations, innovation labs and universities.
2. Sponsor the designing of new applications and software – for data collection (e.g. remote data 

collection), beneficiary data management and distribution management – and introduce them 
in the field

3. Create a preferential entry point for EcoSec field staff with the ICRC’s Innovation unit 
and DigitOP team.

4. Together with other analytical units in the ICRC, organize “data-week” workshops 
and hackathons for internal and external analysts, innovators and scientists.

5. Invest in sharing resources, internally and externally, to promote innovative thinking.
6. Invest in new solutions as they become available.
7. Seek funding for innovative initiatives�
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DATA SHARING, INFORMATION MANAGEMENT, COMMUNICATION AND BRANDING
The ICRC has been collecting and analysing data for many years. It has always preferred to restrict 
the sharing of data and information it collects, in order not to imperil its acceptance in certain sensi-
tive contexts and to ensure the protection of beneficiaries and information sources. In addition, the 
results of ICRC analyses have rarely been made available to the public, because that would dampen the 
impact, when delivered, of ICRC public statements or messages based on these results.

This approach has been adopted throughout the organization, but the ICRC is slowly adapting itself 
to today’s globalized information culture. It is generally understood within the ICRC that some data 
are more sensitive than others, and, given the necessity of protecting personal data, only some infor-
mation can be shared with the wider humanitarian community. This in turn creates a greater need 
for proper data and information management. Within EcoSec, where most data – when properly 
aggregated, anonymized and made untraceable – do not expose beneficiaries and communities to 
protection risks, A&E envisions the possibility sharing information more broadly, internally and 
externally. This process has already begun internally, with the collaboration between the Protection 
and Assistance divisions. Broadening the sharing of information externally will require a more gradu-
ated approach, as considerably more attention has to be paid to ensure the quality of the data and the 
results of analyses. A&E will, throughout the implementation of this strategy, consolidate the work of 
EcoSec on data and analysis to ensure the quality of data and analysis. It will provide guidelines and 
standards for ensuring that data for external use have been validated. Where possible and relevant, 
A&E will advocate the sharing of its findings and of the results of its work. This will result in the 
sharing of aggregate data and calculated indicators, through dashboards, data visualizations tools and 
online platforms. Processed data will then be shared widely or – at the discretion of each country – be 
made accessible at different levels, in line with ICT and data-protection policies and protocols. The 
ultimate decision whether or not to share data and related analyses will rest with delegation managers 
and/or EcoSec management at headquarters.

In the past, EcoSec’s activities were seldom widely reported, internally or externally. Other units drew 
more attention than EcoSec for activities or techniques that EcoSec had already carried out or imple-
mented. And although EcoSec and the Information Management team – which no longer exists – pre-
pared a large number of reports, guidelines, and methodological notes, they were often unable either 
to excite much interest internally or to deliver their messages effectively. A&E has a communication 
plan that is focused on more specialized and user-friendly information management, and on online 
platforms and easy-to-read reports and dashboards. Every EcoSec activity will be adequately docu-
mented and shared internally and, eventually, externally. To do this, A&E will – for EcoSec – make a 
significant investment in information management and undertake a branding review.

Broader data sharing and better information management will:

 • ensure higher visibility for EcoSec internally and the ICRC externally

 • stimulate the pursuit of excellence in the data and analysis work stream

 • generate interest among ICRC units and external partners in EcoSec’s work, and create 
opportunities for collaboration

 • in line with axes 3 and 4 of the DigitOP strategy, increase trust in the ICRC within the 
humanitarian sector and among donors, who might then be willing to share more useful data 
information with the organization in return and to collaborate to achieve better results.

ACTION PLAN
1. In line with the Operational Data Value Chain project, create an online platform  

combining external and internal data, to enable informed decision-making and advocacy  
with partners/authorities/donors.

2. Create an information management and communication plan for EcoSec, together with  
a set of promotional products�

3. Collect all data, analyses and reports and make them available to the entire organization,  
in order to establish best practices�
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4. Step up internal information sharing and communication, through online communities, 
newsletters and internal ICRC events.

5. Step up external information sharing and communication, through social media and blogs  
and by writing guest articles.

6. Draft data-sharing agreements with partner organizations.
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PARTNERSHIPS
The ICRC has often been reluctant to join forces with other organizations, mainly to preserve or 
ensure its independence, neutrality and impartiality� With regard to data and analysis, it has, so far, 
collabor ated only with National Societies. EcoSec has been unable to keep pace with developments 
in the humanitarian sector, and has also missed a number of opportunities to do so� This is largely 
because of its limited resources, competing priorities, and lack of access to external resources. Because 
EcoSec has had few partnerships, its analytical work has lagged behind that other organizations, 
especially in the last ten years, during which there has been a particularly sharp rise in the develop-
ment of innovative tools and techniques. UN agencies and other international organizations, private 
firms – including software companies – academia, and various donor agencies have all expended a 
lot of resources and effort to improve their work on data and analysis. EcoSec will need to catch up 
with them and keep up. To do so, it will have to advance technically. One advantage of trailing other 
organizations is that EcoSec and A&E – can exploit their sets of lessons learnt to catch up with them. 
A&E is thus – in line with the ICRC Second Information Environment Strategy 2018-2023 and the 
Digitalization of Operations Strategy 2017–2021 – envisioning much broader engagement with other 
organizations, in order to explore possibilities for working together, discover new tools and methods, 
and become more effective and efficient. The main areas in which collaboration will be sought are 
food security, nutrition, cash-based programmes, resilience and livelihoods, migration, information 
and data management. The organizations with whom EcoSec is interested in collaborating include 
the following: the International Federation of Red Cross and Red Crescent Societies, the World Food 
Programme, the Food and Agriculture Organization, the Office of the United Nations High Commis-
sioner for Refugees, the United Nations Children’s Fund, the International Organization for Migration, 
the United Nations Office for the Coordination of Humanitarian Affairs and its Humanitarian Data 
Exchange, the Famine Early Warning System Network, the Food Security Cluster, the Food Security 
Information Network, ACAPS, the International Food Policy Research Institute, the World Bank, the 
Joint IDP Profiling Service, iMMAP, Integrated Food Security Phase Classification, and the Informa-
tion Management Working Group. A&E is also interested in working with non-governmental organ-
izations, private firms – including software companies – academia, donor agencies, and innovation 
labs�

While seeking collaborative work and partnerships itself, A&E will also support delegations to reach 
partnership agreements locally and implement joint activities in the field, eventually expanding the 
scope of its partnerships to other units whenever feasible.

Raising the level of external collaboration and increasing the number of partnerships will:

 • raise EcoSec’s profile in the humanitarian sector and enable it to find complementarities 
with other organizations rather than doubling its investments and efforts

 • speed up the process of catching up with other organization that have moved ahead in the field 
of data and analysis

 • enable EcoSec to become more involved and follow global trends in such areas as data 
and analysis and information management

 • allow EcoSec to contribute to wider humanitarian data policies and guidance documents

 • give EcoSec access to data and information otherwise unavailable, which would supplement ICRC 
primary data and enable the production of relevant analyses for delegations and management�

ACTION PLAN
1. Produce a desk review and mapping of local and international organizations.
2. Proactively engage in the international dialogue, by taking part in conferences and workshops 

and through bilateral meetings with actual and potential partners.
3. Seek collaborators for joint studies and publications�
4. Invite outsiders to attend ICRC training sessions and workshops.
5. Draft a memorandum of understanding for joint work with other organizations.
6. Promote secondary-data collection within the organization.

http://ifrc.org
http://wfp.org
http://wfp.org
http://fao.org
http://unhcr.org
http://unhcr.org
http://unicef.org
http://iom.int
http://unocha.org
http://data.humdata.org
http://data.humdata.org
http://fews.net
http://fscluster.org
http://fsinplatform.org
http://fsinplatform.org
https://www.acaps.org/
http://ifpri.org
https://www.worldbank.org/
http://jips.org
https://immap.org/
http://www.ipcinfo.org/
http://humanitarianresponse.info/en/topics/imwg
http://humanitarianresponse.info/en/topics/imwg
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INTERNAL COLLABORATION
A process to bring together the two operational divisions in the ICRC, Protection and Assistance, got 
under way in 2018. One of the entry points of this collaboration was the Operations Collaboration 
Project (OCP) and its operational data stream. At the same time – and in close collaboration with the 
Directorate of Digital Transformation and Data (DTD) – the Digitalization of Operations Strategy 
(DigitOP) and the Data Management Model (DMM) were designed and implemented.

The operational data stream mentioned above gathers together in-house expertise in four different 
areas:

 • Digitalization, and Project and Programme Management – implemented projects of pertinence 
to the field of data and analysis. For EcoSec these are the Community Contact Centre and projects 
or programmes that provide cash, goods and services.

 • Application Management, Policies and Guidelines – management of tools for institutional reporting, 
mainly of output indicators� For EcoSec the tool is the EcoSec Programme Management Tool 
(EPMT)�

 • System, Standards and Institutional Referential Data – definition of indicators and standards used 
in the organization (e.g. office names). For EcoSec this has an impact on the work of the EPMT 
and on the alignment of data with corporate standards for all analyses.

 • Ad hoc, Non-standard and External Data – technical support, including unit-specific analytical 
work. A&E represents EcoSec in this connection. 

EcoSec envisions close alignment with Protection and GIS, the latter being regarded as providing 
cross-cutting support. However, EcoSec’s specificity will require A&E to lead the way in making more 
systematic and strategic use of in-house GIS resources� This addition of a geographic perspective to 
A&E’s analytical work will EcoSec programmes; therefore, greater collaboration between EcoSec and 
GIS at global and field levels will be encouraged. Working more closely with Protection will lead to 
more systematic joint assessments, definition of vulnerability criteria, and targeting/profiling of bene-
ficiaries. The tripartite collaboration between EcoSec, GIS and Protection will also enable optimiza tion 
of resources such as software, servers, skills, methods and standards. The sharing of experiences and 
expertise will also help to consolidate analytical work within and outside the organization. Joint initia-
tives will include the definition of common identifiers and compilation of a gazetteer.

The DMM has set up a global shared service in Belgrade, Serbia, where global data management is 
centralized. A&E is directly involved in the DMM; A&E staff are aligned with the model. There is a great 
deal of interest in collaborating with the DMM towards realizing the ICRC’s global strategy, but the 
nature of A&E’s work is such that the entire team cannot be absorbed into DMM staff mapping. A&E 
envisions close collaboration with the DigitOP and DMM structures, allocating more human resources 
to it as pertinent with roles and terms of reference of this set-up. This will be particularly applicable 
to staff in charge of databases, applications and software support. The structure will also encourage 
exchanges at DMM level between designated A&E staff and staff reporting to other technical units; the 
aim of such exchanges is to meet the objectives of Operations’ data teams and strengthen the ICRC’s 
data, analysis and reporting work stream.

Greater collaboration within the Operations directorate will:

 • enable EcoSec’s analytical work to benefit from new perspectives, and result in the provision 
of more, and more diverse, information for those making decisions about programmes

 • prove the added value of the ICRC’s multidisciplinary approach

 • lead to joint assessments, analyses, and standards, leading to greater synergy of operations 
and greater accountability to populations affected

 • optimize resources (shared software, servers, methods)

 • increase cross-learning among units, resulting in a fuller understanding of ICRC operations 
for all staff involved

 • strengthen the reputation of data-and-analysis work within the ICRC and outside it

 • improve data flow internally and externally, by defining common identifiers and compiling 
a gazetteer.
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ACTION PLAN
1. Participate in the internal dialogue on collaboration between units.
2. Define the common software, tools and skill sets needed.
3. Produce impact assessments of joint work.
4. Contribute to creating ICRC-wide common identifiers and to the compilation of a common 

gazetteer�
5. Provide light GIS support to delegations and liaise with GIS focal points to manage mapping 

support�
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IMPLEMENTATION STRUCTURE
At headquarters and in regional delegations, A&E facilitates the implementation of the EcoSec A&E 
Strategy, by providing and coordinating technical support to the delegations� The A&E team consists 
of five mobile staff based in Geneva, Amman and Nairobi, and one resident staff based in Belgrade. 
Several other staff are indirectly involved in the A&E work: their roles are aligned with and contribute 
to the implementation of the A&E strategy� In addition, some delegations have focal points trained 
– during the period 2013–2017 – in analysis and data management. Field staff responsible for data 
collection are also key figures. A&E capacity varies from country to another, being largely dependent 
on the size of ICRC operations� See Chart 2 for a description of A&E presence by region� The ICRC has 
only minimum analytical capacity in every country. Some tasks require a high level of expertise in 
a specific area, which can be provided efficiently by centralizing analytical capacities. To implement 
its strategy, A&E will however have to upgrade the 2018 set-up: additional human resources will be 
needed. This means recruiting specialists for headquarters and the support centre in Belgrade, and 
moving some tasks from the field to the regions and the delegations. That can be done by recruiting 
new staff and/or moving existing posts into A&E. For this reason, specific roles need to be created 
within EcoSec. The proposed staffing structure for A&E is presented in Chart 3. This set-up will be 
implemented in collaboration with other initiatives developed in-house, including the DMM, data 
teams in Operations, and DigitOP and DTD structures. The annual work plan for A&E’s core team will 
be prepared in accordance with A&E’s strategic orientations and action plans, and the team’s activities 
will be prioritized in consultation with delegations.

Chart 2: Set-up as on December 2018 (including actual and budgeted staff)

Role 

Region

A&E 
Adviser 

A&E 
Regional 

Specialists

M&E 
Specialist

IM 
Expert

Developer Data 
Manager

Database 
Specialist

Application 
Manager

Project 
Manager

Data 
Scientist

A&E 
Delegate

Data 
Analyst

Assessment 
Specialist/ 
Statistician

Other 
(Interns, 
Trainees, 

Consultants)

GIS 
Capacity

HQ/Global 
Support

1 1 2 Yes

Africa 1 (2) (5) Yes

Asia Yes

Near and 
Middle 

East

1 (2) (1) Yes

Eurasia (1) Yes

Americas Covered 

by HQ

Yes

TOTAL 
(6+11)

1 2 0 0 0 0 1 0 2 0 (4) (7) 0 0

Chart 3: Proposed set-up for the A&E Strategy 2019–2022

Analysis & 
Evidence 

Team

A&E
Adviser

A&E Regional 
Specialist

NAME

Database 
Specialist

A&E 
OfficerProject

Manager Project
Manager

Assessment 
Specialist

IM 
Specialist

M&E 
Specialist

Data 
Scientist

A&E 
Associate

Data 
Analyst A&E 

Developer

Data 
Manager

Application 
Manager

A&E Regional 
Specialist
East Africa

A&E Regional 
Specialist
Eurasia

A&E Regional 
Specialist

Asia

A&E Regional 
Specialist
Americas

A&E Regional 
Specialist

West Africa

A&E 
Delegate

A&E 
Delegate

A&E 
Officer

A&E 
Delegate …

A&E 
Officer

A&E 
Delegate

A&E 
Officer

A&E 
Delegate

A&E 
Delegate

A&E 
Delegate …

A&E 
Officer

…

 DMM
 Geneva
 Belgrade
 Regions
 Delegations

NOTE: No distinction between mobile and resident staff
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ADDITIONAL RESOURCES
STRATEGY – ICRC STRATEGY 2019–2022
The ICRC Strategy 2019–2022 provides a compass for action for the next 
four years� It guides the organization in preventing and alleviating the 
suffering of people affected by armed conflict and other violence, and in 
delivering relevant and sustainable humanitarian impact�

The strategy outlines a proactive response to the challenges and opportun-
ities that the ICRC is likely to encounter, and is intended to inspire staff, 
donors and other stakeholders�

FACTSHEET – ECONOMIC SECURITY IN BRIEF
This factsheet describes the Economic Security framework and its core 
components (food consumption, food production, income, living con-
ditions and capacities), and EcoSec’s main activities and programmes� 

HANDBOOK – PLANNING, MONITORING & EVALUATION 
The three basic EcoSec training modules follow the structure of the 
ICRC’s results-based management (RBM) cycle� This handbook supple-
ments the ICRC’s EcoSec Training Module 2: EcoSec Planning, Monitor-
ing and Evaluation. It introduces readers to the RBM approach and shows 
how it can be put into practice when managing EcoSec projects.

GUIDE – RESULTS-BASED MANAGEMENT
This guide describes how the ICRC embeds results in its operations. The 
ICRC uses planning and monitoring-for-results processes to incorporate 
the RBM approach in its work. The RBM approach is used by all actors 
who are contributing directly or indirectly to achieve a set of specific 
objectives, as it helps them ensure that their processes, products and 
services lead to the desired results� 
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HANDBOOK – ASSESSING ECONOMIC SECURITY
The three basic EcoSec training modules follow the structure of the 
ICRC’s RBM cycle. This handbook guides readers through the first of the 
four stages in the ICRC’s project cycle, describing in detail the process of 
assessing economic security. It supplements EcoSec Training Module 1: 
Assessing Economic Security� 

HANDBOOK – ACQUIRING AND ANALYSING DATA 
This book is a technical guide for field staff who, though not specialists 
in the area, need to collect and analyse data for assessments and for 
monitoring and evaluation� It covers everything from analysis design to 
the drawing of conclusions; and examines various approaches: qualita-
tive, quantitative and mixed-method.

The ICRC defines economic security as the condition of individuals, households or communities able to cover 

their essential needs and unavoidable expenditures in a sustainable manner, given physiological require-

ments, the environment, and prevailing cultural standards. 
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The ICRC helps people around the world affected by armed conflict and other violence, doing 
everything it can to protect their lives and dignity and to relieve their suffering, often with its 
Red Cross and Red Crescent partners. The organization also seeks to prevent hardship by promoting 
and strengthening humanitarian law and championing universal humanitarian principles. 

https://shop.icrc.org/
mailto:ecosecanalysis%40icrc.org?subject=
https://www.facebook.com/ICRC/
https://twitter.com/icrc
https://www.instagram.com/icrc/
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