
                                            
 

 

Inter-Agency Protection Standby Capacity Project (ProCap) 

Strategy 2014-2017 

 

Summary 
This four-year strategy1 has been developed with the aim of providing the Inter-Agency 
Protection Standby Capacity Project (ProCap) with a more strategic perspective to optimise its 
impact in the medium-term. 

As an inter-agency support to the humanitarian system, the ProCap Project has been able to 
respond to the protection challenges on the ground, and this strategy is designed to ensure that 
ProCap will continue to address the gaps in the international humanitarian system’s protection 
response efforts for the following four years.   

ProCap aims to build on its position as a strategic agent in strengthening the protection response 
of the humanitarian system. Across 2014-2017, the ProCap Project will continue to engage in 
supporting collaborative response by protection agencies and non-protection mandated 
organizations. This will entail a number of measures, including: 

 Continuing to provide senior expertise through deployments that will focus on 

1. Strategic support to inter-agency coordination, priority given to setting up 
protection/child protection coordination structures in early stages of an emergency 
and to developing protection strategies in politically challenging situations 

2. Protection advice to Humanitarian/Resident Coordinators to broaden the space 
addressing protection issues with affected governments 

3. Providing protection expertise to non-protection-mandated organisations, further 
reinforcing inter-agency and inter-cluster coordination 

4. Prioritising support to long-term national policy development efforts, with follow-up 
missions if necessary 

5. Protection in natural disasters with support provided for contingency planning and 
prevention measures 

 Implementing a new prioritisation criteria for deployments in order to better leverage the 
impact 

 Conducting the Inter-Agency Protection Capacity Training and updating the materials 

 Further ensuring protection knowledge exchange and critical analysis on protection in 
collaboration with the Strategic Advisory Group of the Global Protection Cluster 

                                                 
1 The strategy was originally developed to cover 2014-2016 and was extended to 2017 in 2016 pending the outcome of the independent strategic 

review of both ProCap and GenCap projects. A new strategy is envisaged to be developed in the second half of 2017. 
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Rationale for a Four-year strategy 

This four-year strategy aims to provide a longer-term perspective for the Inter-Agency Protection Standby Capacity 

Project (ProCap) and entails concrete steps to optimise the impact of the Project. With this strategy, the ProCap 

Project hopes to offer more predictability on the Project’s direction for all its stakeholders.  

ProCap was launched in 2005 to meet a widely recognized need for experienced staff, particularly at senior level, to 

improve the collaborative protection response. Although the Project was originally established as a short-term 

stopgap measure, external evaluations in 2007 and 2011 confirmed the continued relevance of the Project for the 

medium term future (3-5 years). The proposed strategy covers this period.  

The strategy reflects recommendations from the 2011 evaluation, the 2013 internal impact study and outcomes from 

the 2013 ProCap technical workshop and was elaborated at a one-day strategic planning workshop with the ProCap 

Steering Committee, the Norwegian Refugee Council (NRC) and the ProCap Support Unit in OCHA. The Steering 

Committee will conduct yearly stocktaking exercises to evaluate the progress in implementing the strategy and to 

ensure that it maintains its relevance. 

1. ProCap’s Vision and Mission 

PROCAP VISION  

ProCap’s vision is a world where international, national and local actors fulfil their responsibilities to protect those 

affected by armed conflict and situations of natural disaster. 

PROCAP MISSION 

ProCap aims to strengthen the collaborative response of protection agencies and non-protection mandated 

organizations. ProCap deploys senior personnel with proven protection expertise to field, regional and global 

operations, and trains mid-level protection staff from standby-partners and humanitarian organisations. 
 

 2. Protection and ProCap in the Humanitarian Context 

 

As an inter-agency support to the humanitarian system, the ProCap Project’s relevance depends on whether it is able 

to respond to the current protection challenges on the ground, and whether it is able to help address gaps in the 

international humanitarian system’s protection response efforts.   

Around the world, populations continue to be affected by humanitarian crises resulting from armed conflict and natural 

and human made disasters and which often result in massive displacement and violations of international human rights 

and humanitarian law. It is estimated that by end of 2013, 26.4 million individuals were displaced within their country 

as a consequence of armed conflict, whereas the global number of refugees stood at 15.4 million.2  

States have the primary responsibility to protect and assist populations in such situations. When States are unable or 

unwilling to do so, international actors have an important role in responding.  The humanitarian community has come 

a long way in coordinating protection and assistance efforts through the humanitarian reform, the development of the 

cluster system and coordinated inter-agency emergency response. This has resulted in a more predictable protection 

response, clearer responsibilities and accountabilities and a number of joint initiatives. In addition, non-protection 

mandated organisations have recognised the importance of taking protection into account in humanitarian 

                                                 
2  IDMC, UNHCR, 2013. 
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programming. Yet, supporting protection efforts for populations affected by violence and human rights violations 

continues to pose challenges to the international community.3   
 

 3. A strategic vision for the upcoming four years 

The ProCap Project aims to maintain the same levels of deployment capacity and trainings over the next four years as 

it has in 2013.  The strategy thus focuses on how to better leverage the impact of those deployments and trainings.  

 Strengthening protection response by providing senior expertise 

To date, the ProCap Project has provided technical and strategic support to 41 country operations through 152 

deployments. The Project commits to maintaining the diversity in the nature of the deployments, which has proved 

effective in supporting inter-agency efforts in a strategic and holistic way. To ensure that ProCap Advisers are deployed 

where their specific expertise makes the biggest impact for affected populations, the Steering Committee has developed 

a set of prioritisation criteria.  

In the coming four years, at the request of humanitarian country teams, ProCap deployments will support inter-agency 

response through:  

 Strategic support to inter-agency coordination. ProCap Advisers will continue to support inter-agency 

coordination efforts where systemic gaps exist. Priority will be given to setting up protection/child protection 

coordination structures in the early stages of an emergency or in rapidly deteriorating situations, and to 

developing strategies in politically challenging situations (e.g. an integrated mission setting). Since the inception 

of the Project, ProCap Advisers have managed to strengthen strategic coordination, mainly because they bring 

their broad experience and authority to the task, and thanks to the credibility and relevance of ProCap’s inter-

agency mandate.4  

 Protection advice to Humanitarian/Resident Coordinators. In 2014-17, the ProCap Project will seek to offer more 

strategic protection advice to HC/RCs in emergencies characterised by high protection risks. The goal is to help 

Protection Clusters/Working Groups to represent concerns of affected populations at the highest level of 

decision-making and give input and advice to HC/RCs in developing and implementing protection-sensitive 

humanitarian responses. The ProCap Project is well-placed for this role thanks to Advisers’ proven ability to 

broaden the space for addressing protection issues with affected governments.5 The model will be piloted in early 

2014.  

 Protection expertise for non-protection-mandated organisations. Non-protection mandated organisations have 

increasingly asked for ProCap support to ensure that their programmes are implemented in a protection-sensitive 

way. The Project remains open to provide protection expertise to non-protection-mandated organisations, with 

priority given to the country level. Agencies such as WFP have appreciated ProCap Advisers’ ability to make 

protection practical for non-protection specialists. The ProCap Project will continue to support country 

operations, linking efforts within organisations to the work of the country Protection Cluster / Working Group in 

guiding inter-agency protection programming. 

 Support national policy development efforts. The ProCap Project will continue to provide support in the 

development of laws, policies and strategies on the protection of internally displaced persons by national 

governments. The level of technical expertise and seniority of ProCap Advisers have proved an important asset 

when developing national policies on internal displacement or frameworks for durable solutions for IDPs.6 

                                                 
3  Cf. for example, Report of the Secretary-General’s internal review panel on United Nations action in Sri Lanka, Nov. 2012 
4  2011 External Evaluation, p. 50-52 
5  2011 External Evaluation, p. 50-52. Furthermore, the Keating Action Plan following the Sri Lanka Report also recognises a need for protection 

advice to HCs. 
6  2011 External Evaluation, p. 50-52 
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Acknowledging that policy implementation is a long-term effort, the Steering Committee will consider short 

follow-up support missions if required. ProCap also remains committed to feeding its lessons learned on durable 

solutions into inter-agency processes related to the Secretary General’s Strategy for Durable Solutions for 

Displaced People.  

 Protection in natural disasters: contingency planning and prevention. Protection in contingency planning and 

prevention efforts continues to be a neglected area. ProCap Advisers will provide support to humanitarian country 

teams at the country and regional levels to ensure protection-sensitive preparedness and response to natural 

disasters. By filling this crucial systemic gap - as was the case for instance in 2013 by deploying an Adviser to the 

Southern Africa region - ProCap is confident in triggering positive change for many disaster-affected communities.  

 Leveraging the impact of deployments 

The Steering Committee agreed on three measures to further strengthen the impact of ProCap deployments in the 

coming four years:  

1. Prioritisation of deployments. The ProCap Project remains open to provide support to all types of humanitarian 

situations, including both cluster and non-cluster operations. To better prioritise deployment request and to facilitate 

the decision-making process in the future, the Steering Committee has developed a set of prioritisation criteria, 

including, in order of priority: 

 Impact on the system-wide response. Decisions will be based on the expected impact of the deployment in 

strengthening joint programming in the humanitarian system. The Steering Committee members will only accept 

requests for deployments with a clear inter-agency focus and will factor in whether an important systemic gap 

exists, noting that protection mainstreaming has an inherent inter-agency value. 

 Impact at the strategic level. ProCap Advisers are a temporary support to the inter-agency humanitarian system. 

In order to ensure the sustainability of ProCap’s contribution to an operation, the Steering Committee will 

prioritise deployments with outputs that the country humanitarian community can take forward. It will factor in 

the strategic value of the output of the deployment (for example, a cluster strategy) as well as the commitment 

of the host agency to ensuring continuity of the Adviser’s work (for example by dedicating agency staff capacity 

to follow-up on the Adviser’s actions).   

 Escalating or newly occurring emergencies. Requests for deployments to escalating or newly occurring 

emergency situations will take priority. Having senior experienced ProCap Advisers in place from the start of an 

emergency has proved to be essential, as they bring the necessary inter-agency credibility to effectively set up a 

coordination system.7 The ProCap Project will redeploy an Adviser from a less prioritised deployment should an 

emergency request not be able to filled by a roster member.   

 Scale and severity of protection needs vs. available resources. ProCap deploys Advisers based on the expected 

impact on the lives of affected populations and based on needs for capacity. The Steering Committee will thus 

prioritise situations with the most severe existing or expected protection risks, taking into account whether or 

not there is already sufficient senior protection staff capacity to cover the needs.   

 Country level over global level. Deployments at country level will be prioritized over global level deployments. In 

2014, ProCap will continue to provide roving support to different countries through the deployment based within 

the Global Protection Cluster. Beyond that, the Steering Committee will prioritise field level over global level 

requests because of their more imminent impact on affected populations.  

In addition to these prioritisation criteria, the ProCap Project will make the following efforts to further strengthen the 

impact of deployments:  

                                                 
7  2011 External Evaluation, p. 50-52 
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2. Proactively propose deployments to country teams. The ProCap Project will more proactively propose deployments 

to agencies at the beginning of a large, neglected or escalating crisis according to the prioritisation criteria above. ProCap 

has become a well-known resource in many countries and across agencies, but there is room for communicating more 

proactively and widely about the Project in different countries. 

3. Twinning approach. ProCap has in the past tested deploying more junior protection officers from a standby-roster to 

work alongside and support ProCap Advisers. Recent deployments - such as a joint ProCap and NORCAP deployment to 

Mali in 2013 – have shown the merit of this “team approach”. It allows to simultaneously cover coordination leadership 

tasks and field coordination or secretariat services, with a strong link between the technical and the strategic level. 

Deploying a team also ensures optimal use of the ProCap resource, as the ProCap Adviser can focus on the more 

strategic level and is not caught up in the day-to-day tasks, and the junior protection officer can learn from the ProCap 

Advisers experience.   

 Inter-Agency Protection Capacity Training 

In 2014-17, the ProCap Inter-Agency Protection Capacity Training will continue with five trainings, to be conducted in 

French and English in different regions. The objective of the ProCap training is to provide mid-level professionals from 

UN organisations and emergency rosters with the skills to equip them to effectively carry out protection work in the 

field. The focus of the training is on protection analysis and strategy as well as attitudes and values which are universal 

in the effective protection of persons of concern in diverse situations. In 2013, the participation was expanded to include 

more mid-level staff from different UN agencies, in addition to standby partner roster members. The rationale behind 

the inclusion of UN staff members reflects the reality that standby roster members and UN staff need to work effectively 

as one team, and the ProCap Project strongly believes that joint training will help to strengthen the bonds and teamwork 

needed for an effective overall response. This model will be maintained in the coming four years. In 2013, ProCap piloted 

a training that focused on a single country context, the Democratic Republic of Congo. In 2014, the DRC training will be 

restaged and a second country-focused training for Syria will be held in Amman, Jordan. For 2015 and 2016, the Project 

will also conduct one or more trainings with a focus on a large-scale emergency. To ensure continued relevance of the 

ProCap training, the training materials will be updated in January 2014 in close cooperation with the Global Protection 

Cluster’s Task Team on Learning.   

 Ensure a knowledge exchange and critical analysis on protection  

To ensure sustained impact of the deployments, ProCap Advisers have a unique role in contributing to policy debates 

and transferring their knowledge. The ProCap Project remains committed to sharing analysis and lessons learned with 

Member States, UN Agencies, NGOs, members of the Global Protection Cluster and the wider humanitarian community 

through post-mission debriefing in Geneva, Rome or New York. ProCap Advisers also share their experience with mid-

level professionals as trainers of the ProCap trainings.  

The ProCap Project will, in cooperation with the Global Protection Cluster, explore additional options to capture the 

cumulative observations and recommendations made by ProCap Advisers. The goal is to enable lessons learning and 

follow-up to recommendations.  

 

 

 4. Governance, management and monitoring 

 

Further strengthening the Project’s governance and management model 
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The governance and management model of the ProCap Project has proven successful in ensuring inter-agency buy-in to 

improving collaboration, and ensuring that the Project remains fit for purpose. The ProCap Steering Committee, 

composed of ICVA, OCHA, OHCHR, UNHCR and Unicef, will continue to provide strategic oversight of the Project. The 

Global Protection Cluster and NRC have observer status while the Support Unit acts as secretariat. NRC continues to be 

responsible for the roster management and administration of the training programme, whereas the Support Unit fulfils 

management, fundraising and secretariat functions. In order to further strengthen the current governance and 

management model:  

 The ProCap Support Unit within OCHA and NRC are looking at reviewing processes and responsibilities to 

ensure a continuously lean management structure (by mid-2014) and ensure that the new strategic objectives 

are realised. 

 Other agencies will be invited as observers to individual Steering Committee meetings as appropriate, for 

instance when a deployment is hosted by a non-protection-mandated agency. 

Continuous adjustment of the Project’s strategic direction based on evidence 

The ProCap Project has continuously endeavoured to base the Project’s direction on an analysis of the deployments’ 

impact on the protection response and on affected populations.8 This has allowed the Project to react to changing 

protection needs and to changes in the protection architecture. To further strengthen evidence-based decision making 

in the Steering Committee, the strategy foresees the following adaptations over the coming four years:  

 In 2013, ProCap introduced a more impact-focused reporting system, which focuses on expected and observed 

outcomes of the deployment. The new report format allows for a more systematic analysis and follow-up in 

Steering Committee meetings. 

 As of 2014, priority countries for potential ProCap support will be defined and reviewed at each of the quarterly 

Steering Committee meetings. The Global Protection Cluster and ProCap Steering Committee members will be 

invited to present the current major system gaps and their analysis of situations that could benefit from a ProCap 

deployment. Based on this prioritisation, ProCap will approach country teams to develop a request for 

deployment. 

 

 5. Appeal for funding – budget implications 
 

The final estimate four-year budget will be provided in the final strategy document to be presented to donors 

beginning of 2014 to reflect the changes made following the donor consultation. 

 Indicative 2014-2017 Budget for ProCap deployments and the ProCap trainings (flow through to NRC): USD 

15’300’000 

 Indicative 2014-2017 Budget for the OCHA hosted ProCap Support Unit: USD 1’600’000. 

 

 

                                                 
8  External Evaluations: 2007, 2011. Internal strategic review: 2009. Internal Impact Studies: 2009, 2012.  


