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1. Rationale

International organizations such as UNICEF, Save the Children, and United Nations High Commissioner for Refugees (UNHCR) are gradually turning to what is referred to as a system approach in order to strengthen child protection efforts. As guided by the Convention on the Rights of the Child (CRC), the Protective Environment Framework[footnoteRef:2], the Medium-Term Strategic Plan[footnoteRef:3], the Core Commitments for Children in Emergencies[footnoteRef:4], as well as the Global Child Protection Strategy[footnoteRef:5] (2008-2018), the systems approach differs from earlier child protection efforts, which have traditionally focused on single issues such as child trafficking, street children, child labor, emergencies, institutionalization, or HIV/AIDS. Although such efforts have produced substantial benefits, this diffused approach often results in a fragmented child protection response, marked by numerous inefficiencies and pockets of unmet need.  [2:  Annex 1 - The Protective Environment Framework, set out in the 2002 UNICEF Operational Guidance Note]  [3:  Annex 2 - UNICEF medium-term strategic plan (MTSP), 2006-2009, as extended to 2013]  [4:  Annex 3 - Core Commitments for Children in Emergencies]  [5:  Annex 4 - UNICEF’s Global Child Protection Strategy (2008-2018)] 


Aiming at broadening the knowledge base on the notion of system, UNICEF HQ has commissioned Chapin Hall at the University of Chicago and the Child Protection Research Center (CPRC) of American Humane Association to apply the elements of system thinking to child protection and present a refined vision of the concept and value of a child protection system approach. A second piece of work has been contracted to Maestral International, consisting in developing and testing an analytic tool for mapping and assessing existing child protection policies, laws and services for adequacy and to identify obstacles and opportunities in implementation. In MENA, UNICEF Tunisia office is currently testing the tool in partnership with its national counterparts. 

In line with both the Regional Office Workplan (2010-2011) and the Regional Child Protection Implementation Framework (2010-2013), MENA intends to draw from and contribute to the global debate by furthering the promising initiatives undertaken by several countries in that field, and launch a comparative study on the lower tier of child protection systems. Indeed, the decentralised child protection case-management mechanisms are instrumental in making social services and or justice for children available to children and their families. Interface between the overall formal child protection system and clients, they play a unique role in extending the protective environment to children and their families. The study will document efforts aiming at establishing formal child protection mechanisms at decentralised level in five countries, compare and analyse the different approaches adopted in the region with regards to the provision of services and draw lessons from experiences, enabling counterparts (primarily governments but also UN agencies, national and international NGOs...) to take models to scale and reflect them into policies with the support of UNICEF country offices. At regional level, the study will foster cross-fertilization and possibly enable other regions to benefit from MENA experience. 





2. Purpose

In line with the Regional Office Workplan (2010-2011) third critical function aiming at positioning UNICEF as a knowledge leader on children and women, the Regional Child Protection Implementation Framework (2010-2013) prescribes a comparative study of the decentralised formal child protection mechanisms for children as victims, witnesses and offenders piloted in five countries, in close coordination with the HQ led global study on systems. The study aims at: 
· Improving mechanisms’ quality, efficiency, equity and sustainability
· Scaling them up towards country-wide coverage on the basis of the study outcomes and the lessons learned from the national studies in the region
· Fostering cross fertilization in the region and beyond


3. Key objectives

At local and national levels
· Gather normative framework, laws, policies, project proposals, evaluations, routine reports, strategic planning documents... pertaining to the studied decentralised formal child protection case management mechanisms in five different countries 
· Review and document child protection mechanisms’:
· Legal and normative basis: legal instruments defining the role of the mechanism as such and/or as part of a broader system, policies, standards, regulations, decentralisation/devolution policy documents
· Mandate: how are the role and the purpose of the mechanism defined? At what administrative level this process is taking place? How participative the process has been?
· Structure: which administration, line ministry does the mechanism report to? Oversight and supervision of the mechanism? Links with the national system? How is the mechanism organized? Organogram? 
· Capacity: staffing, qualifications of the personnel, duties, ratio staff/clients, infrastructures
· Funding: sources of funding, relation with national budget, budget analysis, budget allocation, budget management and monitoring
· Functions: what is the nature of the case decision making type of services being provided (assessment, investigation, referral, treatment, follow-up, placement...)? 
· Scope of work: who are the children benefiting from these services[footnoteRef:6]? What are the criteria used to select/accept children? What are the criteria used to discharge children once they have benefited the services? [6:  Violence against children, birth registration, child labor, child trafficking, FGM/C, children and justice, child protection in emergency, UXOs, children without parental care, children with disabilities, child marriage...] 

· Workload: number of interventions and children served disaggregated by gender, age, urban/rural and type of interventions, review of existing local and national statistics
· Monitoring and reporting: what are the systems in place, indicators reported against?
· Map other child protection actors at decentralised level including informal as well mainstream e.g. education, health, focusing on the links and the coordination between the mechanism and the other actors
· Conduct an evaluation of the performance of the mechanism using a SWOT analysis, focusing on efficiency, effectiveness, equity, sustainability
· Review reports, evaluations carried out on decentralised child protection mechanisms not part of the national study but of relevance due to the similarities with the mechanisms studied as part of this initiative (desk review)
· Based on the outcomes of the above, and in consultation with stakeholders, draft a scaling up national plan in view of increasing efficiency, effectiveness, equity of services offered nationwide

At regional and global levels
· Develop conceptual framework and research tools to analyse relevant documentation and data gathered from key informants at local, national and regional levels
· Discuss and analyse the five child protection mechanisms’ commonalities and differences with regards to their legal basis, mandate, structure, capacity, funding, scope of work, workload, monitoring and reporting systems, and actors mapping
· Review the five performance evaluations (SWOT analysis) in terms of efficiency, effectiveness, equity and sustainability
· Review reports, evaluations carried out on decentralised child protection mechanisms not part of the national studies but of relevance due to the similarities with the mechanisms studied as part of this initiative (desk review)
· Draw recommendations on the basis of the outcomes of the above in order to consolidate national scaling-up plans, reflecting priorities and approaches agreed upon with national stakeholders
· Disseminate good practices and lessons learned on decentralised case management child protection mechanisms at regional and global levels 


4. Methodology

· Five decentralized formal case management child protection mechanisms to be selected based on existing initiatives, information availability, UNICEF country offices’ interest and capacity as well as need for representativity i.e. social services vs. Justice for children. The following countries have been identified through a preliminary screening:
· Social services: Egypt, Tunisia, North Iraq
· Justice for Children: Lebanon, Yemen
· Five series of consultations at national level with:
· UNICEF national teams including child protection, social policy and M&E (semi-structured interviews, focus group discussions)
· government counterparts at central and decentralised levels (semi-structured interviews, focus group discussions)
· other child protection actors, focusing on those whose intervention occurs at decentralised level (semi-structured interviews, focus group discussions)
· clients and families as well as children that have not benefited from services (using standard ethical guidelines for gathering information from children, focus groups)
· Direct service delivery observation, when/where relevant and if appropriate
· Five staggered national studies to be consolidated into one regional comparative study
· Review of primary outcomes and scaling-up plans in consultation national and regional stakeholders (focus groups discussions at national and regional levels). Note scaling up plans will reflect priorities and approaches agreed upon with national stakeholders


5. Deliverables

At local and national levels
· Four series of consultations (focus groups and or semi-structured interviews) in each of the five selected countries with UNICEF team, government counterparts at national and decentralised levels, other child protection actors, and clients and families as well as children that have not benefited from services 
· One report per country including sections documenting and evaluating on the following elements of the child protection mechanism:
· Executive summary
· Legal, normative basis
· Mandate
· Structure
· Capacity
· Funding
· Functions
· Scope of work
· Workload
· Monitoring and reporting
· Mapping of child protection actors at decentralised level
· A scaling up plan of the child protection mechanism in view of increasing efficiency, effectiveness, sustainability and equity of services offered nationwide. Scaling up plans will assign roles and responsibilities among stakeholders

At regional and global levels
· One inception report including a desk review, methodology, framework and research tools to analyse relevant documentation and data gathered from key informants at national level, research plan and an outline of the final report
· Provision of on-going quality guidance and support for the national studies 
· One regional consultation with representatives of the five national child protection sectors 
· One report including an executive summary, and reviewing the five national studies, the outcomes of the regional consultation, analysing commonalities and differences, drawing recommendations on how to scale up child protection mechanisms in the five concerned countries, defining roles and responsibilities among stakeholders, and including good practices and lessons learned at regional and global levels


6. Timeframe

	Deliverables
	Phase 1
	
	
	
	
	

	
	
	
	
	
	Phase 2

	
	2010
	2011

	
	July
	Aug.
	Sept.
	Oct.
	Nov.
	Dec.
	Jan.
	Feb.
	Mar.
	Apr.
	May
	June
	July

	Regional level
	
	
	
	
	
	
	
	
	
	
	
	
	

	Terms of Reference, selection process
	X
	
	
	
	
	
	
	
	
	
	
	
	

	Inception report
	X
	X
	
	
	
	
	
	
	
	
	
	
	

	On-going quality guidance and support
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X

	Regional consultation
	
	
	
	
	
	
	
	
	
	
	X
	X
	

	Regional report
	
	
	
	
	
	
	
	
	
	
	
	X
	X

	National level[footnoteRef:7][footnoteRef:8] [7:  Country #1: Egypt]  [8:  Countries #2-5: Tunisia, North Iraq, Lebanon, Yemen] 

	
	
	
	
	
	
	
	
	
	
	
	
	

	Consultations with UNICEF team
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C1
C2-5
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	
	

	Consultations with government counterparts
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C1
C2-5
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	
	

	Consultations with other CP actors
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C1
C2-5
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	
	

	Consultations with children and families
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C1
C2-5
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	
	

	Service delivery observation
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C1
C2-5
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	
	

	National reports
	
	
	
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	

	Scaling-up plans
	
	
	
	
	
	X
C1
	X
C1
	X
C1
C2-5
	X
C2-5
	X
C2-5
	
	
	



Phase 1 (July 2010-February 2011):

	At regional level:

	At country level, in Egypt:

	· Terms of Reference, main consultant selection process
· One inception report including desk review, methodology, framework and research tools to analyse relevant documentation and data gathered from key informants at national level, research plan and an outline of the final report
· Provision of on-going quality guidance and support for the national study
	· Consultations with UNICEF team
· Consultations with government counterparts
· Consultations with other CP actors
· Consultations with children and families
· Service delivery observation
· National report 
· Scaling-up plan





Phase 2 (November 2010-July 2011):

	At regional level:
	At country level, in Tunisia, North Iraq, Lebanon, Yemen:


	· Provision of on-going quality guidance and support for the national studies
· Regional consultation
· Regional report

	· Consultations with UNICEF team
· Consultations with government counterparts
· Consultations with other CP actors
· Consultations with children and families
· Service delivery observation
· National reports 
· Scaling-up plans




7. Qualification and/or specialized knowledge/experience required for the assignment (lead researcher)

· Proven professional experience in the child protection sector (minimum 8 years), with a specialization on Justice for Children and or social services
· Extensive experience in assessment design, analysis and report writing
· Proven research and analytical skills
· Proven ability to lead a team of researchers, to provide direct and remote guidance and supervision, to facilitate training and consultative processes
· Experience of working in the Middle East an advantage
· Ability to engage and form effective working relationships with counterparts and clients
· Excellent writing and analytical skills
· Fluency in English, Arabic and French an asset
· Proven ability to work within limited time constraints in the preparation of high quality documents
· Proven ability to work in a politically complex, unstable and sometimes insecure environment


8. Ethical considerations

· Consultations with children and families will abide by standard ethical guidelines for gathering information from children including due consideration to issues of basic ethical principles, children’s participation vs. exposure to harm, culture and gender, vulnerable children, community participation, existence of support systems
· All study products, including data and reports, developed in the course of this consultancy are the intellectual property of UNICEF. The consultant may not share these products without the express permission of and acknowledgement of UNICEF 
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