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1.1 Overview

ince 2003, many governorates in Iraq have suffered from severe economic, social and
structural deterioration, which were difficulties to any inclusive and sustainable
development. The huge decline in overall economic performance, high unemployment
rates, lower productivity, and lower living standards. A noticeable percentage of the population
are now below the poverty line (where the national average is 16.5%)1. The Central Statistics
recently announced, there are seven million Iraqis live below the poverty line. More specifically,

the poorest provinces (SAD, Ninewa, and Kirkuk) across Iraq.

Then the liberation operations remained three years and caused huge losses in lives, private and
public infrastructure. These provinces have been suffering from continuous bombing operations
and ongoing terrorist operations until now, in addition to the deterioration of the social diversity,
especially with regard to religious and national minorities as well as sectarianism, which made
a great challenge in Community stability process. Until now, the effects of the war on the
population are still visible, whether through security movement or through government

operations and other humanitarian, economic and social impacts.

The international community has been working to support these areas and rebuild them,
economically and socially. It is a big challenge for organizations and Iraq government to reach
and support families to help them having access to their legal rights thus, strengthen Livelihoods,
community integration and peacebuilding programs. The HRP (Humanitarian response plan)
considered as best urgent plan to support the most vulnerable people. However, the HRP has
ended, National protection cluster which was leading the HRP with the direct support of OCHA
through IHF, is deactivated. In addition, Iraq has entered the new phase of the development and

the suitability.

Therefore, during the preparation of this long-term plan Justice Center is planning to adapt itself
with the new phase also to diversify the source of funding to support the Iraqi community in
their effort for the development and sustainability journey. JCI as a local organization with local

capacity has built strong relations with all key stakeholders and based on successful

' UNICEF/ IRAQ/ ANMAR/2018

Justice Center Iraq



implementation of previous of projects. Justice Center could improve its technical and HR

capacity to meet the international standers.

1.2 Development Strategy Plan Framework

The purpose of the 2025-2028 strategic plan is to present a clear vision of how Justice Center
that contributes to more effective and principled humanitarian actions for crises affected people
and the trends for the development and sustainability phase. JCI is panning to work in
Salahaddin, Kirkuk, Erbil, Diyala, Anbar and Ninewa provinces and reach 40,000 beneficiaries

through different activities across the provinces.

In 2019, the strategic plan was prepared in response to protect the ownership rights, advocate
for General and Child protection needs, building and developing youth and community capacity,
maintain legal rights through awareness campaigns, and support the promotion of livelihoods to
ensure community stability in Salahaddin, Kirkuk, and Mosul provinces. But this strategic plan
for 2025 to 2028, is dedicated to strengthening JCI for its effort of development and

sustainability.

Since 2019 up to now, we have succeeded in reaching 14000 direct and indirect beneficiaries
for many targeted areas in our detailed strategic plan, especially in Ninewa and Salah al-Din,

Kirkuk, and Erbil. Financially, we have managed a pool of grants equivalent to 3Ms US dollars.

The strategic plan for Salahaddin, Kirkuk, and Ninewa governorates includes the following

goals and objectives:

Goal 1: Social justice for all sectors of society, especially for the most vulnerable.

Objective 1.1 Advocate for, protect and realize basic human rights (through rights protection
and psychosocial signposting projects for 5000 direct and 30,000 indirect beneficiaries; with a
funding requirement of $350.000).
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Objective 1.2 Rights-based reform of the prison system, before 2023 (targeting up to 4076 direct
beneficiaries with a funding requirement of $350.000).

Objective 1.3 Increase the legal awareness of up to 5000 community members (with a funding

requirement of $350.000).

Goal 2: Improve the quality of life in rural and urban areas and developing the capacity of young

people to grantee their source of income.

Objective 2.1 Increase the economic empowerment of rural community householders and

improve indirectly the quality of life of people (with a funding requirement of $350.000).

Objective 2.2 Developing the capacity and skills of the young people and improve their
opportunity of the getting to the markets (with a funding requirement of $350.000).

Justice Center works tirelessly to meet the above needs, since the development phase and the
new trends towards the sustainability. Justice Center aims to deliver the above social
improvements across Salahaddin, Kirkuk, Diyala, Duhok and Ninewa provinces in the belief

that people of that areas are in need to capacity and economic empowerments.

All funding to date has come from international organizations and we have not yet received, nor
do we envisage receiving any funding from the public or corporate purses. But competition for
more limited funding is likely to increase and we believe that our impact for beneficiaries and
appeal to donors can be increased by working more collaboratively, going forward. Hence the

development of this is our first collective strategy.

To succeed in fulfilling our collective strategy as we acknowledge the need to invest internally
development of our organization. Therefore, the priority approaches are to fundraising and
collaboration with partners, over the life of the strategy. These are aligned with the “Justice
Center Partnership Evaluation Research”, that is done by the Grants & Partnership Consultant,

which came up with some recommendations.

The following recommendations respond to the evaluation findings and are structured in line
with the Partnership Principles.
1.  Equality
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e INGO to allocate increased time for consultations with local partner at proposal
design phase, to strengthen equality of decision making and joint ownership of
project.

e Where possible, partners to outline and share yearly schedule of the expected
release dates for calls for proposals to have better predictability, preparation, and
more timely consultations with strategic partners.

e JCI to implement a design workshop and action plan to proactively identify
priority and strategic programming before calls are announced as a way of

mitigating against tight proposal deadlines.

2. Transparency

e Define and implement a formalized schedule for regular meetings to track
spending, indicator progress and address challenges jointly.

e Partners to review donor communication pathways for each partnership and
assess benefits for increased interaction with local partners as a capacity building
exercise for sustainable programming.

e Both partners to strengthen grant opening meetings, recommended to have a full

day workshop with an increased focus donor and financial requirements.

3. Results orientated response.

e JCI and partners develop a partnership evaluation tool that can be used to assess
the partnership at the beginning and end of the grant. The assessment should be
conducted jointly by the M&E team from all partners to increase transparency
and accountability. The tool should include action points with assigned
responsibility to ensure accountability and application of lessons learnt.

e Hold joint grant closure meetings for all grants, to review challenges, share
success stories and lessons learnt. The M&E team can present findings from the
partnership evaluation during these meetings and together determine action items

for follow on grants.
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4.  Responsibility
e Accountability requirements, mechanisms and reporting pathways for each grant
should be more clearly defined at the outset of the grant, ideally at the grant
opening meeting.
e Training should be conducted at the beginning of the grant to ensure all partners
understand the relevant policies including safeguarding, finance etc. and

reporting pathways that they are subject to.

5.  Complementarity

e JCI develop a Strategic Capacity Building Action Plan to identify capacity gaps
and ways to address them. It should be shared with the partner, as should other
capacity building endeavors JCI is involved in to avoid duplication.

e Local and INGO partners should record and archive success stories, and share
them with partners, donors, community, and the government, through
workshops, reporting or information sharing mechanisms as a way of
demonstrating capacity and lessons learnt.

e More focus should be placed on capacity building to support the transition from
humanitarian to development and stabilization programming.

e Facilitate more purposeful learning exchange between partners, focusing not
only on capacity building the local partner but for also for the strengthened
capacity of the INGO, including putting a plan in place to strengthen their ability
to work with partners.

e Greater reflection and credit to be paid to partnerships and grateful practice to be
employed by both partners to strengthen future relationships.

e For strategic and ongoing partnerships, a formalization of the partnership would
add predictability and sustainability to the relationship, recognizing the shared

vision of the partners.

1.3 Challenges and Impediments

These circumstances have created an unacceptable and difficult reality for the ordinary people

of the provinces and contributed to many problems that still exist to date.
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The National Protection Cluster (NPC) deactivation and the termination of the HRP have had
an impact on the Justice Center works and funding. JCI was receiving noticeable fund from IHF-
OCHA. However, the right to nationality and identity documents for all Iraqis. All Iraqis should
be able to access civil documentation, wherever they are. Making public and reissue to
directorates in all governorates national directives allowing individuals without documentation
to access government services. Also, the mitigation of funds flow to Iraq has made a significant

impact on getting required grants to support JCI plan to implement its strategic plan.

1.4 Likely Trends over the Strategy Period

Political conflict between official parties and blocs, and between ethnic and family groups (and
other powerful actors, such as corporates in the private sector), is likely to continue and have a
clear deleterious impact on humanitarian results. Regarding economic trends, the absence and
slow growth of projects and investment in the provinces have played and will continue to play

a major role in worsening unemployment and keeping poverty rates higher than they should be.

Socially, the problems of dire economic need have led to an increase in social problems such as
community mistrust, divorce, early marriage, and social problems new to the area, such as
prostitution, drug abuse and begging. Much work will be required to repair a somewhat fractured

society.

As for technological trends, the lack of investment in technological development and the use of
modern methods has had a very negative impact on the life of citizens, in general. for instance,
government institutions are for the most part still using paper-based methodologies to process

most transactions and there is limited use of computers.

1.5 Scenarios and necessary strategic emphasis

Most likely scenario - 1

In line with the trends above, we predict a continued decline in the rates of general economic

performance, high rates of unemployment, low productivity, and low standards of living. These
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because of the failure of the Iraqi country to implement investment and development projects,
accompanied by a large fiscal deficit owing to a continued decline in oil prices, globally. All
these problems will have the greatest impact on segments of society that do not have fixed
economic incomes, especially on unemployed youth. Social and economic disparities will likely
increase with the emergence of a rich leading alongside of lacking access to protection of basic

human rights and services.

We believe that the first scenario will be the most likely, over the next three years, based on
available data and objective information related to the Iraqi reality. Therefore, we have planned
in the following sections predominantly for that first scenario but also considered important
actions that we might need to consider if the likelihood and impact of the other (more

challenging) scenario is to be reduced. Our strategic emphasis would therefore need to include.
Most likely scenario - 2

Most likely scenario of Economic empowerment and rights’ awareness for all, contributing to
the achievement of community justice and reconciliation, and improving the quality of life of
young people (by building their capacities and providing them with the necessary skills to

engage usefully in the labour market and confront any unforeseen economic crises).

1.6 Planning, Resources and Controls

There is considerable weakness in our strategic planning processes to date, despite the existence
of previously approved plans. Planning has tended to be project-based rather than departmental
or system-wide. That said, while work plans currently depend on the projects and programs
which are being implemented by Justice Center and linked to the donors’ work schedules, the
planning process is robust and effective, as evidenced by our ongoing ability to mobilize

significant funds from reputable donors.

Justice Center adhere to Iraqi accounting standards and has finance manuals in place. Our
financial system includes paper-based filing and the use electronic, off-the-shelf finance
systems, such as Quicbook for bookkeeping and financial analysis. Our senior management
conduct spot checks periodically, grant and budget reviews are conducted at least quarterly (and

more frequently at periods of high spend or project milestones), and all financial records are
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filed and stored appropriately. We are all audited externally, as a legal requirement and often

additionally as a donor requirement.

While we pride ourselves in our capacity to communicate effectively (internally and externally),
we do acknowledge that there is significant room for improvement in the areas of security,

change and knowledge management.
1.7 Strategic Technical and Skills Development

Justice Center has approved mission and vision statements and have developed recently this

detailed collaborative strategy and legally recognized and registered in Iraq.

Justice Center has a clear administrative system and policies, and has appropriate organizational
structures, based on the departments and administrative and technical divisions required to meet

the work objectives.

Justice Center has clear job descriptions for each role in the organization and has administrative
policies that include a transparent recruitment process. Justice Center has the necessary Human
Resources policies and procedures in place to ensure the setting of staff objectives and secure

archives of all staff records.

Justice center has other operational policies, procedures, and systems in place, sufficient to
manage prudently the following functions: administration and asset management; finance and
grants; procurement and logistics; risk management; monitoring, evaluation and documentation;
information and communication systems; and safety and security. We are continuously
developing these policies to keep abreast of global developments and adhere to best practice. As
one of the objectives of JCI’s partnership with INGOs is to transfer the worthy technical capacity
of the INGOs to JCI. As a result, our INGO partners have been providing technical and HR
capacity building to JCI staff and sectors in different modalities and to many sectors. The

capacity building included the program, MEAL, HR, media, legal SOPs, and caseload forms.

The capacity building was included trainings, SOP development, system recruitment, and policy
design. The folowing table includes the capacity buildings that Justice Center is planing to
achieve them during these three years of the Strategic Plan 2025 - 2028:
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Capacity Building Methodology | Sector/ System Impact
) JCI has online system to
System development Online FARM JIRA .
manage complaints
Policy & SOP ' o
Online FARM training JCI can use the system
development
. . . JCI lawyers improved
Staff skill & competence | Online Legal training ‘ . ‘
their capacity and skills
. . JCI lawyers improved
Staff skill & competence | face to face | Legal training
their capacity and skills
activities related field
Staff skill & competence | Online MEAL MEAL '
has improved
Staff skill and activities related field
Online Staff Security )
competence has improved
Policy & SOP JCI has its own SOP for
N/A Protection SOP o
development the legal activities
Policy & SOP JCI has its own forms
N/A livelihood case forms o
development for the legal activities
' o Staff related field has
Reporting face to face | Programme | training

improved their skills
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1.8 Strengths, Weaknesses, Opportunities and Threats

Collectively, we have identified the following internal strengths and weaknesses and external

opportunities and threats, and strengths that we may need to build on and weaknesses to address;

in addition to the opportunities to embrace and threats to mitigate against.

Strengths

Weaknesses

® Strong and distinguished relations with civil
society organizations on the one hand and
with local government on the other.

® Strong Partnerships with international
organizations.

® The existence of qualified and professional
staff in most specialties.

= Appropriate and integrated structures.

= Application of modern electronic software
in the workplace.

= Ability to work in different sectors.

= Easy access to target groups.

Lack of suitably qualified staff in some
geographical areas.

Weak training program, mainly through
international organizations (Donors).

Lack of use of modern technologies, in some
areas.

Leakage of competencies and staff turnover.

Opportunities

Threats

® Potential partnerships with international
organizations.

® Ongoing international  funding by
international organizations.

® Strong relations with local authorities and

key stakeholders

Political instability and political volatility.
Natural disasters.

Security threats.

Non-cooperation of government institutions.
Some cultural and tribal traditions.

Increased competition for decreasing funds.
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1.9 Competitive advantages and long reach.

Justice Center is distinguished by its good reputation and strong relationships in community
work, as well as its well-qualified, professional staff. Together and separately, Justice Center
has a very effective track record and can implement projects efficiently and at high levels of
programmatic and administrative work. It is believed that currently vulnerable adults and future
adults: equipped with a better understanding of their rights and responsibilities; given greater
opportunities to make a decent living; with knowledge of how best to resolve disputes and how
the laws of the land should be applied; and protected better at times of crisis, will be well placed
to contribute effectively to the rebuilding of their communities and a vibrant, respectful and
diverse Salah al-Din, Kirkuk, and Mosul. Over the upcoming three years, we intend to reach

approximate 80,000 direct and indirect beneficiaries spread as follows:

1.10 Planed Sector’s Coverage

Several international and local organizations are currently providing various services across the
provinces, but they do not cover the actual or total needs of the target population. As the primary
duty bearer, the Government of Iraq, is still unable to fulfil all of its responsibilities, across the
whole provinces, there is still needs for additional assistance, especially in the areas of legal
assistance, livelihoods, education, and social stabilization. As Justice Center strategy for the

upcoming three years, is more focus to intervene in the following sectors:

Sectors of Intervention

Sector Percentage | 2025 2026 2027
General Protection 50% 450k $ 450k $ 450k $
Child Protection 10% 50k $ 50k $ 50k $
Youth Development 20% 100k $ 100k $ 100k $
Livelihood 20% 100k $ 100k $ 100k $
Total 100% 700k $ 700k $ 700k $
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1.10 Strategy Monitoring and Evaluation

To address known weaknesses and capitalize on strengths and opportunities, Justice Center will

prioritize its achievement as below.

®  Empowering female executives and improving upward mobility.

® Making information readily available to all through online resource tools.

® Enhancing the management and planning skills to counterbalance tendencies to focus on
quick results.

® Providing greater development opportunities to all employees, of all grades.

= Strengthening loyalty to the organization, through a better considered retention program.

® Increasing team diversity (e.g. background, age, gender)

1.11 Strategic Financing and Fundraising

Justice Center works to build common strategies and implementation plans and to appeal for
funds as a local organization. This ensures that financing and resource mobilization are handled
collectively and are based on a through needs assessment, evaluation. At a country level, making

the strategic financing more effective, efficient, and predictable.

As mentioned previously, Justice Center is totally dependent on grants from international
organizations. Therefore, the projects that JC plan to implement will depend on the funds that
these international organizations are able to mobilize. However, JCI is planning to diversify the

source od the funding and adapt new modalities for its fundraising.

While we have not yet received nor do we envisage any funding from the public or corporate
purses, we may, over the life of the strategy, explore further the possibilities of fundraising from
the public, high net worth individuals, or even the private sector. What we believe is that
competition for rarer and more limited/tied funding is likely to increase. We also believe that
our impact for beneficiaries and our appeal to donors can be increased simultaneously by
working more collaboratively, going forward. Henceforth, JCI will put as the priority of its

strategy.
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1.12 Coordination and Collaboration

The main stakeholders that JCI potentially will engage and work with them are outlined in the

table below.
Stakeholders Analysis
Members of the Iraqi| They are important for JCI as legislative body in Iraq that makes
Parliament laws or amends laws which affect the lives of beneficiaries.

Members of the Provincial

We need them as the highest legislative authority in Salah al-Din,

Council Kirkuk, and Mosul provinces, as they can legislate regulations that
relate to the lives of beneficiaries.

Members of the local| We need them as the executive body of laws and regulations related

government to the lives of beneficiaries.

Judges and lawyers

We need them as partners on many legal fronts, for human rights

protection and for legal education of the community.

IDPs and returnees

We need them as the target audience for planning and

implementing projects and programs.

Rural and village resident

We need them as our target groups for our future projects.

Young people

We need them as our target groups for our future projects.

Civilian activists

Civilian activists promote various projects and put pressure on the

government.

Local  civil society

organizations

Promote various projects and put pressure on the government.
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1.13 Translating the Strategy into Action Plan

Where our operational action plan is developed into specific projects, and capacity building

programs for specific donors. And our planning consist of two parallel streams, as follows:
First line: required capacity and skills of the sectors and programs are achieved.
Second line: details of the tasks, timing, dependencies, milestones and staging of the project.

Third line: includes the detailing of the financial budget in accordance with the project activities

and the required expenditures.

1.14 Result’s Framework and Review

The follow-up, monitoring and evaluation of our projects are the building blocks to achieve the
overall objectives of the strategic plan. Therefore, Justice Center will track the progress of the

implementation plan as follows:

Process evaluation: Tracking whether work has been completed on time and to the approved
budget (usually carried out weekly/monthly, then at an advanced stage of program

implementation and again when the entire program is completed).

Outputs Evaluation: Identifying the extent to which the organization has accomplished what it
planned, subject to quantitative measurement and over a specific time frame (for example, how

many beneficiaries were served or how many courses were delivered).

Outcomes Evaluation: Evaluation of the intended results to determine the achievement of a
particular program and the level of success achieved by the organization over the longer term,

(with impacts being felt and measured over an even longer time frame).

Impact evaluation and strategic review: Impact evaluations will be less frequent and
commissioned as and when M&E budgets allow. We will review progress against the strategy

annually (as individual organizations and collectively) and make adjustments accordingly.
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To measurer what is achieved from the planned objectives, JCI considers the following tasks:

e Identifying appropriate criteria for the M&L process.

e Gathering relevant information for the monitoring and evaluation process.

e Analyzing the data to generate the findings that indicate the achievements.

e [llustrate conclusions, making recommendations and indicating the trends and deviations.

e Executing modifications and enhancing the strengths.

e Feeding the follow-up system with the information gathered and reviewing goals of the
assumptions on which the strategic plan was based.

e Preparing periodic reports on the results and lessons learned.

e Certifying the next strategic plan considers valuable lessons learned.

1.15 Risk Mitigation

Risk = Mitigation

Political |®= Maintain straight and neutral relationships across all political parties.

conflict. | = Maintain straight and neutral relationships across all other parties (e.g. ethnic,
religious, and political).

® Raise awareness of humanitarian intentions and mandate to political blocs.

® Avoid political bias and conflicts at all expenses.

® Prepare for further conflict-induced displacement

Structural | = Remain for vulnerable cases, such as children, due to the absence of one or both

barriers parents or missing civil documentation of the parents themselves.

) = Same procedure as for manmade disaster/war
Natural disasters

Limited |®= Designing effective policies to manage funding and available resources to achieve
cash the highest degree of economic and social benefits.

® Reduce unnecessary expenses.

= Use of advanced information technology and reducing occupational inflation and

excessive employment in administrative posts.

® Expand community involvement and other CSOs in projects.
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