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1. Operational Framework







(Remark: the name Bam means the city and it’s surrounding, otherwise the name Bam city is used).

1.1. Origin of the SOA
Iran being located in the active Alpine-Himalayan seismic belt is an earthquake prone country. 

On 26th of December 2003 in the morning hours there was an earthquake with the scale of 6.6 on Richter in Kermala Province, Islamic Republic of Iran. The epicentre was in Bam, a town in the desert at the historical Silk Road, 1000 km from Teheran. 

The Islamic Republic of Iran is faced with a big humanitarian crisis. This made it necessary for CI and its member organizations to become active and to support as much as possible and needed.

1.2. Reason of the Appeal
Because of the size of the disaster, CI and its member organisations decided to set up an Emergency Response Support Team (ERST) aimed among others at assessing the medium and long term needs of the victims and planning adequate responses in the field of emergency relief as well as for shelter, rehabilitation and reconstruction.

After having assessed the situation and possibilities, the ideas and the capacities of the local government as well as the needs and perceptions of the inhabitants of Bam, Caritas Switzerland decided to come up with a proposal containing a long-term reconstruction programme of private housing in Baghchamak, including the reparation of the irrigation system and other social and structural aspects of the village. Reconstruction can never erase the loss of natural disasters but it can enable people to restore the life and meaning of their community. Therefore a home with durability over a long time is of great importance.
2. General framework of the project





2.1. Basic points to be considered in earthquake prone areas

Not an earthquake kills people but buildings do. Therefore a proper and high quality and durable reconstruction work is essential. To achieve an anti-seismic structure after reconstruction of a damaged area, the following principles have to be considered:

I. Site selection

Local geology, seism tectonic, socio-economic and cultural aspects have to be taken into account. As far as Bam is concerned the government decided to reconstruct the city as well as the surroundings at the same site again except from some small parts in the city, which will be turned into memorial parks. Especially the economic aspects supported the idea not to relocate the area, as people are depending on date cultivation and their plantations are often situated in the city and the compound itself.

II. An anti-seismic design

All new structures should be designed against earthquake. In this regard there are different ways of reconstruction with their advantages and disadvantages.

III. Construction material

The quality and environmental capability of construction material is a very important element in an earthquake resistant structure. High quality construction material should be used in order to assure an anti-seismic construction. Furthermore the material has to be accessible to give people the opportunity to be able to repair in case of a later damage and to have the possibility to extend their houses at a later stage. There should not be any restriction on choosing the most suitable material.
IV. The construction work

The construction work should be done either by certified construction companies or by trained people under the direct supervision of certified engineers.

V. Quality and supervision
Quality control and supervision of all the above mentioned principals is the key element to successful reconstruction. Therefore training of personnel, organizations and people involved in reconstruction work is highly needed.
2.2. The governmental structure concerning reconstruction in Iran
The Natural Disaster Headquarters (NDH) under the Ministry of Interior in Iran is responsible for policy, guidance, supervision and coordination of disaster and post-disaster activities including reconstruction with the cooperation of all respected government agencies. The direct supervision as far as reconstruction is concerned is under the Housing Foundation of Iran (a semi-governmental organization) and the Ministry of Housing and Urban Development. The management takes place on a minister, province and local level.

Caritas Switzerland and Cordaid received the permission to start working in the field of reconstruction in Bam from the Housing Committee on February 5th 2004. The MoU with the village names mentioned in it was signed on February 13th 2004. For the registration as an international NGO working in Iran, the national level has to be addressed to. This will be followed up in the coming days.
3. Framework in Bam








3.1. Bam before and after the earthquake
Before the earthquake the city of Bam had around 120’000 inhabitants and the surrounding villages approximately 200’000. According to Iranian authorities the disaster caused 41’000 dead and 30’000 injured persons. A lot of inhabitants from town moved out to surrounding villages to stay with relatives or went even further away. Less people left the villages. It is estimated that up to 100’000 persons are homeless.

Before the earthquake Bam has been a lively city, which boasted an ancient fortress, attracting tourists from all over the world. The monument of Arg-e-Bam from the 16th century was the biggest clay brick monument worldwide and is in rubbles since the 26 December 2003 disaster, also depriving the city of one of its main sources of income. The most important economic factor is agriculture. The plantations of the Bam oasis produce excellent dates, which are known region-wide and have been exported abroad. The aftermath of the earthquake seriously jeopardizes the production of dates as well as oranges this year. Big parts of the irrigation systems, the so called “qanat” (the system invented in Iran is 2500 years old), which carry spring water from the nearby mountains to the plantations are destroyed. Also packing and refrigerated storage facilities have been damaged.  

During the last ten years the authorities have established the production facilities for high-value added goods near Bam, by creating a special economic zone, which includes a car factory and a variety of services (e.g. banks). These industries have not suffered much physically from the disaster but now also lack workforce, due to the large number of casualties during the disaster. To restore the economic production in the Bam area will pose a great challenge for the future.

But Bam has also been a city with big social problems: Isolation, poorness, unemployment (21%) and drugs. It is said that 30% of the population in Bam are addicted to opium. A lot of educated people tried to leave the place and especially half nomads (Baluchis) were settling in Bam.

A massive reconstruction effort will have to restore the housing facilities of the population. The majority of the affected population lives in tents, even in cases where houses only have a minor level of destruction. People are afraid of going back to their houses, also if it is just to have a look from inside. The amount of aftershocks makes it difficult for them to regain faith in this respect.
3.2. The traditional way of living in Bam
Iranian houses, no matter if they are in a city or a village, are always surrounded by a big wall in order for people not to be visible from the street or neighbours. The living space is always introverted. Mostly the houses are built around a small inner courtyard where owners plant date-trees or have a small garden. House and garden are private space where women can be without veil. 

At earlier times houses were separated in a female and a male area. But in Iran the demographic situation changed very fast in the last 10 years (today 2/3 of the population are younger than 30 years, half of the population is younger than 20 years). Therefore also the traditional rural society with extended family structures changes more and more into an urban and modern society with individual orientations. Although the separations are still seen in some houses, it is not the main way of living any more. 

The inside of the houses in Iran is usually very scanty. Life takes place on the ground covered with carpets and pillows. This is not only a question of finances but mainly one of space. Therefore one room has several functions (sleeping, living, dining area). 
3.3. The traditional way of building in Bam
The kind of construction in Bam is in accordance with the climatically and traditional conditions of the area: the houses and gardens are protected against desert storms by big walls. The thick walls (60 – 100 cm), which are used to build houses, are protecting against heat as well as cold. Clever systems for irrigation and air ventilation are enabling people to live in healthy and comfortable conditions. But with an earthquake like the one from December 03 the houses collapsed like a chart house as there were almost no cross beams in walls and ceilings.

In Bam one still can see arch and dome shape roofs, which gave the area a very special characteristic. It used to be the traditional way of building in some villages as well as in parts of the city. This kind of roofs serve as a good air-condition, although in summer-time life often takes place outside if the desert storms allow it. 

3.4. The local framework concerning reconstruction in Bam 
I. The local authorities

The programme has to be carried out in close cooperation with the local authorities and on a regular mutual exchange. This fosters the acceptance of the project and helps to learn from both sides. The permission to start reconstruction work in Bam is signed by both parties (from the government side on a district and provincial level), but the subject of the registration of Caritas Switzerland as an NGO working in Iran is still open.

The Islamic Republic of Iran is willing to pay a non-refundable amount of money as well as a loan to people in Bam in order to support them to be able to start reconstruction. The non-refundable amount will be paid to everybody in Bam affected by the earthquake. The loan will be reduced or skipped according to the external support (NGOs, other international and local players). 

II. Selection of beneficiaries

· The government decided that all inhabitants in a village will have to be included in reconstruction work. Furthermore they intend to give the responsibility for one village to one organization only in order to avoid different standards and approaches in the same village. The only exception is the Imam Khomeini Committee which was cooperating with the most vulnerable families before the earthquake already. Therefore they have the authorization to work in all villages, covering the needs of the poorest families (average 10% of the number of families per village). Still there is the criteria that just families which were inhabitants of Baghchamak before the earthquake already are included in the project. 

Furthermore concerning paid or mainly paid labour work there will be a special focus on the following target group: 

· Female headed families, which cannot generate income.

· Families with an injured or handicapped head of family, which is just partly or not at all capable of working.

· Single women (with or without children).

In those cases where the residential building was used for non-residential purposes, for the time being, no assistance will be given to the owner of such a house. The beneficiaries will be identified strictly on the basis of “living-house-replacement-needs”. Still there is a question open concerning the houses which are not destroyed at all (4 of them in Baghchamak). It has to be checked by an engineer if they are earthquake resistant already or if they can be reinforced to become earthquake resistant. 

Traditionally people in Bam are living in extended family structures. Therefore the term family is not easy to define and might change according to whom you ask. This is important as the size of a house might chance according to the number of family members. Therefore it is essential to establish good cooperation with local authorities: the Shora and the Housing Committee. They will present a list of inhabitants, which will be checked family by family by Caritas Switzerland again also in order to get knowledge about the social structure of the village. This cooperation guarantees a high level of transparency and accountability in the program implementation.

After the final confirmation of the local authorities there will be a MoU with each beneficiary including the restriction on the transfer / sale of such houses for a period of three years. According to a national law all houses will have to be insured and taxed. Caritas Switzerland is checking the possibility of an agreement between Switzerland and the Islamic Republic of Iran in order to be released from taxing of the houses.

III. Focal point for UN in the sector of shelter / reconstruction
Caritas Switzerland is the UN focal point for shelter and reconstruction in Bam. This enables Caritas Network to be permanently updated with the latest news coming from the authorities, UN or from the international community. The coordinating assignment offers Caritas Network the opportunity for actively participating on a high level in the reconstruction process.

4. The project of Caritas Switzerland






4.1. Aims of the project

It is fundamental to guarantee that from the start of physical reconstruction, earthquake resistant techniques and standards are included in the plans; that greater technical support and supervision of commercial and family reconstruction process is offered; that on-site training programs are implemented and are aimed at men and women participating in the reconstruction process; that the local habit and tradition is respected and the maintenance of appropriate urban planning is taken into consideration. 

The specific aims of the project of Caritas Switzerland in Baghchamak are:

· In the village of Baghchamak 265 private houses are reconstructed or rehabilitated and people have returned to their houses.

· The irrigation system is cleared from rubble and is repaired.

· A social cohesion in order to establish community participation for the reconstruction work is created. 

· Know-how is exchanged and local expertise in the reconstruction work of earthquake-resistant building is created (skills training). 

· The local characteristics in the reconstruction work are matched. 

· The living condition of inhabitants of the village of Baghchamak has improved in general.

4.2. Timetable of the project
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4.3. The village of Baghchamak

I. The situation in Baghchamak

The village is western of Bam city bordering the desert on one side and a small river on the other side.  Before the earthquake there have been 284 houses and approximately 1800 inhabitants. Most of the houses are totally destroyed. It is a village built in the typical regional way: spacious groves of dates and many historical houses with dome shape roofs and built with clay bricks. Just very few houses are done with new bricks. 

The economical bases in Baghchamak were the dates, which were cultivated with an irrigation system that is typical for this region. Because of the earthquake the system is party broken and mostly covered by rubble. Almost every family in Baghchamak owned some land for dates and cultivation; some also had cattle, but mostly for self-sufficiency only. 

II. The standard of reconstruction work
In setting up a standard for reconstruction it is important to first have a detailed look at how the situation in general was predating the earthquake: what were the social and economic objectives in the region, which was the traditional way of construction and why, which were the mistakes and what are the lessons learned. Secondly an assessment of the ongoing situation has to be done: what is the traditional way of living, what are the weather conditions and what are the needs and expectations of the local population. Thirdly the resources have to be considered: which material is locally available (in order to enable people to enlarge their houses or repair them if necessary) and which knowledge is available or can be trained. For all points it is important to merge with the culture, climate and life-style of communities as well as apply a disaster-resistant technology that is seismic-resistant as well as resistant against strong desert winds as a preventive measure. Only this guarantees to structure reconstruction around a local demand. 

As the government of Switzerland plays an important role in earthquake resistant building worldwide, Caritas Switzerland invited several architects and engineers, which are involved in any sort in the field of reconstruction in Bam for a meeting. The aim was to agree on a common and coherent approach and to harmonize ideas and perceptions as much as possible. Caritas Switzerland will work in line with these common elaborated standards. The following list is the analyses of the construction in Bam and the suggested approaches and solutions in order to avoid the same mistakes and weaknesses:
a. The design of a floor and house plan

One of the biggest mistakes beside the construction itself is the design of the floor plan. Because of the vibrations and therefore the static pressure the following basic rules have to be considered: 

· Windows and doors have to be placed in the middle of the wall (stability).

· Windows and doors should be placed in the same way (i.e. opposite each other).

· Asymmetric buildings (like L or U) might be used but are not the best solution. 

Solution: The above mentioned aspects are taken into account while creating the outline. The design is a nucleus with the possibility for owners to extend on a later stage if they have the necessary resources. The minimum size according to the national standard in rural areas is 60 sqm, in towns   100 sqm. The idea is to dimension a house of the project 60sqm but with a smaller size for families under 4 persons. This is still under ongoing discussion with the government. 
b. The foundation

If there have been foundations, generally they were done in a proper way. 

Solution: The foundation has to be higher than the ground outside (because of water) and it is important that it is done deep enough (around 60cm); especially in Baghchamak, as the soil is soft because of the nearness of the river and the village is built on two hills (angular building sites). Furthermore the mixture of the concrete has to be supervised very closely. Bam is an extremely dry area (humidity under 30%). To create a good quality of the concrete the material should not dry too fast. Therefore the watering has to be monitored. 

c. Thick walls and the effect of heavy roofs

Bam is located in the hot desert land. In order to protect homes against high and cold temperatures, the walls and roofs were built -for insulation purposes- very thick and therefore heavy. The majority of the houses were totally destroyed because the amount of material for the roofing was too heavy for the improper design of the houses with a flexible construction.

Solution: There is no equally effective possibility to protect against heat and cold at the same time in such an efficient way than building thick walls. Thick mural-work (30 to 60 cm) can be earthquake resistant if there is reinforcement every approximately 60 cm that is connected from the basement to the pillars and the ceiling. At the top of the walls there will be a ring-beam reinforcing the whole structure. This gives a stable structure that - during an earthquake - will move as one entity and therefore not break apart.
d. The bond between the different building parts

Indispensable for a sustainable construction is a proper connection between the different material and the different parts of the building. This was not the case in Bam; especially the welding work was very poor. 

The connection of the bricks was done with a mixture of clay, hay and often excrements from animals. The climatically and traditional conditions also today, still determine the way of construction. In some few cases steel beams were used which created a very dangerous combination of flexible steel frame with a stiff cladding, as the walls were not reinforced and therefore there was no connection of the two materials.

Solution: As the welding work is poor and the error ratio is high, the model of an iron-skeleton has to be checked very closely. The risk that it will be done in an improper way it high, in particular because of the connection between the reinforcement of the walls and the skeleton itself. Therefore the solution with concrete reinforcement seems from a technical point of view more suitable for vertical as well as horizontal earthquake loads. 
e. The roofing

Bam, specially the villages, had a lot of dome shape roofs that often collapsed because of the weight or the weak walls. 

Solution: It is possible to do the same shape again in an earthquake proven way by using prefabricated steel-nets or concrete and cover them with local bricks. However, the additional work is considerable, it is more costly and people of Bam do not trust this kind of roofs anymore (although the problem was not the shape of the roofs but the weak walls). Therefore it is more reasonable to strive for a common solution with a flat roof with reinforced concrete beams and an air condition. For isolation reasons the reinforced concrete roof (12 cm) will be covered by a thin layer of a clay-hey mixture. To prevent ponds of water on the roof and consequent leakage (although the average rain in Bam is less than 250 ml a year), the roofs must be laid with a minimum slope and must overlap the walls on the edges. Still, the solution with traditional roofing (or partly traditional roofing) can be checked individually with the respective owners of a house as the traditional way of building harmonizes very much with the environment.
f. The height of a building

An important factor for the risk of a building is the height. The higher the building, the bigger the sideways amplitude of the upper floors is. If the connections between the ceiling and the supporting structure are not done in a proper way, the ceilings or the respective beam knock over the walls and fall on the subjacent floor. This activates a chain reaction. In Bam City some of the buildings are totally destroyed for this reason, in villages the traditional way was a one-story building, therefore the problem came up just very rarely.

Solution: Although the buildings in villages have been one story building mainly, the house has to be strong enough for a second floor as this might be the intention of an owner one day. 
g. The quality of the material

Often simple bricks of air-dried clay mixed with hay (Adobe) or fired bricks were used. Mostly there was neither a steel frame nor a concrete structure as both are costly. 

Solution: Another matter that must be dealt with is the use of proper construction materials, the availability of the same and the environmental impact of using certain local materials. Looking at the condition of the area, the construction with Adobe-bricks would sound very interesting. Unfortunately the quality of the Adobes in Bam was very bad (not enough hey and therefore lack of structure) and people are not very familiar with this production any more. Additionally the drying in the sun is quite time-consuming. Therefore it makes more sense to use fired clay bricks (21/11 cm) that are of better quality and also have a greater tradition in Bam (there is production in Baghchamak itself as well as in neighbouring villages). Some of the old fired bricks can be used again, as the material itself was from good quality but the connecting material was bad, the bricks just fall apart but did not break. It is a long and intensive manual labour to clean them but it will be worth it as the material partly could be reused again.
h. The quality of the work

In Bam there was poor workmanship and lack of supervision. 

Solution: A training component as well as a close monitoring of the work by professional people is essential (see training component). In order to make sure that people involved in the reconstruction process are able to understand the way and the sensitive parts of the construction of an earthquake resistant house, Caritas Switzerland will built one first house as an example. Different stages of construction will be visible and trained people can explain to the population how the process works. If all houses in Baghchamak are completed, also the “example-house” will be finished and will be used as a community centre for the village.
III. The project implementation

In order to plan a long term and coherent programme it is important to define priorities, goals and a reconstruction strategy. To be effective, these policy elements must be based on the needs of those affected; it must be accepted by and appropriate for them. By including the population and the local authority the program will become more solid and gives the possibility to mitigate activities in the community with the participation of a local process. 

a. The working structure in Bam

As seen in the attached organisation chart form Caritas Switzerland in Bam, some work can be done by beneficiaries; other specialized parts have to be done by professionals in order to guarantee quality work. One international and one local engineer / architect are sharing the cooperation with the specialized supervisor (social worker, foreman and engineer). The social worker will be responsible for communication, motivation and coordination of the different activities in Baghchamak. The engineer is in charge of ordering reconstruction material (together with the international delegate), logistics as well as quality control of the material after arrival in Baghchamak and the distribution to the beneficiaries. The foreman will have the supervision and guidance of the team leaders. Each team consist of minimum 5 persons responsible for a certain part of construction. They will fulfil the work at one house and then move to the next one and so on. This will be in cooperation with the beneficiaries and inhabitants. The rotating system guarantees that the work will be carried out in a professional and well-known manner, as also their experience will increase house by house. For the time being one structure like above is foreseen as -because of the rubble and the arrival of building material- the reconstruction cannot start at once with all houses. If necessary a second structure in the same way can easily be set up. 

b. Community participation

Community participation in rehabilitation is an empowerment process, which will enable the community to contribute to decisions and implement the reconstruction and rehabilitation programme in accordance with its priority and choice. It will also make the implementation agency more accountable for the quality of the implementation and it is the most cost-effective method. 

Removal of rubble: New houses will be rebuilt at the same site as the old home; therefore removal of rubble is necessary before the process of reconstruction begins. It will also take into account the environmental aspects and proper utilization of rubble by recycling i.e. the clay bricks which can be used for the walls around the compounds at a later stage or even for the walls of the houses yet. It is important that this work is carried out by the beneficiaries as it supports their social and psychological recovery. However there are quite some sites, which cannot be done by handwork only, but which need support of bulldozers in order to tear down the rubble and not just level, but clear the site (important for a proper basement). The cleaning in Baghchamak is ongoing and is at a quite reasonable stage already. 

The irrigation system: An important aim is to improve people’s resilience and food security through diversification of sources of income-generation. As Baghchamak (like entire Bam) is depending on date’s production and almost all the trees survived the earthquake without any damage, priority should be given to investment in irrigation systems. From April on the palm trees need to be watered at least every 10 days in order to yield fruit from September on. If this will not be the case, inhabitants are going to be depending on outside support for another whole year. Therefore the cleaning and reparation of the irrigation system has a very high priority. It will be done by the community - if necessary supported by heavy equipment and expertise from Caritas Switzerland - as a first contribution in the reconstruction process. Being able to cultivate their land, there will be no loss of rural employment and people do not leave the area for economical reasons or are even coming back. 

Reconstruction of collapsed houses: Because of the earthquake many people became homeless. They lost their source of living and sense of security supported by the multiple aftershocks. A new understanding has to be created after the earthquake, which is to build the homes safer than before. This has to go along with a maximum possible participation of the people on a self-help basis with technical support and assistance from architects and engineers provided by Caritas and the Swiss government. 

Caritas Switzerland puts a strong emphasis on community participation in the reconstruction of private houses for mainly three reasons:

· For the moment inhabitants of Bam are afraid to move back to their houses, although if their house shows just a minor destruction level. Therefore they have to gain faith into buildings again. By involving communities in the actual process of construction it will instil a sense of security and confidence among them. It will also expand the local knowledge base and capacity for implementing such a programme and possibly generate income at a later stage if trained people can allocate their expertise. 

· For the time being people in Bam are often lethargic. The situation gives the impression that mourning paralyses them although they remarkable more active after the accomplishment of the 40 days of mourning. Including them into the program provides a motivation to intensify working. This is also one reason why Caritas Switzerland starts with the reparation of the irrigation systems, which gives the population of Baghchamak in a short time a success experience.
· The self approach is in the line with the government. The non-refundable amount of money should give the responsibility to take over parts of the reconstruction themselves and to regain self-responsibility. 
c. The training component

In Iran there are a lot of libraries containing books about earthquake resistant construction. Since 1989 Iran has construction rules in earthquake resistant ways. In Teheran there are the most skilled engineers in the region. Nevertheless things like in Bam can happen. Social hierarchy, indifference und bureaucratic hindrances block the needed transfer of knowledge in most of this earthquake prone country (in Ghaen i.e. an earthquake in 1980 caused around 1500 death, a second earthquake in 1997 again 1500 death, because of lack of reconstruction in a proper earthquake resistant manner). Therefore it is important to link institutions among themselves and with interested and involved people. 

The Swiss government is organizing training in earthquake resistant building with the province of Kerman. In this programme Baghchamak will be included as much as possible and reasonable.
4.4. Coherent response to the situation in Baghchamak

Reconstruction work does not only affect houses. The mandate of reconstruction and rehabilitation goes beyond the immediate priorities of earthquake reconstruction and pursues broader social and economic issues impinging on the household- and community-level development and empowerment. 

It is the reconstruction of a community as a whole. The approach of Caritas Switzerland is to create a multi sector programme, aimed at rehabilitation of the people affected by the earthquake through provision of housing, social amenities and infrastructure. This will be realized by involving people and representative institutions in the decision-making process as well as in the implementation in order to ensure the principle of equity and empowerment. 
I. Swiss Development Cooperation (SDC)

SDC will provide human resources and expertise in form of technical training and guidance and technical supervision. An active dissemination of these construction technologies among people and also an institutionalised mechanism for technical inspections and quality audits will help to have a professional outcome of the project. 

The main responsibility of the training component will be under Caritas Switzerland, but the structure will receive a strong support from SDC.
II. Social support

Affected people not only need shelter, food and emergency supplies but they also need mental help. Therefore a social worker who also supervises the developments in Baghchamak as a village representative from Caritas Switzerland will be employed. The presence aims to support the inhabitants and their will to overcome the disaster and its devastating effects and re-establish the population’s emotional well-being.

4.5.  Risks and hypotheses
The Islam of the Shiites is essential for the national identity of Iran. Based on its history (with the battle of Kerbala) the country has a cult of victim hood that is celebrated every year and is also reflected in the political culture. Based on this perspective the country feels often misunderstood from abroad and as a victim of foreign injustice and propaganda. Therefore the work of a foreign NGO like Caritas Switzerland/Network is not easy and all the official steps have to be carefully considered in order not to risk any inconveniences. 

Reconstruction is a national responsibility in the sense that the country must necessarily face the consequences of the disaster on the basis of its own resources and abilities. Nonetheless, external cooperation can be needed in a subsidiary way. The Islamic Republic of Iran experienced in the past century more than 130 strong earthquakes with a magnitude of 7.5 or more. Including the disaster in Bam, 21 large earthquakes have claimed more than 140’000 lives, destroyed many towns and hundreds of villages. Despite Iran’s vulnerability to earthquakes it is the first time that so many international NGOs are welcomed to stay also for a longer period (like the permission to start reconstruction work shows). However the openness still might change: Iran is since the election of Mohammed Châtamî 1997 in an area of tenseness between reformers and adversaries of this movement. The situation might get even more intense with the elections on February 20th 2004. Foreign NGOs working in Iran might get the request to leave the country without being able to finish their work. 

The community participation is an essential point in the programme. As explained above there are many points why this has to be an integral part of the project (the excavation of the basement and the walls will be done by themselves). However, self-initiative for the time being is not very big. Therefore a lot of motivation work is needed which is a difficult task to fulfil. Additionally there is the problem of families, which cannot provide labour because i.e. it is a female-headed household. It is difficult to judge at this time if the community will be able and willing to support these families with unpaid labour. To motivate and increase the readiness to participate, Caritas Switzerland decided to start with the reparation of the irrigation channels. This is a project where the whole community can participate and profit and therefore might help to create cohesion for future work. 

Furthermore reconstruction in an earthquake resistant way needs professional expertise. Beneficiaries will be able to carry out some work and to assist, but still there will be parts of houses, which have to be done by paid professional labour. 

As houses will be built on the same spot they were before, the land use planning has to be taken into consideration. Therefore abstracts from the land cadastral survey should be provided. The ones that were kept on a district level are buried under the rubble. There were some, which were registered on a provincial level, but nobody kept track on demesne, which was hand over. Therefore a solution in accordance with the Shora and the local authorities has to be found in order to clarify the land tenure.

Experience shows that prices of material labour might increase rapidly after emergencies where reconstruction is a main issue. This could also happen in Bam, considering that the material loss is between 90 to 95%. This is still depending on how many actors are entering into sustainable reconstruction. 
4.6.  Likely extension of the project

As more and more players are showing up in the filed of reconstruction in Bam, Caritas Switzerland decided to sign the contract with the local government for two villages. As mentioned above the first one is Baghchamak, which is described in the SOA and where Caritas Switzerland will start working immediately. The second one is Pakam, a village with 135 houses. Pakam is bordering Baghchamak and has therefore the same characteristics and social structure. If it is feasible, Caritas Switzerland would like to start working in Pakam as soon as possible. 

Additionally there might be follow-ups i.e. in the field of providing assistance for agriculture, industries or small businesses in order to regenerate livelihoods for people in Baghchamak as well as revive the local economy.

5. Monitoring of the project through Caritas Switzerland



5.1. Presence of Caritas Switzerland in Bam

Caritas Switzerland will employ an international delegate as its representatives in Bam. He will be responsible for monitoring as well as for coordination within the Network and with other local and international players. Additionally an architect who was present in the assessment already will accompany the programme and provide the necessary expertise. 

Furthermore a team of local people will be composed. This includes a translator, a driver, an administrative assistant and the entire reconstruction team in Baghchamak. The close supervision for reconstruction will be done by a local civil-engineer. 

In order to support Caritas Iran in their structural process, a trainee will be part of the team of Caritas Switzerland in Bam. The person will have the chance to become familiar with different aspects of humanitarian work during one year. This will include the fields of project management and organisation, administration (finances, reporting, secretariat work, ect.), logistics and implementation. The aim is to give the person the possibility to get a general overview for the first 6 to 8 month and then start specializing in the chosen field for the remaining 4 - 6 month. After one year the situation is going to be analyzed again. Either the person continues or a new trainee will be employed. 

The project will be accompanied by the Headquarter in Lucerne with a regular exchange and project visits in Bam.
5.2. Monitoring and Evaluation

There are different phases of monitoring. The village of Baghchamak will be shared in several groups. For every group there will be a responsible person monitoring closely the process of reconstruction. Additionally there will be a local civil engineer who will have the overall responsibility of the implementation of the reconstruction process. He is working closely with the international person from Caritas Switzerland, which will be technically supported from a Swiss engineer employed by the Swiss government. 
5.3. Audit

There will be an external and independent audit after the accomplishment of the reconstruction of the private houses. The outcome will be shared with all financing partners.
5.4. Reporting

Caritas Switzerland will send monthly reports about the general situation concerning shelter / reconstruction in Bam to its donors and to Caritas Iran. Caritas Iran will than circulate the reports through the Network. Additional there will be quarterly narrative progress reports as well as financial statements on the work done in Baghchamak. Field visits of the donors have to be announced before but are always welcomed. 

There will be a final narrative and financial report at the end of the project.
6. Visibility











Caritas Switzerland will work in Bam as an implementing organisation in support of the humanitarian efforts of Catholic Church of Iran/Caritas Iran, and under the common name of Caritas Network. Caritas Switzerland will continuously inform local and international partners and actors as well as the media of the cooperation. 

Working as a catholic network in an Islamic country is always a sensitive and delicate task. Especially because Bam used to be a conservative stronghold, the visibility of Caritas Network has to be clear but of low profile and have to be consistent with the indications issued by the Catholic Church of Iran/Caritas Iran. Based on the understanding of the humanitarian work of Caritas Network and the SPHERE Standards, the activities in Bam should help to enable the victims to live in dignity, regardless of their religion. Only this approach will make it possible to carry out a successful, satisfying and professional work in Bam.
7. Attachments










· Budget

· Organisation chart in Bam 

Bam, 14.02.04 Peter Zihlmann, Bettina Buehler
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