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INTRODUCTION 
Purpose

To remain effective, trusted and relevant in an increasingly com-
plex and resource-constrained humanitarian environment, the 
International Federation of Red Cross and Red Crescent Societies 
(IFRC) must ensure its decisions and actions are shaped by the voices, 
needs and rights of communities. This requires more than listening. It 
requires communities to participate in decisions, their feedback and 
insights to be acted on, and accountability to be embedded in the 
systems, commitments and culture of the IFRC Network.
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Recognising this need, IFRC's Strategy 2030 and Agenda for Renewal commit to 
strengthening locally led action, accountability and trust by ensuring commu-
nity voices shape decisions at every level of the IFRC Network.

This strategy sets out a clear roadmap for how the IFRC Secretariat can work 
with the Network to meet these commitments and remain effective, trusted 
and relevant by: 

	• Integrating community engagement into the planning and delivery of 
programmes, operations and services so they are locally led, relevant and 
effective. 

	• Putting in place systems to ensure community feedback and insights 
inform priorities, policy and advocacy so decisions are evidence-driven.

	• Embedding accountability and transparency  in organisational systems 
and capacity so the IFRC Network is trusted, credible and accountable.

This strategy focuses on how the IFRC Secretariat can embed community 
engagement and accountability (CEA) as a shared responsibility across the 
organisation. It does this by integrating CEA into the way the Secretariat designs 
and delivers programmes and operations with National Societies, and into its 
approaches to National Society Development. As the Secretariat works largely 
with and through National Societies, strengthening its own ways of working will 
help ensure it is better positioned to support National Societies to engage com-
munities and lead accountable, locally led humanitarian action. 

This strategy is intended to guide and support, rather than replace, National 
Society-owned CEA strategies and plans. It is intended as a practical resource 
that National Societies can use and adapt to reflect their own context, priorities, 

1	 For example, the Enhanced Vulnerability and Capacity Assessment (EVCA), Enhanced Community-based Health and First Aid (eBCHFA), and Participatory Approach for Safe Shelter Awareness (PASSA) 
amongst many others. 

capacities and organisational needs. It is accompanied by the IFRC Movement 
CEA Action Plan, which sets out shared priorities, leadership and collaborative 
actions across the Movement. 

This strategy was informed by a review of IFRC strategies, plans and evalua-
tions and through consultations with IFRC technical teams, regions and partner 
National Societies (Annex 1). It therefore reflects shared organisational priorities, 
operational learning and opportunities to strengthen community engagement 
across the IFRC Network.

What is community engagement and accountability?

Community engagement and accountability is an approach that recognises 
people as active partners in shaping the decisions that affect their lives. It is 
delivered through meaningful participation, transparent two-way communica-
tion, and mechanisms to listen, analyse and act on community feedback and 
insights. When done well, it ensures programmes are grounded in people’s 
priorities, adapt to changing needs, and are trusted, inclusive and accountable. 

This is not new for the IFRC Network. National Societies are rooted in communi-
ties and have decades of experience building trusted relationships and working 
in participatory ways1. Commitments to accountability are embedded in the 
Movement’s Fundamental Principles, the Principles and Rules for Humanitarian 
Assistance, the Code of Conduct, and the Movement-wide Commitments for 
CEA. They are further reinforced by global initiatives such as the Grand Bargain, 
Core Humanitarian Standard, and Principles for Locally Led Adaptation.  

However, these commitments are not always met in practice and participatory 
approaches often fall short of the ambitions set out in policy, guidance and tools. 
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Why this matters now

The need for community engagement has never been greater. Humanitarian contexts 
are becoming more complex, with rising mistrust, polarisation and harmful informa-
tion. The 2026 World Disasters Report highlights how declining trust, uncertainty 
and exclusion from decision-making create conditions where harmful information 
can spread rapidly. Strong community engagement acts as a critical line of defence 
by building trust through transparent communication, participation, and responsive-
ness to community needs, priorities and concerns.

At the same time, the humanitarian system faces shrinking funding, growing needs 
and greater scrutiny on impact and value. In this context, community engagement is 
not an optional add-on; it is essential for ensuring limited resources are used effec-
tively, programmes and operations respond to real needs, and leaders have the 
evidence they need to manage complexity and make better decisions in uncertain 
environments. 

Evidence from recent operations, including COVID-19, Ebola and Ukraine, consistently 
shows that when communities are meaningfully engaged, programmes are more 
relevant, effective, and sustainable. Yet gaps between commitments and practice 
remain. Community engagement is still not consistently understood, prioritised or 
implemented, and too often community insights do not inform decisions in practice. 

Closing this gap is essential if the IFRC Network is to remain an effective, trusted and 
accountable humanitarian actor.

6
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MOVEMENT-WIDE COMMITMENTS FOR 
COMMUNITY ENGAGEMENT AND ACCOUNTABILITY
The Movement-wide Minimum Commitments for Community Engagement 
and Accountability (CR/19/R1) were adopted at the Council of Delegates on 08 
December 2019. These overarching, strategic commitments aim to ensure a 
consistent approach to how we engage with and are accountable to people and 

communities across the Movement. All members of the Movement, including 
every National Society, ICRC delegation and IFRC office, are responsible for 
meeting and upholding these commitments and they are relevant and applica-
ble to all staff and volunteers regardless of their role.

Commitment 7 

All Movement components commit 
to coordinating their approaches 
to community engagement and 
accountability when working in the same 
context, including with relevant external 
partners, in order to increase coherence and 
consistency, avoid duplication and improve 
effectiveness and efficiency.

Commitment 6 

All Movement components 
commit to strengthening 
knowledge, skills and 
competencies in community 
engagement and 
accountability at all levels, 
and systematically incorporating 
this learning into our work.

Commitment 5 

All Movement components 
commit to greater 
transparency in our 
communications and 
relationships with people and 
communities we aim to serve.

Commitment 4 

All Movement components 
commit to systematically 
listening to, responding to 
and acting on feedback from 
the people and communities we 
aim to serve.

Commitment 3

All Movement components 
commit to facilitating greater 
participation of local people 
and communities, including 
National Society volunteers, 
and helping them to apply their 
knowledge, skills and capacities 
to find appropriate and effective 
solutions to their problems.

Commitment 2 

All Movement components 
commit to regularly 
conducting an analysis of the 
contexts they work in to better 
understand and address the 
diversity of needs, vulnerabilities 
and capacities of the people and 
communities they seek to serve 
and assist.

Commitment 1 

All Movement components 
commit to integrating 
community engagement 
and accountability in 
their strategies, policies and 
procedures.

27
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SUCCESSFUL 
SHIFTS 

Over the past decade, the IFRC Network has made significant progress strengthening 
community engagement and accountability, with clear shifts in ownership, capacity  
and practice that provide a strong foundation for this strategy.

	▶ Growing Network-wide ownership and 
understanding

Community engagement has shifted from being seen as a niche or standalone 
function to essential for quality, trust and accountability. This is reflected by its 
prioritisation in IFRC’s Agenda for Renewal and the growing number of National 
Societies who have developed CEA strategies, policies and plans; 68% as per the 
2025 global CEA monitoring. 

	▶ Stronger integration
Increased buy-in has driven greater integration of community engagement in 
programmes, operations, humanitarian diplomacy, and institutional processes. 
Sectors have revised their programmatic tools to strengthen community 
engagement processes, CEA surge positions are now standard in red-level 
emergencies, and community engagement requirements are integrated in 
National Society assessment and development processes. 

	▶ Solid capacity base
Network-wide investment in staffing, training and surge has significantly 
strengthened community engagement capacity. With partner support, the CEA 
surge roster has grown to 130 experts and dedicated National Society staff 
positions have helped drive CEA institutionalisation and integration forward. 
Widespread training and technical support have strengthened skills and confi-
dence across teams and levels.

	▶ Investment in practical tools
The development and rollout of practical guidance, tools and training has 
helped make CEA more actionable. Simplified toolkits, scenario-based training, 
feedback mechanisms, and trust measurement tools have helped translate 
theory into a concrete, measurable approach. To date, 13 National Societies 
have implemented the Community Trust Index and 66 participated in the 2025 
CEA monitoring.

	▶ Professionalised feedback mechanisms 
More structured digital feedback mechanisms, coupled with stronger support 
on analysis and reporting, have helped make feedback findings more visible and 
actionable. In Ukraine, there were 121 examples of feedback leading to action 
including being used for advocacy and diplomacy with Government and donors. 
The 2025 CEA monitoring found 62% National Societies reported having a feed-
back mechanism. A partnership between IFRC, Netherlands Red Cross 510 and 
Ground Truth Solutions, is ensuring National Societies have the necessary tools 
to set up community feedback systems for DREF operations. 

	▶ Vibrant learning networks
A strong global CEA community has developed, supported by communities of 
practice, peer learning, and the British Red Cross-hosted Community Engagement 
Hub, which shares hundreds of examples of best practice and impact. 
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Despite significant progress, a number of systemic and operational barriers continue 
to limit the consistency, quality and impact of community engagement across the 
IFRC Network2.

2	 As per findings in evaluations and reports listed in Annex 1, such as the Ukraine and Impacted Countries evaluation. 

	▶ Capacity gaps persist
While understanding of community engagement has improved, many staff and 
volunteers, particularly at branch level, lack the skills, confidence and support to 
implement inclusive approaches in practice. Where capacity is limited, account-
ability is often seen as too complex or time consuming and deprioritised.

	▶ Accountability is still optional
Community engagement is not yet a standard, non-negotiable part of how all 
programmes and operations are designed, resourced and delivered. It is often 
treated as an add-on, dependent on individual managers’ interests, available 
time or budgets, or brought in too late to meaningfully shape decisions. 

	▶ Leadership commitment is uneven
Where leadership do not understand the importance of community engage-
ment to trust and quality, it remains underfunded and treated as a compliance 
exercise, rather than embedded in organisational commitments and processes. 
Fundamentally, when leadership do not see strengthening accountability as a 
priority, then neither do their staff. 

	▶ Short-term funding limits progress
CEA capacity across the Network remains heavily dependent on project-based 
funding and emergency appeals, leading to a stop-start approach. Staff are 
recruited and trained but not retained, and institutionalisation efforts stall with-
out sustained investment and long-term commitment. 

	▶ Community participation is limited and not  
always inclusive

Despite strong commitments to put ‘communities at the centre’, participation 
rarely moves beyond consultation. Programmes often lack the time, funding 
and practical skills to enable genuinely community-led planning and implemen-
tation. Participation approaches often favour the most visible groups, while 
barriers such as stigma, discrimination, accessibility and safety can exclude 
marginalised groups and limit whose voices shape decisions.

	▶ Community data is collected, but not consistently used
Large volumes of community feedback and data are collected, but are not 
consistently analysed, translated into actionable recommendations or used 
to inform operational and strategic decision-making. Qualitative data analysis 
requires time and skills that are often lacking, and feedback data is not system-
atically integrated with other data sources, limiting its use.

	▶ Our systems make accountability harder, not easier
Siloed working and weak internal coordination make it harder for cross-cutting 
approaches to be genuinely integrated across teams. While top-down planning, 
earmarked funding, and pressure to respond reduce the flexibility to act on 
community input, especially for National Societies.

PERSISTENT 
CHALLENGES
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COMMUNITY ENGAGEMENT  
AND ACCOUNTABILITY 
STRATEGY

This strategy will build on the successes and address 
the challenges by driving a shift from project-based 
or ad-hoc approaches to a more systematic, 
integrated and measurable approach to community 
engagement across the IFRC Network. 

MAXIMISING OUR UNIQUE ADVANTAGE: THE VOICE OF COMMUNITIES

IMPACT

OUTCOMES

OUTPUTS

IFRC Network humanitarian action is more effective, trusted and sustainable  
because it is shaped by the voices, needs and rights of communities

Through Community Engagement and Accountability, the IFRC Network becomes:

1. LOCALLY-LED, RELEVANT AND EFFECTIVE 
PROGRAMMES AND OPERATIONS

Communities participate in designing and 
managing programmes and operations

Supports Renewal Priority 1, 2 & 3

1. Make community engagement a core 
requirement in how IFRC plans, resources, 
supports and delivers programmes and 
operations with National Societies

2. Identify and scale practical approaches 
to improve community participation in 
planning and implementing programmes 
and operations

1. Make it easier and faster to collect, 
analyse and use community feedback 
across the IFRC Network

2. Scale approaches to generate data and 
insights on community perspectives, 
trust and impact across the IFRC Network

3. Use community evidence to inform 
IFRC Network strategies, policy and 
humanitarian diplomacy

1. Strengthen National Society systems, 
capacity and ownership for community 
engagement and accountability through 
National Society Development

2. Measure, track and build trust and 
accountability across the IFRC Network

3. Make community engagement and 
accountability a core leadership and 
organisational commitment, including 
through the Way of Working

2. THE IFRC NETWORK IS EVIDENCE-DRIVEN
Community voices and insights drive our 

priorities, plans and actions
Supports Renewal Priority 1, 2 & 4

3. ACCOUNTABLE & TRUSTED NATIONAL 
SOCIETIES

Accountability and transparency are 
embedded in organisational systems, 

commitments and culture
Supports Renewal Priority 1, 2 & 5
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OUTPUT 2: Identify and scale practical approaches to improve 
community participation in planning and implementing 
programmes and operations

With operations: Agree simple, realistic, and practical methods to improve 
community participation in emergencies, tailored to the phase, context and 
capacity of the response

With sectors: Support climate and resilience, health, migration, cash 
and livelihoods to strengthen implementation of existing participatory 
approaches through technical support, training and improving guidance, 
tools and training

Branches, volunteers and youth: Invest in the role of branches, 
volunteers and youth as a key mechanism for operationalising better 
community participation. 

With PGI: Ensure participation approaches are inclusive and accessible and 
designed with a PGI lens for less visible and marginalised groups. 

OUTCOME 1: LOCALLY-LED, RELEVANT AND EFFECTIVE PROGRAMMES AND OPERATIONS
Communities participate in designing and managing programmes, operations and services

OUTPUT 1: Make community engagement a core requirement in 
how IFRC plans, resources, supports and delivers programmes 
and operations with National Societies	

Set standards: Work with sectors and operations to prioritise which minimum 
actions for community engagement are realistic and ‘good enough’

Integrate: Embed community engagement requirements into sectoral and 
operational guidance, tools, and management processes  
so it becomes standard practice 

Build capacity: Include community engagement in sector and operational 
training courses, leadership development and IFRC learning forums, so all staff 
have the understanding and skills to engage communities 

Set clear expectations: Include responsibilities for participation and acting 
on feedback in sector and operation staff and management job descriptions 

Plan & budget: Include community engagement actions in all programme 
plans and operations and allocate a defined % of every programme and 
operating budget 

Monitor: Include indicators to measure accountability in every programme 
and operation

CEA surge capacity: Nurture the IFRC CEA surge roster through a community 
of practice and skills development.
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OUTCOME 2: THE IFRC NETWORK IS EVIDENCE-DRIVEN
Community voices and insights drive our priorities, plans and actions

OUTPUT 1: Make it easier and faster to 
collect, analyse and use community 
feedback across the IFRC Network 
   

Pre-position: Develop and deploy 
pre-configured feedback mechanisms ready to 
use in emergency operations

Streamline analysis: Investigate AI-supported 
coding to reduce the workload and time needed 
for National Societies to transform qualitative 
feedback data into actionable insights, building 
in robust human oversight and safeguards  

Digital systems: Work with the Digital Unit to 
integrate community engagement into digital 
platforms, including scaling cost-effective, 
user-friendly systems to consolidate, track and 
analyse feedback from multiple sources

Build skills: Strengthen National Society and 
CEA staff and surge skills to analyse and track 
community feedback and translate it into 
operational insights

Integrate feedback data: Combine feedback, 
assessment and monitoring data as one 
evidence-base to inform programme and 
operational decision-making

Action & response: Require programmes and 
operations to demonstrate how community 
feedback has been responded to, acted on, and 
used to inform decisions

OUTPUT 2: Scale approaches to generate 
data and insights on community 
perspectives, trust and impact across the 
IFRC Network

Community Data Initiative: Pilot a community 
data model with National Societies and IM in 
Africa to collect a core set of community insights 
for planning and advocacy, developing a proof of 
concept and required resources to scale globally

Community Trust Index 2.0: Revise the 
community trust index to be lighter, faster, and 
more actionable, with modules to measure trust 
in IFRC operations and sectors

Measure impact: Use the impact 
measurement framework to document and 
share evidence on the value of strong, and risks 
of weak, accountability in programmes and 
operations

Best practices: Document and share CEA 
best practices and lessons learned across the 
IFRC Network

OUTPUT 3: Use community evidence to 
inform IFRC Network strategies, policy 
and humanitarian diplomacy 

Strategic decision-making: IFRC Network 
leaders have access to and use community 
insights and trust index data for strategic 
decision-making

Humanitarian diplomacy: Work with HD to 
identify and use community evidence for IFRC 
policy and advocacy work and National Societies’ 
domestic diplomacy with Governments

Sector policy: Support sectors to access the 
community insights they need to inform policy 
debates in key areas such as climate, resilience, 
migration, cash, social protection and livelihoods

13



OUTCOME 3: ACCOUNTABLE AND TRUSTED NATIONAL SOCIETIES
Accountability and transparency are embedded in organisational systems, commitments and culture

OUTPUT 1: Strengthen National Society 
systems, capacity and ownership 
for community engagement and 
accountability through National Society 
development

Simplified approach: Revise community 
engagement guidance, tools, training and 
approaches to ensure they can be understood 
and implemented easily 

Reliable IFRC Network support: Provide 
sustained support and investment to National 
Societies to embed community engagement in 
organisational processes and structures. For 
example by scaling the Ambassadors Network 
and linking to the Capacity Building Fund

National Society-owned: Support National 
Societies to develop their own CEA strategies, 
policies or SOPs that provide clear direction to 
staff and build internal ownership  

Rethink how capacity is built: Build National 
Society-wide understanding, confidence and 
skills to implement community engagement 
approaches through practical trainings, 
mentoring, peer learning and communities of 
practice. 

OUTPUT 2: Measure, track and build 
trust and accountability across the IFRC 
Network 
 

Measure trust: Support National Societies to 
track trust over time through the Community 
Trust Index

Monitor accountability:  Monitor 
implementation of the Movement-wide 
commitments to CEA through an annual 
monitoring process, using  results to identify 
gaps, inform planning and shared through a 
public dashboard 

Safe reporting: Work with PGI and 
Safeguarding to ensure all community feedback 
mechanisms are accessible, safe and trusted for 
reporting sensitive and confidential complaints

Trust through transparency: Strengthen 
trust by ensuring communities understand the 
Red Cross Red Crescent Movement, mandate, 
auxiliary role and Fundamental Principles 

OUTPUT 3: Make community engagement 
and accountability a core leadership and 
organisational commitment, including 
through the Way of Working  

Understanding and ownership: Target 
compelling evidence on the value of community 
engagement to Secretary Generals, Heads 
of Delegation and operational leaders, and 
integrate expectations into leadership induction, 
training and development

Way of Working: Embed community 
accountability commitments, indicators and 
budgets into Way of Working agreements, plans 
and reporting so localisation extends from 
National Societies to communities. 

Leadership advocacy: Scale up leader-to-
leader advocacy to position community 
engagement as central to trust, integrity, quality 
and locally-led action. 

Mandatory: Make community engagement 
a requirement in IFRC funding, planning and 
partnership agreements. 

14

https://communityengagementhub.org/the-ambassadors-network/
https://trust.communityengagementhub.org/
https://trust.communityengagementhub.org/
https://communityengagementhub.org/cea-global-monitoring-dashboard/


6

STRATEGY 
ENABLERS

Delivering this strategy depends on the right organisational conditions being in place. 
These enablers set out the culture, systems, resources and ways of working required  
to ensure community engagement and accountability can be consistently implemented 
across the IFRC Network. 

1. The right culture and mindset 2. Supportive systems 3. Adequate resources

Community engagement must be a shared 
responsibility: All sectors must be responsible for 
accountability to communities within their area of 
work. CEA staff can provide support, but engaging 
communities can’t be outsourced to CEA staff.

Active leadership engagement is critical: 
Leadership across the Network needs to model 
shared responsibility by asking if community 
engagement is integrated, if plans reflect 
community priorities, and by using community 
insights in strategic and operational decisions.

Community input needs to be prioritised: The 
IFRC Network must value community input enough 
to prioritise it in practice, making space and time 
for meaningful and diverse engagement even if this 
requires trade-offs in speed or volume and changes 
to current ways of working.

Commit to coordinated action: The IFRC 
Network must work together to strengthen 
community engagement, utilising the strengths 
of different partners. This includes coordination 
within the Movement and with external actors.

Empower local decision-making: National 
Societies need the authority, flexibility and funding 
to co-design interventions with communities and 
act on feedback. 

Effective internal coordination and 
collaboration: Community engagement is a 
cross-cutting approach, so the IFRC Network must 
ensure the systems, structures and incentives are 
in place to enable collaboration and prevent silos. 

Built into project management processes: 
Community engagement must be embedded in 
project management processes, similar to finance 
or PMER, so it is not reliant on individual interest.

Unified data approach: Systems are needed to 
analyse community feedback with assessment and 
monitoring data as one evidence base, accessible 
to leadership, operations and programme teams to 
inform decisions and plans.

Sustained CEA technical capacity: Delivering 
this strategy requires dedicated CEA technical 
capacity, including IFRC support at regional level, 
within National Societies, and in operations where 
no in-country capacity exists.

Consistent and predictable funding: Funding 
for CEA staff and activities must be reliable and 
sustained, not tied to individual programmes or 
responses. A stop-start approach undermines 
continuity, capacity and impact. 

Shared investment across the organisation: 
Community engagement should be seen as a key 
part of quality assurance and funded through 
core budgets, unified plans, or as a percentage of 
programme and response budgets, similar to PMER. 
If CEA continues to be funded as a  
project, it will continue to function like one.

15
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STRATEGY ROLES  
AND RESPONSIBILITIES

Being accountable to communities is a shared responsibility 
across the IFRC Network. The table below sets outs the 
distinct, complementary and critical role different teams 
and roles can play in supporting stronger accountability to 
communities in our work. 

CEA Global Team 
Geneva & Regions
CEA teams in Geneva and the regions work as one team and are responsible for designing, coordinating and strengthening community 
engagement and accountability approaches across the IFRC Network

Together ▼

	• Develop practical approaches, tools and systems to improve feedback, 
participation and transparency

	• Strengthen how community insights are collected, analysed and used in 
decision-making

	• Generate and share learning, evidence and best practice across 
the Network

Geneva leads on ▼

	• Set global direction, minimum requirements and standards for 
community engagement

	• Position community engagement and community insights within 
organizational priorities and advocacy efforts

	• Integrate community engagement into global processes and guidance 
(e.g. tools, frameworks, training)

	• Develop shared guidance, tools and approaches (e.g. trust 
measurement, monitoring, digital feedback systems)

	• Global coordination of community engagement within the IFRC Network

	• Management of the CEA surge roster

Regions lead on ▼

	• Lead regional CEA strategies and plans, identifying and addressing gaps 
in accountability at cluster and country level

	• Support National Societies to strengthen and embed community 
engagement in systems, programmes, and operations

	• Provide strategic guidance and hands-on technical support to integrate 
CEA in programmes and operations

	• Adapt, implement and scale tools and approaches, capturing lessons 
learned and good practice examples

	• Regional coordination of community engagement including peer 
learning and communities of practice

17



National Societies	
Define, lead and integrate their approach to community engagement and accountability across the organisation 

	• Set organisational community engagement standards and integrate 
these across processes, strategies, policies and plans

	• Allocate resources and prioritise accountability as a core quality 
requirement in funding and planning decisions

	• Build capacity of staff, branches and volunteers to engage communities 
effectively and act on feedback

	• Ensure programmes are participatory, transparent and responsive to 
communities, communicating back to communities on progress and 
how their feedback has been used and acted on

	• Use community insights for decision-making and domestic diplomacy 

	• Measure and track community trust and accountability and share 
lessons learned with the IFRC Network

IFRC Leadership
Geneva, Regions, Clusters and countries

Responsible for creating the conditions that make accountability to communities possible and non-negotiable

Leadership in Geneva & Regions ▼

	• Set expectations and embed accountability in IFRC organisational 
processes and performance management

	• Ensure IFRC structures and processes enable cross-sector collaboration 
and do not block participation and feedback use

	• Use community insights to guide strategic priorities, operational 
decisions and humanitarian diplomacy

	• Allocate resources and prioritise accountability as a core quality 
requirement in funding and planning decisions

	• Champion accountability to communities with partners, donors and 
across the Movement

Heads of Delegation ▼

	• Ensure community engagement activities, indicators and budget are 
included in Unified Plans, DREFs and Appeals

	• Prioritize the systematic collection and use of community feedback and 
insights to inform planning, priorities and decision-making

	• Identify and address gaps in community engagement technical capacity 
in the IFRC delegation and National Societies 

	• Advocate on the important of community engagement to quality, trust 
and acceptance with National Society leadership
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Sectors and Operations
Operations, Climate, Environment & Resilience, Migration and 
Displacement, Socio-Economic Empowerment, Health & Care

Responsible for accountability to communities in programme  
and emergency operation delivery 

	• Fully integrate community engagement into programme and 
operational guidance, tools, plans, and budgets

	• Set clear expectations by adding community engagement requirements 
to training courses and staff job descriptions 

	• Use community feedback, perceptions and preferences to design and 
adapt programmes and operations, including prioritisation, targeting, 
type of support, and modalities, providing updates to communities on 
actions taken

	• Enable community participation in decision-making during planning 
and implementation

	• Collaborate with CEA on risk communication and community engagement 
strategies and approaches for public health risks (Health in Emergencies)

Information management (IM)

Support the IFRC Network to better collect, analyse  
and use community data for decision-making

	• Facilitate integration of community insights, feedback and trust data 
into IFRC data collection, analysis and visualisation

	• Build IM and surge capacity to collect, analyse and interpret qualitative 
community data and feedback

	• Work with CEA, PMER, HD, DU, PGI and operations to support collective 
approaches to community data in emergencies

	• Support the safe and responsible exploration of AI-supported 
qualitative feedback analysis

	• Partner with CEA to develop and pilot the Community Data Initiative, 
review methodology guidance notes and tools, capture lessons learned, 
and scale globally

Protection, gender and inclusion (PGI)
Work with CEA to strengthen safe, inclusive and accountable approaches across programmes and operations

	• Support participation, communication and feedback approaches to be 
safe, accessible and inclusive for all groups, including supporting the 
integration of PGI requirements into CEA tools and guidance

	• Collaborate on systems and procedures for managing sensitive and 
confidential feedback

	• Support joint approaches to National Society capacity strengthening 
and operational support on CEA and PGI

	• Work with CEA, PMER, HD, DU, IM and operations to support collective 
approaches to community data in emergencies

	• Work jointly to address shared barriers affecting cross-cutting 
approaches, including leadership engagement, coordination and 
resourcing

19



National Society Development (NSD)
Position accountability to communities as a core component of strong, trusted and effective National Societies

	• Embed community accountability requirements into NSD processes and 
frameworks

	• Work with CEA to strengthen the role of branches, volunteers and youth 
in enabling participation and building trust 

	• Encourage and support National Societies to use CEA monitoring, 
community trust and feedback findings to identify gaps, understand 

community perceptions and inform positioning, organisational 
development and planning 

	• Support community engagement learning and good practice through 
the Red Solutions Hub and Communities of Practice

	• Integrate community participation, transparency and feedback response 
into National Society leadership development 

Humanitarian diplomacy (HD)
Use community insights and evidence to inform humanitarian 
diplomacy and advocacy

	• Collaborate with CEA teams early to gather the data needed for 
impactful advocacy, policy and HD in emergencies 

	• Work with CEA and communications to mitigate track, analyse and 
respond to harmful information and gaps in trust

	• Support National Societies to use community feedback and insights in 
domestic diplomacy and advocacy with Governments and partners

Digital Unit
Integrate community engagement requirements into IFRC digital 
platforms and transformation efforts

	• Work with CEA to identify and scale cost-effective, user-friendly 
and sustainable digital systems that support National Societies 
to consolidate, track and analyse community feedback data i.e., 
platforms such as EspoCRM 

	• Integrate CEA functionality into core digital platforms, tools and 
operational systems i.e., the Digital Engagement Hub

	• Help strengthen National Society capacity to use digital tools for 
participation, communication and feedback management

	• Work with CEA, PMER, HD, IM, PGI and operations to support 
collective approaches to community data in emergencies
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PMER
Integrate accountability to communities into PMER systems and processes as core to quality assurance

	• Help enable community participation in planning processes and 
encourage flexible plans and budgets that can adapt to changing 
community needs and feedback

	• Cross-check community engagement activities, indicators and budget 
are included in programme, operational and annual plans and flag gaps 
where these are missing

	• Integrate accountability requirements into IFRC planning, monitoring, 
reporting, and evaluation guidelines and templates 

	• Use community feedback and trust data as part of programme  
and operation monitoring

	• Work with CEA, IM, HD and operations to strengthen joined-up 
approaches to community data in emergencies

	• Strengthen National Society capacity to collect, analyse and use 
community data for monitoring, learning and reporting

Partner National Societies
Integrate community engagement internally and reinforce it through partnerships with National Societies

	• Embed community engagement in organisational processes, strategies, 
plans and programmes

	• Build internal community engagement understanding and capacity 

	• Include and advocate for community engagement in National Society 
partnership plans and budgets 

	• Work with the Secretariat to strengthen accountability by contributing 
expertise, resources and learning. For example, British Red Cross’ 
leadership of the Community Engagement Hub, Netherlands Red Cross 
support on digital feedback and engagement approaches, and Swedish 
and Canadian Red Cross support to the CEA in emergencies

	• Use community insights to inform programmes and strategic decisions
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IMPLEMENTATION APPROACH 

Delivery of the strategy will be phased, focusing on priority outputs each year, 
over the next four years. This approach emphasises depth and quality and will 
ensure efforts to embed and strengthen community engagement and account-
ability are realistic, sustainable and in line with current capacity. If additional 
resources become available, implementation can be accelerated and expanded. 
Prioritisation decisions will be reviewed annually based on progress, learning, 
needs and available resources.

Implementation will be phased by focusing on a combination of:

1.	 Priority outputs – Focusing on priority outputs rather than trying to advance 
all outputs simultaneously.

2.	Priority contexts – Emphasising support to the 25 most at-risk countries 
outlined in the Agenda for Renewal and the National Society Investment Fund.

3.	Priority sectors and teams – Partnering with a limited number of sectors 
each year to provide in-depth support to strengthen community engagement 
in their area of work. Where programmes have funding to support additional 
CEA staff positions, this would increase the number of programmes sup-
ported annually to integrate CEA. 

4.	Operational opportunities – Using emergency responses and major pro-
grammes as entry points to integrate stronger community engagement. 

5.	Capitalising on the Network – Capitalise on the expertise, capacity and 
leadership of partner National Societies who are also strengthening commu-
nity engagement to amplify impact and reach, working together through the 
Movement CEA Action Plan.

6.	A coordinated approach – Coordinating with external partners to identify 
opportunities where collaboration can increase impact, reduce duplication, 
and maximise resources.

PRINCIPLES

Keep it simple 
Focus on practical, “good enough” approaches that can be 
implemented quickly and easily at field level.

Test and learn
Use implementation to test and refine approaches 
before scaling

Prioritise quality over scale
Focus on doing fewer things well rather than spreading efforts 
too thinly

Work through existing systems 
Integrate into programmes, operations and NSD rather than 
creating parallel processes

Support National Society ownership
Build capacity and leadership at local level

Teamwork
Good coordination and clear division of roles between CEA 
Geneva, Regions and partner National Societies will reduce 
duplication and enable the most efficient use of limited capacity.
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PHASE 1 

Integrate, test 
and build 

2026–2027

	• Integrate minimum community engagement requirements into 1–2 sectors, operational processes, tools and trainings,  
National Society Development approaches, and Way of Working processes

	• Test practical approaches to improve participation in a small number of contexts

	• Develop pre-configured digital feedback mechanisms, and strengthen capacity to analyse and use feedback

	• Advance the community data initiative, Community Trust Index 2.0, and impact measurement framework

	• Test approaches to improve the use of community insights in strategic decision-making and diplomacy 

	• Support targeted National Societies to institutionalise community engagement and accountability 

	• Build evidence, learning and leadership buy-in

PHASE 2 

Grow

2027–2029 

	• Expand the integration of community engagement across more programmes, operations and IFRC processes

	• Scale tested approaches to participation, feedback, community data and trust, accountability and impact measurement

	• Embed community data in IFRC analysis systems and processes

	• Strengthen capacity across the Network to use community insights for planning, policy, strategy and advocacy

	• Support more targeted National Societies to institutionalise community engagement and accountability 

	• Support IFRC Network leadership peer-to-peer advocacy on accountability to National Society leadership

PHASE 3 

Mainstream and 
strengthen

2029–2030

	• Embed community engagement as standard practice across all programmes, operations and processes –  
including approaches to feedback, participation and transparency

	• Systematically measure and track feedback use, trust, accountability and impact across the IFRC Network

	• Roll out the community data initiative to multiple contexts 

	• Accompany more National Societies through the process of institutionalising community engagement 

	• Targeted leadership advocacy to National Societies based on gaps identified in trust and accountability data
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MONITORING IMPLEMENTATION 

3	 See https://communityengagementhub.org/cea-global-monitoring-dashboard/ for full monitoring results and number of National Societies reporting each indicator.
4	 By the close of the strategy period at the end of 2030.

Progress towards the outcomes and outputs in this strategy will be measured using the indicators below. Data will be collected through the annual global account-
ability monitoring process, Community Trust Index, and reporting against the annual IFRC Plan and Budget. Results will be shared publicly through the global 
community engagement and accountability dashboard and the Community Trust Index microsite. 

 OUTCOMES & OUTPUTS INDICATOR BASELINE3 TARGET4

	• OUTCOME 1: Locally-led, relevant and effective programmes 
and operations

Average percentage of people surveyed who feel the IFRC Network’s support 
meets their most important needs/provides useful support 

81% 90%

	▶ OUTPUT 1.1: Make community engagement a core 
requirement in how IFRC plans, resources, supports and 
delivers programmes and operations with National Societies

Number of sectors who have fully integrated CEA in the way they plan, 
resource, support and deliver their work

0 6

	▶ OUTPUT 1.2: Identify and scale practical approaches 
to improve community participation in planning and 
implementing programmes and operations

Percentage of National Societies enabling meaningful participation in their 
programmes, operations and services (National Societies reaching the ‘involve’ 
level of participation where communities provide input to key decisions)

56% 75%
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 OUTCOMES & OUTPUTS INDICATOR BASELINE3 TARGET4

	• OUTCOME 2: The IFRC Network is evidence-driven Average percentage of people surveyed who feel their opinion is taken 
into account in decisions about IFRC Network services, programmes and 
operations 

74% 85%

	▶ OUTPUT 2.1: Make it easier and faster to collect, analyse and 
use community feedback across the IFRC Network

Percentage of National Societies with a functioning feedback mechanism in 
place for the organisation

14% (fully 
functioning)

62% (partially 
functioning)

75% (fully 
functioning)

Average percentage of people surveyed who report they know how to provide 
feedback to the IFRC Network

56% 85%

	▶ OUTPUT 2.2:  Scale approaches to generate data and 
insights on community perspectives, trust and impact across 
the IFRC Network

Number of contexts implementing the community trust index each year 3 5

	▶ OUTPUT 2.3: Use community evidence to inform IFRC 
Network strategies, policy and humanitarian diplomacy

Number of policy or diplomacy briefs produced using community insights 
and feedback

NA 5

	• OUTCOME 3: Accountable and trusted National Societies Percentage of people surveyed who trust the IFRC Network to put the people it 
supports and their needs first, above anything else

82% 85%

	▶ OUTPUT 3.1: Strengthen National Society systems, 
capacity and ownership for community engagement and 
accountability through National Society development

Percentage of National Societies with a community engagement and 
accountability policy, strategy or plan is in place for the organisation

68% 75%

Percentage of National Societies who have integrated community engagement 
and accountability in the organisation's strategy or plan with clear goals, 
designated CEA budget lines, and key performance indicators 

30% (all 3)

52% (some 
integration)

75%

	▶ OUTPUT 3.2: Measure, track and build trust and 
accountability across the IFRC Network

Number of National Societies participating the annual global community 
engagement and accountability monitoring process 

66 (35%) 95 (50%)

	▶ OUTPUT 3.3: Make community engagement and 
accountability a core leadership and organisational 
commitment, including through the Way of Working

Leadership as a percentage of those participating in community engagement 
and accountability training sessions

4% 10%

Number of countries implementing the Way of Working with CEA 
commitments included in agreements and monitoring 

0 5
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CONCLUSION 

Meeting Strategy 2030’s call to place communities at the centre of decision-making can seem like an over-
whelming and abstract task. Yet change is already underway across the IFRC Network. This strategy builds 
on that momentum, setting out practical actions to close the gap between commitment and practice and 
make community engagement and accountability a consistent reality across all programmes, operations and 
organisational approaches.

As the humanitarian system faces growing needs, shrinking resources and increased scrutiny on impact, 
strengthening accountability to communities is not only the right thing to do, it is essential to ensuring rele-
vance, effectiveness and trust.

As we move forward, a set of simple truths should guide our actions:

	• Community engagement and accountability is everyone’s responsibility: It cannot sit with one 
team or function; it must be owned and practiced at every level of the organisation.

	• Community engagement and accountability is not optional: It is fundamental to delivering 
effective, safe and sustainable programmes, and to building the trust that underpins access, acceptance 
and impact.

	• Community engagement and accountability is not an activity - it is a way of working: It should 
shape how we design, deliver and adapt all of our work, every day.

Embedding these principles across the IFRC Network will require sustained leadership, investment and com-
mitment. But if done well, it has the potential to fundamentally strengthen how the Movement works, ensuring 
it remains locally relevant, trusted and fit for purpose in an increasingly complex and constrained humanitarian 
environment.
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ANNEX 1: DOCUMENTS AND SECTORS 
CONSULTED

The following documents were used in the development of this strategy:

	• IFRC Strategy 2030: https://www.ifrc.org/who-we-are/about-ifrc/
strategy-2030 

	• IFRC Global Plan 2026 
	• IFRC Renewal 2025
	• IFRC Global Community Engagement and Accountability 

Strategy 2023–2025
	• IFRC Community Engagement and Accountability Movement 

Action Plan 2026
	• Community Trust Index 2.0 Strategic and Operational Review
	• IFRC Community Data Review Summary Findings Report 2025
	• IFRC Community Data Way Forward concept note 2025
	• Ukraine and Impacted Countries Emergency Appeal Community 

Engagement and Accountability Evaluation 2026
	• Findings from the 2025 global Community Engagement and Accountability 

monitoring process
	• Community Engagement and Accountability Surge Review 2024
	• Asia Pacific Community Engagement and Accountability Workplan 2026
	• DRAFT Community Engagement and Accountability Africa 

Strategy 2025–2030
	• Middle East and North Africa Community Engagement and Accountability 

Roadmap 2025–2026
	• Europe Community Engagement and Accountability Workplan 2026
	• DG ECHO-IFRC Pilot Programmatic Partnership Final Evaluation 2025
	• IFRC DREF Strategic Ambition
	• World Disasters Report 2026
	• IFRC Global Migration and Displacement Platform

	• Migration Strategy for the International Red Cross and Red Crescent 
Movement 2024–2030

	• Solferino Community Intelligence Network
	• Internal consultations with the following IFRC teams:

	» Climate and Resilience 
	» Humanitarian Diplomacy
	» Information Management
	» Migration and Displacement
	» National Society Development
	» Operations
	» Protection, Gender and Inclusion
	» Regional community engagement and accountability teams
	» Social and Economic Empowerment, including cash and voucher 

assistance, livelihoods and social protection

	• IFRC Network consultations with the following partners:

	» British Red Cross
	» Canadian Red Cross
	» Danish Red Cross
	» German Red Cross
	» Netherlands Red Cross
	» Swedish Red Cross
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The International Federation of Red Cross and Red Crescent Societies (IFRC) is the world’s largest humanitarian network, with 192 
National Red Cross and Red Crescent Societies and around 14 million volunteers. Our volunteers are present in communities 
before, during and after a crisis or disaster. We work in the most hard to reach and complex settings in the world, saving lives and 
promoting human dignity. We support communities to become stronger and more resilient places where people can live safe  
and healthy lives, and have opportunities to thrive.

Follow us:

ifrc.org   |   x.com/ifrc   |   facebook.com/ifrc   |   instagram.com/ifrc   |   youtube.com/ifrc


