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Introduction

Purpose of the book
The purpose of this book is to increase the effectiveness of relief workers in
providing humanitarian assistance during an emergency. To achieve this pur-
pose, the book provides practical information relevant to the field worker, with
a minimum of supporting theoretical background.

The book does not aim to set out specific policy guidelines relating to human-
itarian assistance — each agency will have its own policy framework, principles
and mode of operating.

A note on terminology

The term ‘emergency’ is used in this book to describe the situation arising in
the aftermath of a disaster, such as a drought or a famine and as a result of
conflict. The first edition of the book frequently used the term ‘refugees’ to
refer to a broad group of people who have been directly affected by disaster
and need assistance in the subsequent emergency. This second edition has
avoided the blanket term ‘refugees’ to recognize the considerable numbers of
people who are variously affected by disaster. They include people who are
displaced internally within their own country as well as refugees who, in the
stricter legal sense, have crossed an international border.

Who should read this book?

The first edition of Engineering in Emergencies was primarily written with the
relief engineer in mind. However, much of the content proved of interest and
practical value to a range of relief workers and those considering humanitarian
relief work for the first time. This revised and updated edition builds on this
wide appeal to provide an introduction to humanitarian relief, not just for
engineers but for anyone working in the field or considering doing so.

It is assumed that readers have a professional or practical competence and
work experience in their speciality. It is not assumed that they have had prior
experience in the provision of humanitarian assistance. The book aims to give
practical information on areas outside someone’s particular speciality. For in-
stance, it will give a field programme manager information on the basic
monitoring and implementation of a sanitation programme. It does not aim to
provide detailed, highly specialized information to those who are already expe-
rienced in the provision of humanitarian assistance but it may be useful to them
as an aide-mémoire. Where readers have any doubt about their professional
competence to deal with some of the technical topics dealt with in the book,
they should consult a suitably qualified person.

XV
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Xvi Introduction

Scope

The book is based on the experience of many people working in a variety of
different relief settings. The first edition was primarily based on experience in
predominantly tropical zones. This second edition has drawn upon recent expe-
rience in cooler climates and European emergencies. The response to disasters
in urban areas may require highly specialized inputs which are not specifically
addressed in this book.

In addition to detailed technical information, the wider nature of emergencies
and humanitarian practice is dealt with and a brief overview of the humanitarian
relief system is given. Practical guidelines are given on assessment, planning, man-
agement and personal effectiveness. An important chapter on personal security is
included which recognizes the hazardous, insecure environments in which many
relief workers find themselves operating as a result of civil unrest, high crime rates,
collapsed states and conflict. The role of telecommunications in facilitating efficient
and secure operations is addressed by the addition of a chapter on the topic. To
complement these chapters, practical training in both personal security and the use
of radios and satellite phones is highly recommended.

Reflecting the experiences of relief workers, the book sometimes takes a
panoramic view, for example, of planning for a settlement for displaced people,
and sometimes gives highly detailed information — for example, of the installa-
tion of an electric submersible borehole pump.

How to use this book

Experience from the first edition has shown that readers are likely to dip into
chapters or sections of interest rather than to read the book from beginning to
end. To facilitate this, a detailed contents list and an index have been provided.
The Bibliography includes documents that have been specifically referred to in
the text and material that, while not directly referred to, may be of value to the
reader who wishes to go into more depth on a particular topic. The text is
copiously cross-referenced.

Feedback

The world of humanitarian relief continues to change and evolve. This edition
has benefited from the feedback given by many people with field experience.
We are keen to continue to receive feedback and suggestions for future pub-
lications. Please send them to the authors at RedR, 1 Great George Street,
London SW1P 3AA, London, UK or by e-mail to: info@redr.demon.co.uk

Disclaimer

This book is intended for those working in humanitarian assistance where re-
sources, including time, may be limited due to the urgency of their work. Readers
must use their skill and judgement to apply the principles and information included
in this book to the circumstances in which they find themselves. RedR, the authors
and the publisher assume no responsibility for and make no warranty with respect
to the results of using the techniques and procedures described in this book. RedR,
the authors and the publisher accept no liability for any damage or loss whatsoever
resulting from the use of or reliance upon any information contained in this book.
Any standards referred to in the text should be checked to ensure compliance with
the existing laws and regulations of the country concerned.
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1 Emergencies

Most emergencies have complex causes and require complex responses if a
durable solution is to be found. The initial response in an emergency may seem
simple — provide protection, shelter, clean water and food. However, the man-
ner in which this humanitarian relief is provided can have profound con-
sequences for the affected society. Relief workers need to be aware of the
complexities of the emergency and the consequences that may result from their
actions.

The aim of this chapter, therefore, is to give a brief introduction to emergen-
cies and their effects on people. To gain a deeper understanding of the nature
and causes of disasters and the impact of humanitarian aid consult the Biblio-
graphy which lists key references and periodicals in the sector.

1.1 An overview of disasters and emergencies

1.1.1 Disasters and emergencies

A disaster results in a serious disruption of society, involving widespread hu-
man suffering and physical loss or damage, and stretches the community’s
normal coping mechanisms to breaking point.

The term ‘natural disaster’ is commonly used when referring to the impact of
a natural hazard on a community — such as an earthquake, flood, hurricane,
volcanic eruption, etc. The degree to which an individual or community is
vulnerable to the hazard will significantly determine the impact of the hazard
on their lives. The event becomes a disaster when the community’s capacity to
cope is overwhelmed, causing death or injury, loss of property, and economic
damage. The situation is then declared an emergency and external assistance is
requested.

The use of the term ‘natural disaster’ might suggest that a disaster is simply
due to natural forces. But the human race has had a significant impact on the
environment which influences the frequency and intensity of major hazards
such as hurricanes, floods and droughts. In addition, our ability to predict,
prepare for and mitigate the impact of natural hazards influences our vul-
nerability. Vulnerability varies tremendously and those who are poor and live
in precarious circumstances are generally the most vulnerable. Therefore, the
degree to which a hazard creates a disaster is not simply due to ‘natural
forces’.

Complex humanitarian emergencies have a number of causes, arising, for
example, from political or military actions which may exacerbate drought,
famine and poor living conditions, or which result in conflict and disruption to

1
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2 Emergencies

normal life. A complex emergency often involves a large and, sometimes, rapid
displacement of people. This may be as a consequence or as an objective of the
violence, due to ‘ethnic cleansing’ and genocide. A feature of a complex emer-
gency is that relief assistance can itself become entangled in the politics of the
situation.

This book focuses on responses to complex political emergencies. Neverthe-
less, much of the guidance may also be useful in responding to the impact of
natural hazards provided, as with any emergency, due consideration is given to
the context in which the relief assistance is provided.

Table 1.1 gives a generally accepted guide to the severity of an emergency
using the crude mortality rate, which is expressed as the number of deaths per
10 000 people per day.

Table 1.1 Crude mortality rates in emergencies

Crude mortality rate Severity of emergency
deaths/10 000/day
Upto 0.5 ‘Normal’ — non-emergency rate
<1.0 Under control
>1.0 Very serious
>2.0 Out of control
>5.0 Catastrophic

1.1.2 Relief and development

Disasters and the responses to them are shaped by and in turn strongly influ-
ence the state of development of a country or society:

® Inappropriate development increases vulnerability to disasters
® Disasters seriously retard development

® Inappropriate and insensitive relief programmes can exacerbate attempts to
recover from crisis

® Disasters may provide opportunities for change.

An indicator of the level of development of a society is its ability to deal with
disaster, whether by prevention (preferable) or by effective response. The
impact of a drought on food availability, for example, is far greater in a de-
veloping country which has an unstable or unresponsive political system, lim-
ited food stocks, poor food distribution systems and little foreign exchange for
food imports.

Chronic emergencies due to protracted conflict (e.g. Angola, Afghanistan,
Sudan, Sri Lanka, Somalia, Liberia and Sierra Leone) can lurch from one crisis
to another. People may be displaced several times from one place to another
and may eventually return home only to be displaced again as conflict con-
tinues in a cyclical pattern. In such situations ‘humanitarian action’ is not
simply the provision of aid and the personnel to save and preserve lives. It
involves programmes that work towards promoting peace, preserving liveli-
hoods and limiting the long-term psychological and physical impact on those
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The people in emergencies 3

affected. Without such an approach lives may be saved in the short term with-
out coming any nearer to longer-term sustainable solutions.

Humanitarian relief programmes, therefore, need to plan for both immediate
relief and the promotion of peaceful, sustainable development. Such pro-
grammes have included reconciliation, peace-building, conflict prevention and
capacity building to complement more material-focused relief. They are not
distinct activities as one clearly has an influence on another. For example, what
might appear to be the relatively straightforward provision of food, water and
shelter could, if not carried out sensitively, contribute to friction and discord
among rival communities.

While the immediate impact of a disaster is by definition, negative, there may
be opportunities for positive change. At the very least, a disaster can provide
the opportunity to learn how to prevent, or lessen the impact, of a disaster
happening again, for instance, by re-assessing and improving traditional build-
ing techniques or putting in place early warning systems. Corrupt or ineffective
political or social systems may be replaced. There may even be localized econ-
omic benefits through the influx of aid and exposure to new technologies.

In responding to a disaster it is important to recognise these potentially posi-
tive aspects as one of the key elements in recovering from a disaster is the hope
that there may be a better future, if not for this generation, then for the children.
Effective disaster relief should lay the foundations for long-term development.

Implications for the relief worker

The implications of the relationship between disasters and development at the
field level can easily be lost in the early, hectic stage of an emergency. It may be
necessary to revise approaches taken in the immediate phase to better reflect
long-term needs. The style of working and management should adapt to the
changing circumstances as the response moves from one of ‘relief’ to ‘develop-
ment’. Sensitivity to the impact of technology and solutions implemented in an
emergency can make a significant difference to long-term recovery and de-
velopment prospects. Existing local technology, skills, community structures,
development initiatives, supply networks, materials, government policy and
many other factors all have an important bearing on the long-term success of
technology and techniques introduced in an emergency.

In an insecure environment, perhaps due to open or low-intensity conflict, it
is clearly necessary for the individual relief worker to be aware of the context in
which they are working. This is vital for effective programmes so that they are
appropriate and sensitive to long-term needs and positively support efforts for
peace and reconciliation. It is also vital for the security of staff and the partners
with whom they work (see Chapter 4).

1.2 The people in emergencies
1.2.1 Directly and indirectly affected people

An appreciation of who is affected and how they might feel can assist the relief
worker to understand people’s reactions in an emergency. Affected people
include:
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4 Emergencies

® The direct victims — people affected directly, such as the sick and injured, and
those who suffer the loss of relatives, friends, homes and possessions.

® People living within the disaster-affected area will probably experience se-
vere disruption themselves, and may suffer from the loss of skills where there
has been an exodus of people. On the other hand they may perceive a benefit
with, for example, increased access to land or business.

® Communities who become hosts to large numbers of displaced people may
experience local disruption causing, for example, a rise in prices, shortages of
materials, food and water, and loss of agricultural land.

® People who are indirectly affected due to the impact of a relief programme.
This can extend to an entire country or region following a large-scale relief
effort. Examples of this include the redirection of funding and resources
from development work to emergency relief, the impact on employment
(both negative and positive), and abrupt changes to the national economy.

® The helpers, both local and international relief workers, will undergo
changes in their lives. They will each have their reasons for being involved in
relief work which may not always be clear or easily understood by fellow
helpers and those receiving assistance.

® Host governments and their employees may already have enough to do
coping with their own problems. An influx of large numbers of people may
put unbearable strain on already creaky systems.

® Donor communities — there may be effective mobilization of people and
resources for humanitarian relief and an increased knowledge and awareness
of global problems. However, funds used for emergency relief will have been
drawn from other budgets such as those used for long-term development.
Compassion fatigue may set in, which may limit the response to later
emergencies.

1.2.2 Refugees and displaced people

The formal definition of a ‘refugee’ is very important because it determines
refugee status and the legal protection and assistance a refugee is entitled to
receive from international bodies, such as the UN.

The 1951 ‘UN Convention Relating to the Status of Refugees’, drafted by the
office of the United Nations High Commissioner for Refugees (UNHCR),
defined a refugee as:

Any person who owing to well founded fear of being persecuted for reasons
of race, religion, nationality, membership of a particular social group or
political opinion, is outside the country of his nationality and is unable, or
owing to fear is unwilling to avail himself of the protection of that country; or
who, not having a nationality and being outside the country of his former
habitual residence, is unable, or having such fear is unwilling to return to it.

The 1951 definition was found to be too restrictive and many amendments have
subsequently been made. The 1967 ‘Protocol Relating to the Status of Re-
fugees’ amended the definition to apply to ‘all persons crossing an international
border in genuine fear of persecution’.
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The people in emergencies 5

In 1969 the ‘Organization of African Unity Convention Governing the Spe-
cific Aspects of Refugee Problems in Africa’ was adopted regionally to widen
the definition of persecution to include ‘those fleeing war, civil disturbance or
violence generally’.

Over the years, UNHCR has made many adjustments to the original under-
standing of the term ‘refugee’ in order to afford protection and assistance to a
wider group of people.

In circumstances where the numbers of people involved, their rapid rate of
arrival and the urgency of their needs make it impractical to be able to deter-
mine the refugee status of each individual, UNHCR has provided protection
and assistance to groups of persons, as distinct from individuals. Figure 1.1
shows the global trend in the estimated number of refugees.

20

Refugee numbers (millions)

0
70 71 72 73 74 75 76 77 78 79 80 81 82 83 84 85 86 87 88 89 90 91 92 93 94 95 96 97 98 99
Year

Figure 1.1 Global numbers of refugees, 1970-99
Source UNHCR, 2000

It is illegal for a country party to the 1951 Convention to return a refugee to
the country from which they have fled. Furthermore, host governments are
responsible for the safety of, assistance to, and law and order among refugees in
their country.

Internally displaced persons (IDPs)
Many people are internally displaced as a result of armed conflict, human rights
abuses or natural hazards. They are particularly vulnerable, because they do not
have the opportunity or economic power to seek asylum across a border and
become formal refugees and therefore entitled to international protection. Their
own government may even view them as ‘enemies of the state’. There are no
specific international instruments covering the internally displaced. The UN has
produced a booklet, Guiding Principles on Internal Displacement (OCHA, 2000)
which is based on existing international law covering a person’s basic rights.
Figures for IDPs are difficult to calculate. In the year 2000, the Special
Representative of the UN Secretary-General for Internally Displaced Persons
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6 Emergencies

estimated there were between 20 and 25 million IDPs worldwide, though other
estimates were higher.

There are many examples of where the plight of refugees and internally
displaced persons have become inextricably linked. In these situations
UNHCR has been mandated to provide protection and assistance to all who
have fled their homes.

1.2.3 Power relations and vulnerability

A disaster will clearly have a major impact on how people live. A community
can be disrupted, affecting family and community structures, and local and
state politics. These changes can significantly impact on the vulnerability of
people in different ways. The following is a brief overview of some key issues to
consider — there will be others depending on the situation. See Chapter 5 for
approaches to carrying out an assessment.

General

® How do people normally live and what have been the major changes in their
lives?

® How are people coping: are they collecting water, gathering fuelwood, cook-
ing, building shelters, looking after livestock, or trading?

® Are people looking after the injured and vulnerable?

® Do people have the tools and materials to look after themselves? If not, what
do they need?

® What skills, expertise, qualifications and experience do people have that
could be effectively utilized in the recovery?

® Who are the community leaders? Are traditional power structures intact or
has there been a rearrangement of power and influence? Who really repres-
ents the majority of the affected population?

State of physical and mental health

® Does everyone, including the ill, the old, and people with disabilities, have
access to adequate quantities of drinking water and food?

® What food did people eat before the emergency? Do they have access to
acceptable food? Do they have the means to prepare food?

® Does their understanding of diseases and hygiene pose a serious risk to
health?

® Are people living in overcrowded, insanitary conditions?

® Are people ‘trapped’ in a temporary settlement, unable to go beyond the
confines of the camp?

® Do people appear confused? Depressed?

Income

® How did people earn their livelihood previously and can they still find
employment?
® Is there a loss or reduction in household income and purchasing power?
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The people in emergencies 7

Ethnicity

® Are there any ethnic dimensions to the disaster?
® Is it an ethnically homogeneous group of people?

® Are people from minority ethnic groups able to access water, food, shelter
and health services?

® [f there are ethnic differences are they likely to be a source of friction, or
even conflict?

Gender — women
® What is the proportion of women in the population? (Women and children
often constitute up to 80% of the people in a refugee camp.)

® Are women having to take on extra responsibilities and become non-
traditional heads of households (because the men are elsewhere)?

® How can women be involved in the management of the relief effort without
adding to their already considerable activities?

® Are there places or times of the day when women are more vulnerable to
sexual violence (e.g. toilets at night-time)?

® Are women stressed as a result of fear and actual harm due to sexual assault?

® Are women under considerable extra stress due to the additional respon-
sibilities of providing for family members?

Gender — men

® Are young men away fighting? Are they being forcibly recruited into armies
or militias?

® Can men, who normally spend their lives working to provide for the family,
share in caring for the family?

® Have their traditional roles changed or vanished altogether? Have the tradi-
tional male leaders been usurped by younger militants?

Age — children

® Are children especially at risk due to a lack of physical shelter and
protection?

® Are there unaccompanied children separated from parental and family care?

® Are children traumatized by the suffering of their parents and other family
members?

® Are older children involved in fighting as ‘child-soldiers’?

Age — the elderly

® Do traditional support networks for older people still function?
® Have housebound older people become ‘invisible’ to support organizations?

® Do older people need additional support for looking after young dependants
whose parents are missing?
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8 Emergencies

® Are the chronic health, mobility and mental problems of older people ad-
dressed through adapting facilities and procedures to provide equal access?

Class/caste

® Have traditional class roles been reinforced or changed and how does this
impact on access to traditional support and external humanitarian relief? Do
the higher classes benefit disproportionately?

Education

® Does education play a part in access to support and opportunities for coping?

Religion

® What part does religion play in people’s lives?

® Do people interpret their plight in religious terms and what is the implication
for the relief effort if they do?

® [s everyone of the same religious persuasion or are there several different
religious groups within the affected population? Can the different religious
groups live and work together?

People with disabilities
® Are people with disabilities ‘invisible’ to support organizations?

® Should all facilities be adapted for people with disabilities or only in areas
where they have been identified?

Problems relating particularly to refugees and displaced people
® Why are people here?
® How have they travelled here?

® How could life have been so intolerable as to make people flee their own
homes?

® What have people endured to get here?

® How are they reacting to their flight now, and how will they react tomorrow
and in the next few weeks?

® [s the migrating population of a different ethnic and cultural background to
the host population, and if so, what are the implications?

® Does their new environment pose a potential risk to their health — are they
exposed to unfamiliar diseases to which they lack immunity?

Coping mechanisms

In dealing with such problems, people — either as individuals or as a community
— depend on a range of coping mechanisms, including personal qualities and
community or social structures:

® Family, including the extended family, distant relatives, the clan.

® Religion, support groups associated with churches, mosques, temples, and
traditional spiritual societies.
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Humanitarian principles and standards 9

® Institutions; traditional structures (chieftaincy, elders), local government
bodies, political parties.

® Economic groups; informal arrangements, co-operatives, trade unions, trade
and professional societies (farmers, teachers).

® Determination; when faced with adversity many people, either as groups or
individuals, discover hidden strengths.

® Social groups; friends, neighbours, women’s and men’s societies.

People affected by disaster are likely to draw strength from traditional social
groups. There may be political factions overlaying more traditional associations
and an emergency may provide the opportunity for a realignment of internal
power structures. Emergency planning and management should be influenced
by an understanding of social grouping and community leadership. Relief
workers need to understand these structures and mechanisms and consider the
effect of their activities on them. In seeking to work with community leaders it
is clearly important to distinguish between true community representatives and
those seeking to take advantage of the situation.

1.3 Humanitarian principles and standards

With a steady increase in disasters in the 1990s and a growth in the number of non-
governmental organizations (NGOs) there was a concerted effort to define and
codify principles and standards of humanitarian policy and action. Underpinning
the effort was a concern for the welfare of humankind, an emphasis on fundamen-
tal human rights and the need to address the underlying causes of conflict. Comple-
mentary issues addressed were those of impartiality, neutrality, transparency,
better co-ordination among agencies and the competence of relief workers.

The principles by which different agencies operate can vary significantly. On
the issue of neutrality, for example, many have felt that neutrality was not
possible in practice, especially when advocating for the rights of the oppressed.
Others have felt that only by being perceived as neutral could those affected by
conflict be assisted. It is important, therefore, for the relief worker to know and
understand the principles of the agency for whom they work as they directly
impact on the role and actions of the individual.

Various initiatives have attempted to agree a body of principles and profes-
sional standards in disaster relief for improving agency performance and ac-
countability. The main initiatives are briefly listed below.

1.3.1 The Red Cross and Red Crescent Movement —
fundamental principles

Seven Fundamental Principles guide the International Red Cross and Red
Crescent Movement:

Humanity — The International Red Cross and Red Crescent Movement, born
of a desire to bring assistance without discrimination to the wounded on the
battlefield, endeavours, in its international and national capacity, to prevent
and alleviate human suffering wherever it may be found. Its purpose is to
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10 Emergencies

protect human life and health and to ensure respect for the human being. It
promotes mutual understanding, friendship, co-operation and lasting peace
amongst all people.

Impartiality — It makes no discrimination as to nationality, race, religious be-
liefs, class or political opinions. It endeavours to relieve the suffering of individ-
uals, being guided solely by their needs, and to give priority to the most urgent
cases of distress.

Neutrality — In order to continue to enjoy the confidence of all, the Movement
may not take sides in hostilities or engage at any time in controversies of a
political, racial, religious or ideological nature.

Independence — The Movement is independent. The National Societies, while
auxiliaries in the humanitarian services of their governments and subject to the
laws of their respective countries, must always maintain their autonomy so that
they may be able at all times to act in accordance with the principles of the
Movement.

Voluntary service — It is a voluntary relief movement not prompted in any
manner by desire for gain.

Unity — There can be only one Red Cross or one Red Crescent Society in any
one country. It must be open to all. It must carry its humanitarian work
throughout its territory.

Universality — The International Red Cross and Red Crescent Movement, in
which all Societies have equal status and share equal responsibilities and duties
in helping each other, is worldwide.

1.3.2 Red Cross and Red Crescent/NGO Code of Conduct

The label ‘charitable’ does not ensure relief work is always in the best interests
of those assisted. Disaster relief is a complex activity and in addition to the
experienced larger agencies there are many small groups, often coming into
existence to assist in one specific disaster or working in a specialized field. All
agencies, large and small, need guiding principles against which to check their
activities. The NGO Code of Conduct was the product of a collaborative inter-
agency effort which set standards for the provision of humanitarian aid (see
Box 1.1). Agencies who support the Code and are endeavouring to incorporate
its principles into their work can be found in the annual ‘World Disasters
Report’ or on the International Federation of Red Cross and Red Crescent
Societies web site: www.ifrc.org.

1.3.3 InterAction’s PVO Standards

InterAction, a membership association of US private voluntary organizations
(PVOs), exists to enhance the effectiveness and professional capacities of its
members engaged in international humanitarian efforts. All InterAction mem-
bers have to certify compliance with PVO Standards established and periodically
amended by the InterAction association of members. The standards define a
financial, operational and ethical code of conduct which is intended to ensure
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Box 1.1 Code of Conduct for The International Red Cross and Red
Crescent Movement and NGOs in Disaster Relief

Principal commitments:

1. The humanitarian imperative comes first.

2. Aid is given regardless of the race, creed or nationality of the recipients and
without adverse distinction of any kind. Aid priorities are calculated on the
basis of need alone.

. Aid will not be used to further a particular political or religious standpoint.
. We shall endeavour not to act as instruments of government foreign policy.
. We shall respect culture and custom.
. We shall attempt to build disaster response on local capacities.
. Ways shall be found to involve programme beneficiaries in the management of
relief aid.
8. Relief aid must strive to reduce future vulnerabilities to disaster as well as
meeting basic needs.
9. We hold ourselves accountable to both those we seek to assist and those from
whom we accept resources.
10. In our information, publicity and advertising activities, we shall recognize
disaster victims as dignified human beings, not hopeless objects.

~N N B W

and strengthen public confidence in the integrity, quality and effectiveness of
member organizations and their programmes. For the complete standards see
the InterAction web site: www.interaction.org.

1.3.4 Humanitarian Accountability Project

The objective of the Humanitarian Accountability Project (otherwise known as
the ‘Ombudsman Project’) is to provide a means whereby those affected by
disaster and conflict can critically comment on the performance of both interna-
tional and local systems of humanitarian assistance. It is intended to form part of
a wider effort to improve accountability and quality within both the international
humanitarian system and local disaster response. For more information and
progress on the project see the web site: www.oneworld.org/ombudsman.

1.3.5 The Sphere Project

The Sphere Project arose due to a concern that an increase in worldwide demand
for humanitarian relief could lead to inconsistent quality in relief assistance. In
mid-1997 two major agency networks, the Steering Committee for Humanitarian
Response (SCHR) and InterAction, launched the initiative based on the core
principles of meeting essential human needs and restoring life with dignity.
SCHR is an alliance of organizations for voluntary action created to improve co-
ordination and co-operation among humanitarian agencies. The members are:
CARE International, Caritas Internationalis, International Federation of Red
Cross and Red Crescent Societies, International Save the Children Alliance,
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12 Emergencies

Lutheran World Federation, Médecins Sans Frontieres, Oxfam International and
the World Council of Churches.

The aim of the Project is to improve the quality of assistance provided to
people affected by disasters, and to enhance the accountability of the human-
itarian system in disaster response. The Humanitarian Charter and Minimum
Standards are key features of the project.

The Humanitarian Charter affirms the following fundamental principles:

® The right to life with dignity as reflected in a variety of legal measures.
International humanitarian law (IHL) makes specific provision for assistance
to civilians during conflict.

® The distinction between combatants and non-combatants underpinned by
the 1949 Geneva Conventions and their Additional Protocols of 1977. There
is great concern at the very high number of civilian casualties due to war.

® The principle of ‘non-refoulement’ that no refugee shall be sent back to a
country in which his or her life or freedom would be threatened.

The Minimum Standards are based on the experience of agencies providing
humanitarian assistance. Various factors will determine whether these stand-
ards can be met in a specific context. Agencies undertake to make every effort
to achieve them to ensure people have access to at least minimum levels of
service in water supply, sanitation, nutrition, food aid, shelter, site planning and
health to achieve everyone’s basic right to life with dignity. The standards can
be used as guides for assessments, decision-making tools for programme plan-
ning, monitoring tools in implementation and evaluation, and to provide com-
mon ground for interagency co-ordination.

Sphere has focused attention on the need for a professional approach to
meeting the needs of those affected by disasters. It has also emphasized the
accountability of donors (institutional and private) and individuals to the recip-
ients of humanitarian aid. It also means that individual relief workers are more
accountable, not only to recipients, but also to their organization and the
donors who fund humanitarian relief.

A summary of the Sphere Minimum Standards can be found in Appendix 3.
The standards are also referred to in the main body of the text. The complete
Sphere handbook and updates on how Sphere is used in practice can be ac-
cessed at the web site: www.sphereproject.org.

1.3.6 The Geneva Conventions and Protocols

Relief workers are often involved in assisting civilians caught up in armed
conflict. It is, therefore, important to be familiar with relevant human rights
standards and international legal provisions that apply in times of armed con-
flict. International humanitarian law (IHL) comprise the rules that seek to
protect people who are not or are no longer taking part in hostilities. The
Geneva Conventions of 1949 and their Additional Protocols of 1977 are the
main instruments of IHL. The Fourth Geneva Convention of 1949 specifically
concerns the protection of civilians. The two additional Protocols of 1977
strengthen the protection of victims of international (Protocol I) and non-
international (Protocol II) armed conflicts. For further information see Darcy
(1977) and the ICRC web site: www.icrc.org.
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2 The humanitarian relief

system

Relief workers operate as part of a diverse system which functions to provide
humanitarian assistance to people affected by disasters. This chapter gives an
overview of the relief system and brief details on some of the major agencies
involved.

2.1 Sources of relief

When a major disaster occurs, the immediate victims of the disaster respond
and cope as best they can. A community’s own ability to cope with disaster is
considered in Chapter 1. For a major disaster outside assistance can be pro-
vided through a number of channels including:

Neighbouring communities. Such communities may extend across national
boundaries as with the Malawian communities who gave refuge to Mozambi-
can refugees in the late 1980s.

National or local governments, either of the country directly affected by the
disaster, or of the country or region to which affected people have fled.

Outside governments, either directly or channelled through other agencies.
Multilateral agencies such as the United Nations system.
The Red Cross and Red Crescent Movement.

Local and international non-governmental organizations (NGOs), including
religious organizations.

The private sector and specialized institutions.
Military organizations.

2.2 Government agencies and co-ordination
mechanisms

2.2.1 Co-ordination mechanisms

In most cases, the responsibility for disaster management ultimately rests with
the government of the affected country, whether it is the country that has been
directly affected or a nearby country which is host to refugees. Whether or not
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14 The humanitarian relief system

the government is willing or capable to assume this responsibility has a big
impact on the success of the response to the disaster.

In some countries, the co-ordination of the response to a disaster may be
carried out through a special forum comprising representatives of government
departments and possibly of other bodies. These include major donors, UN
agencies, NGOs and the Red Cross/Red Crescent Movement. The forum may
deal not only with immediate disaster relief, but also with the formulation of
long-term planning and preparedness measures, including risk reduction and
contingency planning.

Governments may establish a specialist agency or office to co-ordinate and
oversee relief operations. Examples include the Ethiopian Disaster Prevention
and Preparedness Commission, the Indian Government Natural Disaster Man-
agement Control Room and the El Salvador National Emergency Committee.

A ‘lead agency’ often acts as a co-ordinator for the international agencies
and NGOs. The UN office for the Co-ordination of Humanitarian Affairs
(OCHA) has the mandate within the UN to co-ordinate the collective efforts of
the international community, in particular those of the UN system (see Section
2.3). Where refugees are concerned UNHCR is often the lead agency. In other
circumstances the agency acting as ‘lead agency’ may be agreed between the
government and agencies involved.

The co-ordination of humanitarian aid is greatly complicated where, due to
the breakdown of political or civil structures, there is no functioning govern-
ment. In such complex emergencies, the United Nations is generally seen as the
global organization through which negotiations between parties can be
conducted and humanitarian relief co-ordinated. This is considered further in
Section 2.3.

Co-ordination at the operational field level

Large bodies, such as a national forum, are inappropriate for dealing with
operational detail. The co-ordination of specific sectors such as food, water and
sanitation is carried out by specific sub-groups. Box 2.1 shows the functions of a
co-ordinating sub-group.

A water sub-group, for example, might involve the field engineers of the
government water authority, UNICEF (as a UN agency with expertise in
water), UNHCR (if the water supply is for refugees), NGOs such as Oxfam,
involved in the water sector and, possibly, private sector members involved in
water provision (such as water tankering and well drilling contractors). Mem-
bership of the sub-group should also include representatives of the affected
community.

The process of co-ordination will require regular meetings and a reporting
mechanism (see Chapter 6). In the initial stages of a response, co-ordination
meetings are likely to be every few days. As implementation gets underway,
meetings at the local level may become weekly. At a broader inter-agency level,
meetings to co-ordinate and assess implementation are likely to be once a month.

Integration of all relevant specialist areas and affected groups into the plan-
ning process is desirable and can help focus relief effort on priority areas. The
people affected by the disaster should be involved as much as is practically
possible, although sometimes this may not be acceptable to the host govern-
ment, especially if these people are refugees. Involvement can be achieved
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Government agencies and co-ordination mechanisms 15

Box 2.1 Functions of a co-ordinating sub-group

To share information:

® To make known each agency’s capabilities and resources.
® To maintain lists of personnel.

® To report activities regularly.

® To disseminate information and know-how.

To divide tasks and responsibilities:

® To agree needs and priorities.
® To allocate and agree responsibilities for each task.

To establish working guidelines:

® To agree on standards to ensure an appropriate level of service.
® To avoid confusion that may arise from different agency approaches.

To convene working sessions:

® To standardize equipment.

® To focus on specific issues, plans and problems; for example, to decide on wage
rates for local labour.

® To share access to workshops and spare parts.

® To establish and maintain inter-agency co-operation in such areas as the briefing
and training of staff and the recruitment and representation of the affected
population.

To interact with other bodies:

® To represent the views of the sector at the disaster response co-ordination forum.
® To co-ordinate with other agencies not directly involved in the sector.

through their representatives — but be aware that special efforts may be needed
to ensure that the needs of certain groups are represented (children, ethnic
minorities etc.). Chapter 5 describes a range of methods for assessing the needs,
preferences and resources of refugees.

2.2.2 Donors

The type and scale of response to an emergency is dependent on how donors,
either local or external, react to appeals for humanitarian relief. External gov-
ernments normally donate funds and materials for distribution and use by the
governments of affected countries, by the United Nations agencies and by
NGOs. However, in some cases, external governments may take a more direct
role. The UK’s Department for International Development (DFID), for ex-
ample, has its own emergency response team to carry out initial assessments,
take an active role in field co-ordination and deploy skilled personnel in relief
teams. The US Office of Foreign Disaster Assistance (OFDA) provides techni-
cal assistance in the form of an Assessment Team or, for a more rapid or
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16 The humanitarian relief system

Figure 2.1 A co-ordinated response

continuous response, through the deployment of a Disaster Assistance Re-
sponse Team (DART).

Donor governments are heavily influenced by public opinion and political
and strategic considerations. Factors which influence public opinion include:
the short-term reaction of the media in that country; the public’s own experi-
ence of disaster; links to the affected country (cultural, colonial, religious, lin-
guistic etc.); and that society’s attitude to the effectiveness and morality of aid.

2.3 The United Nations system

The role of the United Nations and its agencies in disaster and emergency relief
is:

® To provide aid for humanitarian relief and for rehabilitation.

® To protect and support those affected by disaster, such as refugees.

® To prevent and resolve conflict.

While some UN agencies have reserve funds that can be used in an emergency,

the material assistance that UN agencies provide is heavily dependent on the
outcome of appeals for voluntary contributions from governments and private
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sources. When a disaster occurs, this system means that for many UN agencies,
funding is unpredictable and cannot be guaranteed. At a time when great de-
mands are being made on the agencies, they have to devote significant amounts
of time and effort to fundraising. This situation is not unique to the UN.

Where peace-keeping operations are involved, the UN must act within the
directives of the Security Council. Obtaining a rapid consensus in times of crisis
can be difficult, often resulting in delayed and inadequate humanitarian relief.

The work of different UN organizations overlaps in some areas and this has
the potential, especially in an emergency, to duplicate efforts or even to create
confusion. Partly in an effort to overcome these problems, the UN Office for
the Co-ordination of Humanitarian Affairs (OCHA) was created.

OCHA - UN Office for the Co-ordination of Humanitarian Affairs
OCHA has the mandate to mobilize and co-ordinate the collective efforts of
the international community, in particular those of the UN system, to meet the
needs of those affected by natural and environmental disasters, and complex
emergencies.

OCHA co-ordinates primarily through the Inter-Agency Standing Committee
(IASC), which is chaired by the head of OCHA, as Emergency Relief Co-
ordinator (ERC), with the participation of humanitarian partners, including the
Red Cross Movement and NGOs. IASC works for inter-agency decision making
in response to complex emergencies, including needs assessments, consolidated
inter-agency appeals (CAPS), field co-ordination arrangements and the develop-
ment of humanitarian policies. The ERC may appoint a Humanitarian Co-
ordinator to co-ordinate the overall humanitarian effort at the field level.

OCHA can field a UN Disaster Assessment and Co-ordination (UNDAC)
team to assist in needs assessment and the co-ordination of relief activities. It
can also help establish an On-site Operations Co-ordination Centre to support
the local emergency management authority.

OCHA provides information on humanitarian issues and crises through:

® A Humanitarian Early Warning System (HEWS).

® Integrated Regional Information Networks (IRINs) who issue daily and
weekly reports, as well as thematic studies.

® ReliefWeb (www.reliefweb.int) a web site that provides up-to-date informa-
tion on complex emergencies and natural disasters, including a map centre.

UNHCR (Office of the United Nations High Commissioner for
Refugees)
The two main functions of UNHCR are to:

® Provide protection to refugees while seeking durable solutions to their
problems.

® Assure the provision of material humanitarian assistance as required.

The term ‘protection’ includes the principle of ‘non-refoulement’ which means
that people should not be forcibly returned to a country where they fear per-
secution. Material humanitarian assistance may include shelter, food, water and
sanitation, health, and social services. For the purposes of UNHCR, a refugee
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is defined by the 1951 ‘UN Convention Relating to the Status of Refugees’ and
its subsequent amendments (see 1.2.2). UNHCR lists the following durable
solutions to the problems of refugees, in order of preference:

® Voluntary repatriation of refugees and reintegration into their country of
origin.

® Integration into a country of asylum.

® Resettlement in a third country.

Normally, UNHCR does not implement its own programmes but channels
assistance through implementing partners such as NGOs, national and local
authorities in the country concerned, specialist agencies of the United Nations
and private agencies. Relief work is administered and co-ordinated in the field
by UNHCR programme officers. The structure of offices in the field varies, but
typically includes:

® A field office or unit in the refugee-affected area.
® A sub-office in a strategic provincial location.

® A branch office/UNHCR country office.

® A regional office, encompassing several countries.

OHCHR — UN Office of the High Commissioner for Human Rights
OHCHR promotes universal respect for and observance of human rights
through providing technical support, information and education to strengthen
national human rights capacities. The Office also undertakes monitoring of UN
human rights operations.

UNICEF (United Nations Children’s Fund)

UNICEF co-operates with developing countries to improve and extend ser-
vices to benefit children, including services to women and girls. Although the
emphasis of UNICEF’s assistance is on long-term development programmes
for children, it will respond to disasters if there are important needs of children
and mothers to be met. Compared with most UN agencies, UNICEF has a
broad and flexible mandate which allows it to provide assistance in circum-
stances where other agencies could not act. Examples include Cambodia in
1979-81, where UNICEEF shared the lead agency role with ICRC, and Sudan
since 1989 where UNICEF, through Operation Lifeline Sudan, has been in-
volved in negotiating safe passage for aid. Emergency work is administered in
the field through specialist programme officers responsible to the UNICEF
Country Representative.

WFP — World Food Programme

WFEP is the world’s largest multilateral food aid organization. It initiates and co-
ordinates food aid for humanitarian relief, rehabilitation and reconstruction in
addition to supporting longer-term development projects.

WHO — World Health Organization
WHO acts in a co-ordinating role at an international level and supports
national health authorities to maintain and improve levels of health. WHO’s
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Division of Emergency and Humanitarian Action (EHA) co-ordinates health-
related responses to emergencies and natural disasters in partnership with
other humanitarian agencies.

UNDP (Development Programme)

The United Nations Development Programme is the world’s largest channel
for multilateral development assistance. Its programmes cover a very broad
range of development activities in support of national and regional plans. In an
emergency, UNDP is primarily concerned with development issues related to
both the emergency and the provision of technical assistance in disaster man-
agement. It is a core member of the United Nations Disaster Management
Team (UN-DMT) but it does not become operationally involved in emergency
relief.

UN-DMT (Disaster Management Team)

Within each disaster-prone country there is a permanent UN Disaster Manage-
ment Team (UN-DMT), chaired by the UN resident co-ordinator (usually the
UNDP resident representative). Membership of the UN-DMT will be deter-
mined by the type of disasters expected to occur and the UN agencies present
in each country.

The aim of the UN-DMT is to provide an effective, co-ordinated UN re-
sponse to support a government when a disaster strikes. It also aims to co-
ordinate UN assistance in post-disaster rehabilitation and disaster mitigation
measures as part of long-term development programmes. The UN-DMT has
only a co-ordinating role and cannot override the roles and functions of the
individual UN organizations represented in the DMT. In countries where there
is a national forum for disaster response co-ordination, the United Nations will
be represented by the UN-DMT.

2.4 The International Red Cross and Red Crescent
Movement

The component bodies of the International Red Cross and Red Crescent
Movement are the International Committee of the Red Cross (ICRC), the
International Federation of Red Cross and Red Crescent Societies, and the
National Red Cross and Red Crescent Societies. They are related to each other
as shown in Figure 2.2. The International Conference of the Red Cross and
Red Crescent is the supreme body of the Movement and determines major
policy. It meets every four years, bringing together delegates of ICRC, the
Federation and the National Societies and representatives of those states which
are party to the Geneva Conventions.

The Council of Delegates is the assembly of the Movement and comprises
representatives of ICRC, the Federation and delegates of all the National
Societies. It meets every two years and gives opinions on policy and subjects of
common interest to the Movement.

The International Committee of the Red Cross (ICRC), based in Geneva,
works to protect and assist victims of armed conflict and civil strife, including
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20 The humanitarian relief system

prisoners of war and political detainees. Consequently the ICRC works in
conflict zones.

The International Federation of Red Cross and Red Crescent Societies,
IFRC, based in Geneva, supports the work of the National Societies and pro-
vides and co-ordinates assistance at an international level to victims of natural
disasters or epidemics. A particular responsibility of the Federation is to assist
refugees outside conflict areas, in close co-operation with UNHCR.

Individual National Societies carry out a range of activities in health care and
social services. Programmes in developing countries include health education,
vaccination campaigns and training for medical and social workers. National
Societies also provide relief to displaced persons and victims of natural disas-
ters, supported by other National Societies in donor nations through the
Federation.

States party to the Geneva

Conventions
A\ 4
» a
» ) .
ICRC International gggﬁ:ﬂgﬁf
International —) Conference «—
Committee of qud d%ross an?
the Red Cross eSoci'z?gsen
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A
National
- Red Cross and ||
Red Crescent
Societies

Figure 2.2 The International Red Cross and Red Crescent Movement

2.5 NGOs (non-governmental organizations)

The term NGO is commonly used to describe a range of organizations who
work independently of individual governments. NGOs vary in size, expertise
and funding, ranging from large international organizations such as CARE and
Save the Children through to small, indigenous community-based groups.
NGOs may also be termed private voluntary organizations (PVOs) or volun-
tary agencies (volags). NGOs have become increasingly important in emer-
gency relief, because they are seen as a quick and effective way of channelling
emergency relief funds.
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NGO funding comes from voluntary donations, grants from donor govern-
ments and from multilateral agencies (the European Union and United
Nations agencies). The source of NGO funding will have a heavy influence on
NGO policies and how they operate in the field. Some NGOs try to ensure that
they receive funds from a number of sources to retain independence. NGOs are
usually accountable to their donors through some form of committee of
trustees.

NGOs frequently collaborate in a variety of networks to present a united
front to lobby for action and raise funds.

In the field, an effective NGO co-ordination mechanism is necessary to avoid
duplication of activities and to provide mutual support. Such a structure may be
established by the host government, by a leading UN agency, or by the NGOs
themselves. In large programmes, sub-groups may be established for the dif-
ferent sectors of health, nutrition, water, etc. (see Box 2.1).

The competence and effectiveness of NGOs vary considerably. Large and
well-established NGOs may be staffed by experienced adminstrators and spe-
cialists and be well equipped to respond to disasters. Smaller new NGOs,
particularly those formed in response to particular disasters, may be run by
highly motivated staff but they may require significant inputs from more expe-
rienced staff and technical specialists.

International NGOs and NGO co-ordinating bodies

International NGOs channel emergency relief either directly through their own
operational emergency programmes or through partner organizations working
in the affected area. Religious organizations often work through local repres-
entatives of their faith.

A trend in the structural development of larger NGOs has been the
establishment of member organizations in other countries. Associations are
often informal and are guided by a generally agreed aim and purpose. It is
common for members to adopt the original name and identify the specific
agency by country; for instance, Oxfam (America), MSF (Holland), SCF (Den-
mark). There may be significant policy and operational differences between
agencies of the same name but different country.

National and local NGOs
Indigenous NGOs may operate at a regional or national level, or be much
smaller and work with a particular community. A local NGO is often the first
organization to respond to an emergency and it may be drawn into immediate
relief work despite being a ‘development agency’. Because of its local know-
ledge and understanding of community structures and culture, such an NGO
can provide an excellent link between external agencies and a community.
However, it is very easy for such small NGOs to be swamped by the short-term
activities of large external agencies. When compared with well-funded external
agencies, there is a danger that local NGOs may appear inadequate and lose
credibility with their target community as a result.

External agencies who fund local NGOs should assess their capacity to cope
with the extent of relief aid and the accompanying administration, and, where
needed, provide appropriate training and support.
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22 The humanitarian relief system
2.6 The private sector and research institutions

2.6.1 Private sector

The private sector can be involved in the relief system at different levels:
manufacturing and supplying equipment; providing consultancy and training
services; and as contractors in the field.

The manufacture and supply of equipment for emergencies is an expanding
industry. Some companies have developed equipment for specific emergency
use which they may be able to supply at short notice, such as water tanks and
shelter facilities.

Although it is rare for major consulting firms to be involved in the early
stages of an emergency, private individual consultants are often hired by UN
agencies and NGOs for initial ‘needs assessment’ assignments, and in the later
stages of emergencies consultants may be employed where specialist skills are
required. Consultants may also provide specialist training to relief agencies.

At the field level, employing local contractors may be the most effective way
of meeting urgent needs such as transporting relief goods and food, rehabilitat-
ing and constructing roads, constructing water systems, and drilling boreholes.
Contractors are often immediately available and are familiar with local condi-
tions. Managing a series of private contracts can be more efficient than building
up an agency’s own workforce and equipment for short-term actions.

2.6.2 Specialist institutions

An increasing number of specialist institutions carry out research, run training
courses and provide technical assistance in emergency and disaster management.
They can offer expertise in the fields of vulnerability analysis, risk reduction,
disaster preparedness, disaster management, emergency relief, and programme
evaluation. These institutions may be a useful source of information and support
for relief workers preparing for deployment. They may also be a valuable source
of information and advice when in the field. See Appendix 2 for useful web sites.

2.7 Military organizations

Logistical and material support

Military forces usually have a wide range of equipment and expertise which can
be used to support humanitarian relief efforts. National military forces can play
a vital role in relief work following the impact of a natural hazard, such as an
earthquake. However, whilst the military may have expertise in a broad range
of activities they must be used with care. Lessons learned from past relief
efforts highlight a number of concerns:

e Military forces need to be prepared for humanitarian relief work if they are
to adapt appropriately to their changed roles.

® Ordered planning along military lines may be inappropriate for civilian
populations. Refugee camps, for example, cannot be designed and run as
military bases but need to take into account specific social needs.
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Military Organizations 23

® The military option can be expensive. The average cost of one flight of a
Hercules transport aircraft, for example, can be equivalent to the purchase of
a grain truck and fuel for several months.

Conflict, peacekeeping and peace enforcement
Relief workers may have to deal with various forms of military organization,
including:

® Regular military forces party to a conflict.

® National military forces enforcing security in and around refugee camps,
particularly in border areas.

® International forces, sometimes under UN control, protecting humanitarian
relief or acting as peace-keepers or peace-enforcers.

® [ ocal militias acting in support of national military forces.
® Irregular or guerilla forces with links to distinct communities.

In conflict situations, lead humanitarian agencies try to agree operational pro-
cedures between the agencies and the parties to a conflict. All agencies then
work within these procedures. Underpinning these agreements must be an
understanding by the combatants of the agencies’ objectives. For example, the
Red Cross or Red Crescent is a widely known and understood symbol of non-
partisan humanitarian assistance. However, even where such an understanding
exists it is becoming increasingly common for combatants to target human-
itarian efforts.

In some cases, the international community has deemed it necessary to inter-
vene militarily to facilitate the delivery of humanitarian aid. In the majority of
cases international intervention has been through the UN. The intervention of
UN forces in support of humanitarian relief is governed by resolutions passed
by the Security Council, which can often be diplomatically vague. Such inter-
vention is usually highly controversial, debated at length and influenced not
only by the views of individual member states but also by other key interna-
tional organizations, such as NATO. There have been an increasing number of
scenarios where the humanitarian aid community and the military of various
countries have found themselves working alongside each other and personnel
from both cultures need to be prepared for this eventuality.

CIMIC - Civil-Military Co-operation
CIMIC is the term used for civil-military co-operation. From the military point
of view, the role of CIMIC is to maintain the support and co-operation of the
civilian population and civil authorities towards achieving political and military
objectives. A Civil-Military Co-ordination Centre (CMCC) may be established
as an interface between the military and civil authorities and agencies.

Before approaching the military, check:

® Your agency policy — some NGOs refuse to work with military organizations.

® The current and possible future relationship between the military and the
local population and different factions — could your links with the military
jeopardize the present or future work of your organization?
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24 The humanitarian relief system

If working with the military is acceptable, then it has the potential to provide
significant support, expertise and equipment.

In dealing with the military it is important to understand the hierarchy and
deal with people at the appropriate level. Table 2.1 gives an indication of the

ranks and responsibilities within military forces.

Table 2.1 Ranks and responsibilities within military forces (based on the

British Army)

Rank Typical command  Administrative Technical role
unit role

NCOs

Corporal (Cpl)

Sergeant (Sgt)

Section of 8-10
soldiers

Platoon or Troop
of 30-40 soldiers

Corporals and
Sergeants may
be:

clerks, drivers
and storekeepers

Warrant Officer

Group of soldiers
or technicians

Chief clerks

NCOs may be
technicians and/
or supervisors of
artisans and non-
technical
soldiers.

Officers

Lieutenant (Lt)
Captain (Capt)

Platoon or Troop
of 35-45 soldiers

Officers have
various admin.

Officers may be
engineers and

Major (Maj) Company or roles according consultants, may
Squadron of 120-  to rank and size command
200 officers and of command unit  technical units
soldiers and are often
university
Lt Colonel Battalions or graduates or
(Lt Col) Regiment of 600- chartered
Colonel (Col) 700 all ranks engineers.
Brigadier (Brig) Brigade = 2+
Battalions
Major General Divisional

Commander
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3 Personal effectiveness

Working in emergency relief requires both professional competence and per-
sonal resilience. For many people the professional challenges are fairly straight-
forward, if tough. It is the personal difficulties one encounters that cause the
biggest problems. Dealing with different cultures, poor food, crowded living
conditions and cultural clashes are all part of the challenge. It is important to be
prepared for these challenges and to take action to deal with them. This chapter
outlines some of the measures you can take to enhance your personal
effectiveness.

3.1 Who will be effective?

Before working in emergency relief, both you and the aid agency employing
you should assess:

® Your professional competence to do the job.
® Your likely personal effectiveness.

Professional competence is relatively easy to check through interview and cur-
riculum vitae. Personal effectiveness is more difficult to assess but is affected by
motivation, personality, and how you manage your behaviour.

Motivation Strong personal motivation is likely to play a major part in the
decision to work in emergency relief and can be very helpful in maintaining
commitment. It is important to understand your own motivation and the
motivations of others, and that they will not necessarily be the same. Figure 3.1
illustrates common motivating factors. While there is no single correct set of
motivating factors, some factors are more helpful than others. A strong motiva-
tion for high pay and a place in the sun is fairly obviously not the best motiva-
tion for relief work. Less obviously, perhaps, an overwhelming desire to help
the poor and innocent victims of disaster, in order to feel wanted and receive
gratitude, may cause problems when you are confronted with ungrateful re-
fugees who appear far from poor and innocent.

Personality Relief workers have a wide range of personalities. While there is
no single personality type that is ideal for an emergency, some useful traits
include:

® An ability to listen.
® A sense of responsibility.
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| want
to help those
poor children

| want
ajobin
the sun

| want to do something
worthwhile with my life
and training

| want some
time away
from home

@]
O o
| want to O < e O
get my <
hands dirty - O

| want to
use my
talents

Figure 3.1 Possible motivating factors

An ability to take decisions.

A sense of humour.

Tolerance of others’ habits, culture, religion.
A sense of adventure.

Perseverance.

An ability to work with a diverse team of people.
® An ability to relax.

Given a suitable blend of motivation and personality, personal effectiveness
depends on the management of your own behaviour. While it is difficult to
change one’s personality it is possible to change or modify behaviour. Training
courses dealing with personal effectiveness exist — use them. If you have some
doubts about your personal aptitudes, it may be useful to identify any traits you
have which are likely to be either helpful or a hindrance in terms of personal
effectiveness. Ask a friend to help you in this process, but beware — it can be a
very painful if illuminating process.

3.2 Personal planning

To function effectively in emergency relief work and to return to normal life
successfully, it is helpful to make plans for what to do before, during and after

search

contents

previous

next

last view



Personal planning 27

an assignment. Do this whether you are an expatriate working on an overseas
posting or whether you are a member of the local staff. Table 3.1 summarizes
the issues concerned, which are detailed more fully in the following pages.

3.2.1 Before your assignment

Before applying for an assignment, consider the following:

® The effects on yourself: are you willing to work in conditions of poor se-
curity, discomfort, grief? How do you cope in a different culture, with a new
language?

® The effects on your home life: how does your family feel, will they cope while
you are away?

® The effects on your career: if you are looking for leave from regular employ-
ment, consider the effect on colleagues.

® The agency with whom you propose to work, its aims, objectives, working
methods and support systems. Has it got the funds, staffing and experience to
do the job required? What are its expectations of staff behaviour (such as its
views on religious affiliation and practice) and work-loads (for example,
provision for rest and recuperation)?

® [ssues of conscience: are there any issues of conscience which might make it
difficult for you to work in emergency relief? (political situation, corruption,
sexism, racism — see Section 3.5.3).

® Your colleagues in the field: try to get some information about the type of
people with whom you are likely to work.

® Returning home: for many people it is easier to take part in relief work than
it is to return to normality.

If you are satisfied on these counts then you are more likely to be able to work
effectively. If you are not, then perhaps you should not go on an assignment
now. There will be other opportunities to go on assignments or other ways to
give humanitarian assistance. If you decide that you are ready for an assign-
ment, and one is offered, it is important to make preparations. Some can be

Table 3.1 Factors to consider before, during and after an
assignment

Before During After
deciding to go job specification debrief
preparation and training security health
work/travel documents communications maintaining contacts
briefing and induction team considerations publicity
domestic arrangements domestic considerations employment
health health training/educating others
work aids cultural sensitivity
personal effects media

insurance going home
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28 Personal effectiveness

made in advance of any offer being made, some need to be made at the last
minute.

Initial preparation

You can begin preparing for work in humanitarian relief long before you are
offered a post. This section is written from the perspective of a RedR member
going on assignment but it can be adapted to preparing for work in human-
itarian relief generally. It would be particularly useful to consult the RedR web
site (www.redr.org) for further information or updates.

Training — would you benefit from additional training? — RedR runs a wide
range of courses and so do other organizations — see www.redr.org for the latest
training programme and links to other relevant sites.

Reference library — consider building up your own reference library of useful
manuals, etc. — refer to the Bibliography and www.redr.org.

Information — try to follow the news about humanitarian disasters. An under-
standing of the history and context of a disaster is invaluable. Beware, human-
itarian disasters are not always well reported nationally. Consider, for instance,
regularly tuning in to an international radio or TV station (BBC World Service,
Voice of America, Radio France International etc.) or visiting appropriate web
sites (see Appendix 2 and www.redr.org for links).

Family, friends, colleagues and the boss — discuss arrangements that need to be
made for you to leave at short notice.

Will — write one and then keep it up-to-date.
Pension — will you be able to maintain contributions while on assignment?

Power of attorney — discuss with your solicitor/bank. Sign an indefinite/
long-term agreement now or ensure that one can be drawn up very quickly
later.

Passport — it should be valid for at least another one to two years and have
sufficient pages for visas. Some countries insist on having a full clear page for
their visa and insist that the passport is valid well beyond the period of the
intended visit.

Driving Licence — it should be valid for one to two years. If you travel often
consider obtaining an International Driving Licence.

Photographs — maintain a stock of at least 10 passport size photographs — you
can never have too many for visas, ID cards, contracts etc.

Insurance — check that any insurance policies you have (mortgage, life, per-
sonal accident, personal effects, cash etc.) will not be invalidated by accepting
an assignment, especially if working in a conflict zone.

Health — discuss with your doctor whether you are fit to go on an assignment.
Keep a record of your blood group. Keep your vaccinations up-to-date for as
wide a range of countries as possible. Some courses of injections have to be
taken over a period of months (e.g. Hepatitis B) while others cannot be given at
the same time as each other. So you cannot have them all at once at the last
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moment! Table 3.2 is only a guide to vaccinations. Contact your medical ad-
visor for the latest information on what is required for specific locations.

Table 3.2 Lead times and duration of common vaccinations
(As of March 2001. This is a guide only. Always obtain current medical advice
in your country)

Approx. time to allow for vaccination Booster

(from 1st dose to being effective) interval
Diphtheria 4 weeks 10 years
Hepatitis A 6-12 months 10 years
Hepatitis B* 5 months 3-5 years
Yellow fever 0 10 years
Rabies? 5 weeks 2-3 years
Tetanus 18 weeks 10 years
Typhoid 0 3 years
Polio 12 weeks 10 years
Measles, mumps, rubella 0 life
Meningitis 0 3 years
Japanese Encephalitisd 3 weeks 3 years

It is advised that:

(1) Health workers for any destination should have Hepatitis B immunization.

(2) All veterinarians/livestock specialists should have rabies immunization.

(3) Courses should be completed at least two weeks before departure because of the risks of a
serious reaction to the vaccine.

BCG only for children < 5 years and those staying in area of high tuberculosis prevalence.

Booster interval 20 years +.

Make sure you always have a spare set of glasses/contact lenses. Keep your
dental checks and work up-to-date. Consider a personal stress management
plan before you leave, including preparations for returning home (see 3.4). See
Appendix 2 for useful travel health web sites.

Preparation immediately prior to an assignment

Ask for as much detail regarding:

® Terms and conditions.

® Insurance cover.

® The project you will be working on and your job description.

® Your team colleagues.

® Country of assignment — especially security, living and health conditions.
® The employing agency.

Better to pull out earlier rather than later if you are unhappy about any of the
above.

Family Discuss the assignment and make a joint decision whether to accept it
— remember the assignment is often more stressful for the family than the
member.
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Personal security

Relief work can involve a degree of insecurity. The risks you run will depend
on a number of factors. When considering whether or not to accept an
assignment, you have a very important question to ask:

Are the inevitable personal risks faced during the assignment justified by the
possible benefits to the people assisted?

To help answer this question, you should:

® Find out about the current situation in the country from press reports,
returning relief workers, the deploying agency, the web, etc.

® Ask the deploying agency in detail about their security arrangements in
the country.

® Discuss the risks and benefits with friends, colleagues and family.

See Chapter 4 for further guidance on personal security.

Employer How will leaving on assignment affect your current project, col-
leagues and career? Is your employer prepared to release you?

Initial preparations Check all those things that you should have done before
you reached this stage! (see ‘Initial preparation’). Start making your own pre-
parations as soon as possible. Even with the best intentions the agency may not
be able to provide all the information, maps, manuals, medicines, equipment
etc. which you may require or find useful.

What to do once the assignment is confirmed
Do not hesitate to contact the agency to fill in any information gaps. Ask them
to send you any relevant available information.

Health

® Vaccinations — double check you have everything for the country of assign-
ment. Will the agency be able to help with any vaccinations you still need?

® Malaria prophylaxis and other special medical requirements — check what is
required and obtain sufficient supplies of the appropriate drugs yourself
unless you are sure the agency will provide them. The regime and type of
malaria prophylaxis depends on where you are going. Obtain medical advice
and start taking the prophylaxis in good time. Remember to continue taking
it for the recommended period after leaving the malarial region.

Insurance

® Check the agency is providing adequate health and accident cover, including
cover for medical evacuation. Read the People in Aid report: ‘Under-Cover?
Insurance for Aid Workers’ (www.peopleinaid.org) which is the result of
research into levels of insurance cover available to aid workers.
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Personal

Leave your contact details (the agency, the duty station etc.) with family and
friends.

Arrange for forwarding/holding of mail.
Decide how to deal with your e-mail.
Revise the message on your answer phone/voice mail.

Pay outstanding bills and make arrangements for paying bills while you are
away.

Pay off any credit card balance. Consider leaving your account in credit if
you will be using the card whilst away.

Cancel newspapers and the milk, and work out what to do with the cat . . .

Work

Clear your desk.

Leave your contact details (the agency, the duty station etc.) with key
people.

Pack
Use the sample checklist that follows for guidance.

Packing suggestions

General

Photocopy original critical documents (e.g. passport) and place in a safe
place. Note telephone numbers for reporting lost credit cards, etc.

Pack a change of clothes, your wash bag and essential medicines in your
carry-on flight luggage in case your main luggage goes astray.

A locked rigid suitcase protects your possessions from damage and pilfering
better than a soft kit bag. Include stuff sacks and a number of plastic bags.

Take a small bag/back pack for field trips and short journeys.

Take clothing and footwear appropriate to the climate, culture and nature of
the work — remember even ‘hot’ climates can be cold at night. A number of
thin layers of clothing is more flexible than a smaller number of thicker
layers. Natural fibres are more comfortable in warm climates than man-made
fibres.

Electrical equipment — check voltage, plugs and adapters.

Computer equipment — do you need to take your own? Will your software be
compatible with that of the agency? Remember anti-virus software is
essential.

Include a set of ‘smart’ clothes.
Do not take anything remotely military in style or appearance.
Check which items the agency will provide before buying your own.

Take a note of the contact details for RedR’s Technical Support Service:
techsupport@redr.demon.co.uk.
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Documents

Contract

Insurance documents

Travel ticket(s)

Passport with exit and
entry visas as
appropriate

Work permits

Ordres de Mission/Letter
of introduction

Health certificates

Record of blood group

National and
international driving
licence

Plenty of passport
photographs

Address book

Health insurance card

Business cards

Identity card(s)

Contact details for home,
work, agency etc.

Electrical/electronic
equipment

Laptop computer, mains
and surge adapter,
mouse etc.

Emergency boot/
recovery disks

Range of printer drivers

Portable printer, mains
adapter, spare ink
cartridge and cable

Modem, mains adapter,
cable and line test
meter

SW radio, mains adapter,
aerial and spare
batteries

Walkman with cassettes/
CDs/MP3

International mains
adapter

Finances

Cash — hard and local
currencies as
appropriate

Travellers’ cheques —
check best currency
and denominations

Credit and direct debit
cards, latter for cash
withdrawals

Clothing

Jeans, trousers, skirts

Jacket and tie, smart dress/
kilt/suit

Night-shirt/dress, pyjamas

Shorts

A couple of sets of long
loose cotton clothing

Sun hat and glasses

Underwear

Long and short sleeved
shirts

Jumper

Socks

Flip-flops/sandals

Stout shoes/work boots

Hangers

Towel

Waterproof jacket with
hood

Swimming costume

Stationery

Hard backed note book

Ring binder with dividers

Airmail writing paper and
envelopes

Small paper hole punch

Small stapler + staples

Calculator — solar and
battery

Glue

Ball point pens

Pencils

Pencil sharpener

Eraser

Highlighter

Large permanent marker

Clothes marker

Scissors

String

Toiletries

Shampoo and soap

Hairbrush and comb (a
fine tooth comb will
keep lice at bay)

Razor, shaving soap, brush
etc.

Tooth brush/Toothpaste
Dental floss (useful also as
an impromptu washing

line!)
Nail clippers/scissors
Liquid clothes detergent
Foot powder and cream

Box 3.1 Packing checklist to be adapted as required

Tampons, contraceptives

Spare glasses/contact lenses
and copy of optical
prescription

Contact lens solution

Equipment — mini tool kit

Camera, films and spare
batteries

Torch and spare batteries

Swiss army knife or
‘Leatherman’ with cork
screw and bottle opener

Steel tape measure

Electrician’s screwdriver

Electrical test meter with
battery test feature

Compass

Stopwatch

Altimeter

Clinometer/Abney level

GPS

References

Technical reference books/
manuals

Engineering in Emergencies

Sphere Handbook

Maps — country and major city
maps

Language guide/dictionary

Miscellaneous

Mosquito net and Permethrin
bednet treatment kit (recent
research has shown that
bednets alone are not
sufficient to reduce malaria
transmission but treatment
with insecticide renders even
nets with holes protective)

Sleeping bag, cotton liner and
foam bedroll

Umbrella

Reading material

Airline blindfold

Cigarette lighter

Length of washing line and
clothes pegs

Unbreakable one litre water
bottle

‘Goodies’ — for you and your
colleagues

If on a RedR assignment
consider borrowing a RedR
tool kit — see www.redr.org

search

contents

previous

next

last view


http://www.redr.org

Medical kits

Before going on assignment, check with your agency whether you have to
prepare your own medical and first aid kits — the agency should cover the cost.
See Box 3.2 for guidance. Take a personal medical kit to keep in your room and

Personal planning

a smaller personal first aid kit to carry with you in the field.

Personal medical kit

Sun block

Disinfectant

Painkillers (aspirin or paracetamol)

Bandages and sticking plasters

Scissors

Antiseptic cream or powder

Antihistamine

Malaria prophylaxis and treatment

Condoms and other contraceptives

Water purification tablets or drops

Sterile needle kit

Oral rehydration salts (ORS)

Insect repellent (DEET-based)

Strip thermometer

Mosquito net

Needles and syringes (where local
supplies cannot be relied upon —
especially in areas where Hepatitis
B and HIV are prevalent. Ensure
you obtain a medical prescription
for countries which would suspect
anyone carrying them of being a
drug addict, e.g. Malaysia.)
Personal medicines (and a list of
their generic names)

Box 3.2 A guide to medical kits

Vehicle first aid kit

Sterile gauzes

Many non-sterile gauzes

A few large, thin green gauzes
Stretch bandages

Adhesive plasters, large and small
Triangular bandages

Cotton wool

Soap

Antiseptic or Gentian Violet
Re-usable or disposable gloves
Scissors

Matches and a candle

Torch and batteries

A small container

Pen and notebook

Oral rehydration salts (ORS)

Personal first aid kit

Sticking plasters and antiseptic
cream

Painkillers

Water bottle and water purification
tablets (iodine preferable)

Anti-diarrhoea medicine

During your agency briefing

From Human Resources

Contract including:

® Job description — as detailed as possible under the circumstances.
® Salary — how much, how will it be paid and where?

® Expenses — what expenses are reimbursable; how will they be reimbursed;
will you be given an advance in headquarters and/or in the field; is a daily

allowance (per diem) paid in the field, etc.?

® Insurance cover provided by the agency — is it adequate?

® Other terms and conditions — accommodation, food, field transport, time off

in the field, rest and recuperation (R&R), etc.
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Other points:

Living conditions, health considerations, local health care, personal mail.
Leave contact details of your next-of-kin with the agency.

From the Desk Officer/Technical Section

Security situation — ask about the security situation. You can refuse the
assignment if you feel the risk is too great.

Security plan — obtain details of any security plan, including evacuation
arrangements. Find out who is responsible for the management of security in
the team.

Country — geography, climate, politics, economics, social situation, location
of work, road conditions, language (basic greetings), introduction to key
cultural issues, type of clothes to wear, photography, maps etc.

Assignment — description, background, responsibilities, reporting lines, tech-
nical information, logistical and financial systems and constraints.

Ask for copies of latest situation reports.

Is there a hand-over report from your predecessor?

Are all the manuals, spare parts lists, tools and equipment necessary to do
your job available on the ground? If not, make clear to the agency the tools
and equipment you will require to do the job and that they should provide
them.

Agency — mandate, policies, local team structure and members, methods of
reporting, communications, policies relating to the media, issues of con-
science, rules of conduct.

From the Accounts Department

Advance for expenses or advance against per diem.
Expense forms and procedures.

Provide bank details for salary and expense payments.

From the Administration/Travel section

Entry visas and travel tickets — check baggage restrictions and overweight
allowances (there and back).

Driving licence — is your national licence valid in the assignment country or
do you need an International Driving Licence?

Letters of introduction, Ordres de Mission, etc.
Identity card(s).
Medical insurance/evacuation cards.

Information required by immigration on arrival: contact name and address in
country, job details, introductory letter, money, etc.

Clarify what arrangements have been made to meet you on arrival.
Offer to carry the agency mailbag.
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From the Health section

® Health considerations for the region. Have there been any health concerns
within the team?

® Pre-departure medical examination (including a chest X-ray).

® Malaria prophylaxis and treatment, impregnated mosquito net, other special
medicines, etc. as appropriate.

® Ask for their basic medical or field first aid kit.
® Consult medical web site links (www.redr.org).
® Some agencies ask for or recommend an HIV test — check their policy.

Consult the People in Aid project web site for their health and safety guidelines
on preventing HIV/AIDS (www.peopleinaid.org).

The People in Aid project

People in Aid is an international network of development and disaster re-
sponse agencies which promotes best staff management practice in aid agen-
cies. It has established a ‘Code of Best Practice in the Management and
Support of Aid Personnel’. The project also produces ‘Health & Safety
Guidelines for Aid Workers’ which provides practical advice on safety in the
field. See their web site for further information (www.peopleinaid.org).

3.2.2 During an assignment

On arrival, introduce yourself to all the staff and find out about your role. Get
some sort of induction and briefing at the local office, including a security
briefing. Find out how the office operates and how it perceives the emergency
situation. Find out what documentation you need, particularly any ID cards
that are required. Find out where the best place is to keep your passport.

Job specification

Ask specifically about their interpretation of your job specification as this may
vary from the one you were given at head office. If there are differences, let
them know, but be prepared to be flexible and adapt to their requirements. If
the tasks are significantly different from those you were expecting, you should
not panic. If you feel you would like to tackle the work suggested, ask for
support — for example, ask your agency to get the extra tools or reference
materials you need. RedR may be able to help in this respect. Take time to
assess for yourself what needs to be done and how much you can realistically
achieve. Do not bite off more than you can chew.

Security

Familiarize yourself with the agency’s security policies and procedures, par-
ticularly their evacuation procedures. Are they satisfactory? If not, notify the
responsible staff and ask for and expect action. What security restrictions ap-
ply: travel, photography, curfews? (see Chapter 4)
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Communication

Check that you understand to whom you must report and how often this is
expected of you. If this contact is by radio, do you know how to use it and what
type of messages you can send? Do you have a direct line of communication to
your main office? Make sure you know how to contact home (mail, telephone),
when to forward your personal mail and how letters from home reach you.
Keeping your family in touch with what you are doing helps them to relate
more easily with what you have been through when you get home, and reminds
them of their importance to you.

Team considerations

Teams are generally put together on the basis of professional roles. In emergency
relief work, you are likely to be both living and working with your team-mates
(see also Section 6.2.6). Therefore it is important to recognize the interpersonal
aspects of teamwork, which may be less well defined than the professional ones
but are no less important. Be particularly aware of cultural differences and of
your own and others’ vulnerabilities and needs. Do not forget your extended
team members; it is not just your local colleagues who make your work possible,
but also those working in head office, packing crates, collecting clothes and the
like. In emergency situations this work may include several volunteers who
would love to hear from you that their efforts were appreciated in the field.

Domestic considerations

It is important that you and your colleagues have adequate food, accommoda-
tion and domestic facilities. You are there to help relieve misery, not to share it
unnecessarily.

Ensure that you and your team members have decent accommodation as
soon as is practicable. If necessary, delegate responsibility for this to one mem-
ber of the team. Adopt a staged approach and improve living quarters and
facilities as soon as is practicable. If possible, rent a house or hotel. Try to
ensure that each member has his/her own personal space — at the minimum a
tent, preferably a room. Try to ensure that the living accommodation is clean,
secure and has proper washing and sanitation facilities. Ensure that domestic
chores are carried out regularly — this is as important for morale as it is for
hygiene. If possible, hire someone to do this. Ensure that adequate amounts of
nutritious food are served regularly and hygienically. If possible, hire a cook to
prepare all meals.

If you have to share accommodation with colleagues, recognize that this may
cause problems. Let your fellow residents know if you have any special needs,
such as a room close to the toilet if you have to get up a lot during the night. Be
flexible and adaptable, but if things become unbearable, sit down and talk it
through — you may not be the only one who is suffering.

Health

Remember that you are no use to anyone when you are ill, so be prepared and
avoid burning up all your energy in the first week. Take precautions and if you
do contract an illness treat it effectively (see also Section 3.3). Find out where
your local medical and dental facilities are and what they offer. Ensure that
your colleagues know your blood group and any particular worries you may
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have, such as ensuring that only your own sterile needles are used on you.
Stress is likely to be your major occupational hazard, so set up your own
support system for coping before it sets in. Decide where to take a five-minute
break from work and allocate and plan time for relaxation.

Departure

Start planning your departure as early as possible. In addition to handover
reports and activities in your work, plan your journey home. Consider a step-
ping stones approach (see Section 3.4). If possible, take photographs to share
with friends, colleagues and other relief workers when you get home. You may
be asked to share your experiences at public meetings or at training courses.

3.2.3 After your assignment

Debriefing

Debriefing is beneficial both to you and to the agency. The agency receives
useful feedback on the project; you have an opportunity to talk to someone
who is interested and you can suggest improvements. If debriefing is offered,
take it; if not, ask for it. You should be offered at least one debriefing on work-
related matters and one debriefing concerning personal matters. These may
either be in-country or on return home. Your debriefing should allow you to
comment on:

The work you did and areas which still require attention.

The successes and frustrations of your work.

How well the agency treated you personally.

The support you received both locally and from your home or head office.
How you feel the local office is responding to the situation.

How you feel the organization could be more effective in the future.

If at all possible, write a brief assignment report — it is valuable from a profes-
sional point of view and it is one method of self-debriefing.

Be constructive in any criticisms you make as this way people are more likely
to want to listen to you.

You may be offered counselling or stress debriefing with a qualified coun-
sellor. This is not to be taken as any indication that you were unable to cope — it
is simply an acknowledgement that you have faced some pretty tough chal-
lenges. If you are not offered the counselling but feel that you would like it, find
a counsellor. If you need help finding a counsellor, RedR may be able to help.

It can be very helpful to talk to people who have had similar experiences to
your own. Ask your agency or RedR to put you in touch with people who may
be living in your area and were working in the same country. Offer to help
agencies in preparing or training prospective relief workers — you will have an
eager audience who will greatly appreciate hearing about your work.

While family and friends are important in the debriefing process, it is import-
ant to recognize that they may have had a lot to cope with themselves and may
not be able to relate to your experiences. Do not expect too much of them in
this respect.

search

contents

previous

next

last view



38 Personal effectiveness

Health

Have a thorough medical checkup on your return. Let your own doctor know
where you have been, what you have been doing and any problem you had
while on assignment. If you think you have malaria, insist on being tested and
treated immediately — it is sometimes misdiagnosed as flu. If you become ill
within six months of your assignment, visit your doctor and remind her/him of
your assignment.

Maintaining contacts

Keeping in touch with the friends you made on assignment will help you feel
that you have not simply abandoned them to their problems and forgotten
them completely. However, it is inevitable that you will lose touch with many of
them. For some people this process of ‘letting go’ is very painful and takes a
surprisingly long time, frequently months, sometimes years. If you find it diffi-
cult, contact other people who have had similar experiences and discuss it — you
will find you are not alone.

Publicity

Talking about your work to the public, either at meetings or through the press,
is an effective way of continuing to support the work that you have been doing.
It is also a useful way of debriefing yourself. See Section 3.6 for tips on using the
media. Take a public speaking course if you are not used to speaking in public.

Employment

Returning to your old job may be a relief after your assignment — it may also be
a major anti-climax. Your colleagues may resent the fact that you have been
allowed leave or that they have had to cover for you while you were away. Take
time to find out what they think about your absence.

If you are interested in continuing in the same line of work, let organizations
know by sending a letter and copy of your CV. If you have not contacted RedR,
do so now. If you would like to be more prepared for a future assignment, find
out what training courses are available.

3.3 Personal health care

Some reasons to take good care of your health on assignment:

® Healthy people work more effectively and efficiently.
® You may not have access to the standard of medical aid you would like.
® When ill you become a burden to others.

Working in emergency relief, you are likely to be exposed to many causes of
illness — see Figure 3.2. In addition to increased exposure to illness, a high
workload with heavy responsibilities can increase stress and lower your resist-
ance to disease. In such circumstances it is important to take precautions to
minimize the risk of becoming ill (see Box 3.3). For relief workers, road acci-
dents and malaria are the most likely causes of death or serious illness.

Make contingency plans for illness — for example, find out where appropri-
ately qualified medical staff and health facilities are situated.
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Overwork Water
Climate Food Stress

Road accidents

Trauma Poor
hygiene
Sex Altitude

Contact diseases Insects and animals

Figure 3.2 Possible causes of iliness in relief workers

What to do if you become ill

Watch out for signs of illness such as: diarrhoea, vomiting, skin changes, fever,
pain, ear and eye infections, excessive tiredness or drowsiness. On discovering
symptoms act immediately. Do not try to ‘soldier on’ — it usually ends up with
someone else carrying your burdens.

® Find out what is causing the symptoms as soon as they appear.
® Treat the illness as soon as possible.

® Rest when you are advised to do so. Do not resume heavy work until you
have recovered or you may well relapse.

® Try to discover and remove the cause of the illness (for instance, by getting a
better mosquito net, or not drinking dirty water again).

If you feel very tired and lacking in energy, check that you are eating enough of
the right food and drinking sufficient liquid. In dry climates, even when you do
not appear to be sweating, you can dehydrate rapidly. If you are physically
active in the heat you may need to drink several litres of water per day. Ensure
that you drink enough so that you need to urinate at least twice per day.

Accidents

Accidents happen more frequently when you are tired or under pressure. Any-
thing from a cut or graze to a blood transfusion can be potentially dangerous
due to the risk of infection. Along with malaria, road accidents are the most
likely cause of illness or death among relief workers. Motorcycles are par-
ticularly hazardous, especially when an ‘emergency mentality’ develops and
normal standards of safety slip — avoid using motorcycles if possible. See Sec-
tion 17.2 for more details on vehicle management.

If an accident occurs:

® (Clean and protect all cuts and grazes however minor.

® Avoid contaminating yourself if treating wounds of colleagues or friends.

® Ensure your colleagues know what to do if you have an accident and that
they know where to find sterile needles and so on, should these be required.

® Be aware that the risk of infection from blood transfusion is high (malaria,
typhoid, HIV). Choose your own donor if possible.
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Nutrition
Take care that you eat regularly and suffi-
ciently, especially if physically active.
Drink enough water — you should pee
twice a day.
If your urine is strong and discomfort is
felt when peeing, drink more fluids.

Eating out
If eating out, eat only hot cooked food.

Drink hot tea or coffee or sealed bottles
of beer. Only drink soft drinks if you are
sure the bottles cannot be opened and
resealed.

If in any doubt about hygiene, do not
consume salads, peeled fruit, water, ice or
ice-cream.

Never drink local beer or share drinking
vessels — say it is against your culture.

Try to eat when the restaurant is busy —
the food is more likely to be freshly made.

Wash your hands and clean any sus-
picious looking cutlery and crockery,
especially glasses or beakers.

Eating in
If cooking for yourself take extra care over
hygiene. Wash all fruit and raw vegetables
in clean water (add a tiny drop of bleach or
washing up liquid).

If employing a cook, check and inspect
hygiene practices regularly.

Ensure all drinking water is safe: boiled
or otherwise sterilized.

Clothing
In hot climates, protect yourself from the
sun — use a hat, sunscreen and sunglasses.

Wear stout protective footwear — strong
shoes or boots. Avoid open sandals. If
working in the bush, wear long trousers.

In cold climates, remember that several
layers of clothing insulate better than sheer
bulk — a good combination is thermal un-
derwear, T-shirt, shirt, light sweater, heavy
sweater. Ensure you have adequate water-
proof clothing, footwear and gloves.

Personal hygiene
Personal hygiene is very important for
good morale.

Make sure that you wash daily and
change your clothes regularly, especially
underclothes. Have your clothes washed,
rinsed and, in hot climates, ironed properly
and regularly to kill bugs.

Ensure that your bed linen is changed
regularly. If you are using a sleeping bag,
use a sheet liner and wash it regularly.

Box 3.3 Precautions against illness on assignment

Accidents
Ensure there is an agreed and widely un-
derstood procedure to deal with accidents.

Ensure there is a proper first aid kit in all
project vehicles.

Know your own blood group and ensure
others know it.

Always carry a small personal first aid kit
for your personal use.

Treat cuts, grazes and bites immediately,
to prevent infection.

Drive carefully and ensure that project
drivers do likewise. Refuse to travel with
dangerous drivers. If doing a lot of driving,
hire a good local driver.

Avoid night driving if possible.

Insects and animals

Avoid them - they carry disease and para-
sites. Ask around for what to beware of.
Do not keep pets.

Mosquitoes: use insect repellents to min-
imize biting in the evenings. Use a treated
mosquito net at night.

Ticks and leeches: if working in the bush,
check yourself regularly.

Snakes and scorpions: use a torch if
walking at night. Check your shoes in the
morning before putting them on.

Alcohol

Never drink and drive. Avoid drinking lo-
cal brews. Never share drinking vessels. Be
sensible and use alcohol wisely.

Sex

If you develop a sexual relationship, ensure
that you take sensible health precautions.
Always use a condom, even if using other
contraceptives. If using the pill, ensure that
you have an adequate supply and be aware
that it may be less effective in certain
circumstances.

Diseases

Ensure that you have taken the correct vac-
cinations and that they are kept up to date.
If located in a malarial region, take your
anti-malarials and use a mosquito net.

Stress

High levels of stress can increase the risk of
illness. Have a sensible stress management
plan, including enough rest and relaxation
(see Section 3.4)
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® Get statements from accident witnesses if appropriate.

® Write a clear record afterwards. Include: events leading up to the accident,
what actually occurred, the date, time and precise location, who was present,
who was injured and the nature of the injuries, what action was taken and
what follow up is required.

3.4 Stress

Disaster situations are abnormal, sometimes severely so. Stress reactions are
normal in an abnormal situation. Stress may be cumulative due to the build up
of every day concerns over time. Traumatic stress is caused by a sudden,
unexpected and violent event which severely impacts upon and harms or
threatens an individual. Trauma is a very severe state of stress. In the short
term, cumulative stress may increase your output and make you more efficient.
In the longer term, exposure to unacceptable levels of cumulative stress may
lead to poor work performance, illness, mental breakdown or burn-out. Recog-
nize the factors which cause cumulative stress, its symptoms and how to deal
with it.

Factors which cause stress
Factors which cause stress include:

® Exposure to other people’s suffering and grief; an inevitable part of working
in an emergency.

® Poor personal security.

® High self-expectations. Are you determined to ‘prove yourself’?

® Feeling indispensable — nobody is.

® Living accommodation, health and nutrition.

® Organizational culture. Is there a workaholic mentality?

® Interpersonal relationships.

® Work environment — have you the right tools, facilities, finance, etc. for your
job?

® (Climate.

Symptoms of stress

The first step in dealing with stress is to recognize it. It is difficult to diagnose
stress in a colleague and particularly difficult to diagnose it in yourself, partly
because stress affects your ability to think clearly. Common symptoms include:

* Problems sleeping.

¢ Headaches or muscular twitches.

e Unusual difficulty with normal mental activities such as analysing simple
problems, formulating plans, writing reports.

e Mind racing, jumping from subject to subject.

¢ Indecisiveness, inconsistency.

e Poor concentration, disorientation, confusion.
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Increase or decrease in activity.

Inability to rest or let go.

Social withdrawal.

Periods of crying.

Increased alcohol or drug intake.

Increased dependency on ‘pick-me-ups’.
Self-neglect.

Hypervigilance.

Increase in racist or sexist statements.

Increased complaints about minor health problems.

Emotional effects include:

Mood swings.

Anxiety, depression, guilt.

Wanting to do more to help.

Irritability, restlessness, anger, need to attribute blame.
Feeling heroic, exhilarated, invulnerable.

Feelings of isolation, abandonment.

Strong identification with emergency victims.

Exposure to a severe traumatic situation may result in physical symptoms
including:

¢ Insomnia, nightmares, flashbacks.
e Undue fatigue.

e Excessive startle, muscle tremor.

e Vomiting and diarrhoea.

e Recurrent headaches, body pain, dizziness.

¢ Sweating and shivering.

e Increased heartbeat, breathing and blood pressure.

Dealing with stress

The effects of stress can manifest themselves before you go on assignment and
can continue long after you return. Prepare a plan for stress management
before you go on assignment, while your head is still clear.

Before you go
® Make sure your family understands what you are doing and why.

® Be prepared — get as much information as possible before leaving about the
job, country, situation, and where possible share it with family and friends.

While on assignment

® Try to stay healthy and physically fit.

® Know what to do when a crisis occurs, for instance, a security or medical
problem.

® Watch out for signs of stress in yourself and colleagues, possibly by using the
buddy system (see below).
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® [dentify ways of defusing stress by taking a break or talking to a friend.

® Prepare for leaving and returning home. Consider returning by ‘stepping
stones’ (see below).

After your assignment

® Remember, for most people, returning home is more difficult than leaving.

® Make sure you are debriefed properly by your agency on both technical and
personal matters.

® If you have any difficulties coming to terms with anything that happened
during your assignment, go to a qualified counsellor.

® Contact people who have been working under similar conditions for an
understanding chat.

® Giving talks and presentations about your assignment, particularly to other
relief workers, is an excellent way of coming to terms with your work and
passing on your experience to others.

Treatment of acute traumatic stress

Where acute stress or trauma has occurred, treatment must be properly
structured and controlled, where possible in accordance with appropriate
medical advice. All cases of acute stress should be referred to your agency
who should have a policy for treating such cases. The following guidelines are
suggested:

® Initial defusion,; it is essential to ‘let it all out’ on or near the scene within 48
hours.

® Rest and take a break from work, preferably away from the area of the
incident.

® Allow the sufferers to ventilate feelings with someone who is a qualified
counsellor or informally with people who have been through the same ordeal
and with whom the sufferer can identify. It is important that this is done in a
confidential and supportive atmosphere. Criticism of the professional perfor-
mance of colleagues should be dealt with in a separate forum.

® Make every effort to enable the sufferer to return to work. Complete with-
drawal from the scene may make it more difficult to come to terms with the
situation. However, complete withdrawal may be the only option and the
sufferer must be supported in this. On no account should suggestions be
made that this was a failure to cope.

Coping mechanisms
Here are some suggestions on coping with stress. Choose some and add some of
your own.

® Eat well, exercise properly and take proper rest.

® Schedule a time for relaxation at the end of each day.

® Set yourself realistic goals and make sure your colleagues understand what
these are. Do not be afraid to say NO.
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® Make sure you get reasonable, regular breaks away from work. As a min-
imum, this should be at least one day off per week and a few days away from
site every four to six weeks. In difficult circumstances more breaks may be
needed.

® Try to ensure that you have some private space into which you can retreat
from time to time, whether to read, to listen to music or simply to stare into
space.

e A little alcohol may help in socializing, but be sensible and control your
intake.

® Talk to friends with similar experiences.
® Try not to get too emotionally involved with the cause or effects of the crisis.

® Encourage yourself by thinking positively about what you can do, even if this
is only a very small part of what needs to be done.

® Everyone likes to feel someone cares. Keep an eye on your colleagues’ stress
and fatigue levels.

® In emergency work, strong personal relationships frequently develop. Be
aware that this may happen and consider the consequences on other rela-
tionships you may have (see below).

® Keep in touch with family and friends while you are away, even if only by
brief postcard.

® Remember you are not indispensable, nor need you feel isolated.

® Keep a personal diary. It is useful in work as a record for reports. It is useful
personally as a way of letting off steam at the time and may be useful
afterwards in helping you come to terms with returning home.

Buddy system

Recognizing and acknowledging stress at an early stage and taking appropriate
action may save the need for drastic action at a later stage. However, recogniz-
ing and acknowledging stress is not easy because:

® [t is difficult to recognize stress in yourself, as by its nature, stress may impair
your ability to analyse.

® There may well be strong subconscious cultural taboos which result in a
reluctance to acknowledge that one is suffering from stress. These taboos
may make it difficult to point out to colleagues that you believe they are
suffering from stress.

The ‘buddy system’ is one method of dealing with the reluctance to acknowl-
edge stress at an early stage and allows one to take appropriate action. It is a
form of informal contract with a friend or colleague which works as follows:

® Before any signs of stress are manifested, make an agreement with one
friend or colleague (the buddy) to:
e Watch each other for signs of stress.
e Point this out tactfully and in private at an early stage.
e Suggest some course of action, such as a few days leave, or a chance to go
and talk.
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Relationships
Working as part of a team in difficult and dangerous conditions can result in the
formation of strong personal relationships, some of which may be mutually
supportive and positive, some of which may turn out to be acrimonious and
negative. If you are working on a short assignment, the best way of dealing with
a negative relationship may well be to ‘live and let live’ so long as it is not
affecting your work. If it does begin to affect work, then it becomes a manage-
ment issue and appropriate managerial action may be required (see Chapter 6).
Supportive, positive relationships can be very important in coping with the
difficulties of a situation. However there are a number of issues to be
confronted:

® Time spent working in an emergency is time away from your normal life.
How would you relate to this person or these people in your normal life?

® How will this relationship affect other relationships ‘back home’?

® [f a relationship develops into a sexual relationship:
o Consider the effects on partners (if any) back home.
¢ Consider the effects on your friends and colleagues with whom you are
living and working.
¢ Consider the effects on any local customs or taboos.
* Protect yourself against pregnancy and disease.

Emergency relief work is frequently carried out in situations where there has
been a massive breakdown in civil society and where great evil has been perpe-
trated. Against this background, the immediate benefits to be gained from a
comforting, supportive sexual relationship may seem to outweigh the long-term
costs of dealing with the consequences of such a relationship when returning to
normality. How you deal with these issues is a personal matter but it is import-
ant to be prepared.

Returning home — stepping stones

Returning home to normality may mean leaving the intense relationships that
have developed in difficult circumstances. Your perspective may have been
changed dramatically by your experiences on assignment. By contrast, the
generality of life back home is likely to have changed little. You will need some
time to re-adjust. It is not sensible to go straight from an assignment back into
normal life and work. Plan your return home as early as possible, before you go
on assignment if possible.

Take some time out between leaving your place of work on assignment and
returning to normal life and work back home. If possible, take a few days to
wind down away from your assignment, for example in the capital city of the
country of work or a nearby country. Plan a few days’ holiday close to home
before attempting to get back into the full swing of normal life. If you have a
partner, take a few days’ break together. Return by stepping stones.

3.5 Working with different cultures

When working in humanitarian relief you will meet people from many different
cultures. Cultural differences may be refreshing — they may also lead to many
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problems, threatening your patience and security, and increasing anxiety and
stress. It is important to recognize when you are faced with a cultural issue and
to accept that you may have to live with it.

3.5.1 Cultural awareness

Being culturally aware does not mean knowing everything about a different
society but it does mean knowing to expect differences. If possible, speak to
someone from your own culture who has experience of living in the area and
ask them about their observations. Keep an open mind, do not make instant
conclusions about what you see but take time to find out what it really means.

To work effectively with other cultures, it is important to understand your
own culture. For example, why do you make certain gestures, keep strict time,
show respect to animals or not eat meat? Keep an eye open for some of the
factors and practices mentioned in Table 3.3.

Sensitivity
Begin by learning to show respect. Learn a few words of greeting in the local
language and use them. Throughout your stay, show a willingness to learn by
befriending locals, trying the local food or joining in local activities. Aim to be
courteous, tolerant, flexible, friendly, patient, non-judgemental, prepared to
learn and prepared to adapt.

Do not assume your ways are better — they are only different.

3.5.2 Culture shock

While adapting to the surrounding cultures, it is a good idea to let people know
about your own culture to help explain your actions. People are generally very
tolerant of newcomers and do not expect them to learn everything. Have your
own realistic expectations; do not expect ever to be fully accepted by the
different societies. The degree to which you need to adapt and the extent to
which it is possible will vary with the nature of the culture you are working in
(that of the host community and of the refugees) and the type of emergency
work in which you are engaged. An inability to accept and be considerate of the
differences between your own and other cultures is referred to as culture shock.
This can manifest itself as:

® Withdrawal: showing no interest at all in the other culture and cutting your-
self off by setting up your own small community.

® Aggression: responding to the culture with hostility, proclaiming your own
ways superior.

® Over-identification: excessive readiness to abandon your own culture for a
new one.

Culture shock may be a problem on arriving in a new country. For many
people, the most difficult form of culture shock is that experienced on returning
home.
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Table 3.3 Observing cultural factors and practices

Politeness
Greetings

Respect

Body language

Physical contact

Space
Appearance

Gender

Age

Time

Loyalty

Decision making

Hierarchy

Risk taking
Emotions
Relationships
Social practices

Disagreement

Attitude to work

Fatalism

Attitude to nature

Law

What are the basic rules of politeness and decency?
How and when should you say hello?

Who should be shown respect and how? (for instance, the use
of ‘tu” and ‘vous’ in French).

What gestures are rude? How should one sit? Is eye/body
contact acceptable?

What is expected — shaking and holding hands, kissing,
embracing?

What is personal or public space?
What is the appropriate dress code?

What are the attitudes to women? Sharing of household tasks?
Ways of showing respect to either sex?

Are elders respected? Are there different ways of greeting
young and old?

How punctual are you expected to be? What does ‘now’ mean?

Is this respected? Is nepotism common? Is non-conformity
allowed?

Are decisions made by individuals? by group? apparently by
nobody?

Is the hierarchical structure authoritarian and well defined?
Participative and loose? Democratic? Anarchic?

Is it frowned on?

What can be shown?

What are the rules for socializing outside work?

Is waiting in line the norm? How should you call for attention?

Should one express disagreement openly? Is saving face more
important than frankness?

Is work seen as good in itself? Or merely a means to an end?

Can people really take effective action or is everything ‘God
willing?’

What respect is due to animals, trees, watering places?

Does it exist in a formal sense? Is it respected?
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3.5.3 Issues of conscience

Working in emergency relief brings you into contact with people of very dif-
ferent cultures, motivations and outlooks. Sometimes these differences and the
nature of the work you are doing may raise serious issues of conscience.

Your right to raise and pursue your own issues of conscience should be
tempered by consideration of the implications on your own work and security
and that of your colleagues and the people involved in the disaster. If you are
an expatriate worker, you are a guest in the country and as such should recog-
nize that you may have to consider different courses of action than if you were
in your own country. While you may be free to leave and pursue your issues of
conscience from a position of relative security, others may not have this
freedom.

Some typical issues of conscience which you are likely to face include cor-
ruption, politics, religion, violence, apathy, a different attitude to the value of
human life and sexism. If these issues of conscience are likely to impair your
work, then it may be that emergency relief work is not for you. Most relief
agencies will have policies relating to some of these issues. Find out what the
policies are before you leave and check that you can live with them.

Corruption is one of the most common issues of conscience faced by relief
workers. Corrupt practices range from the trivial, like asking your secretary’s
sister who works at the airport to get you on Friday’s plane home, to the
serious, such as selling off emergency food supplies destined for starving re-
fugees. Different societies tolerate different levels or forms of corruption. Ac-
cepting bribes, backhanders or gratuities may be the only way for a poorly paid
government clerk to support his family.

Very often it is possible to avoid paying bribes if you make it clear that it is
strictly against your policy. It is much easier to start such corrupt practices than
it is to stop them. Before becoming involved, consult with experienced col-
leagues, check that there is absolutely no other way and ensure that you have
the support of your agency.

3.6 Publicity and the media

The media is a powerful tool which can be used to bring the plight of victims
of disaster to world attention and to mobilize support and assistance. As with
any powerful tool, treat it with respect. The media is interested in you as an
emergency relief worker and as a representative of a relief agency. As a
representative, you should have a clear understanding of your agency’s media
policy.

When on assignment, as a general guide, only speak to reporters once you
have permission from your organization. Stay within the guidelines given to
you. If you feel that you have something to promote, ask your manager to set
up an interview. After you return from an assignment, remember that the work
of the agency continues. If you have serious criticisms of an agency, it is only
fair to bring them to the attention of that agency first before raising them
elsewhere. To voice criticisms of an agency in the media is a very serious
matter. It should not be done lightly.
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The following are some suggestions on how to handle an interview (adapted
from UNHCR, 1993):

® Be prepared: Ask for a list of questions beforehand, know exactly why and
when they are visiting/phoning and what they want to know.

® Be concise: Know what you want to say and say it — remember two or three
key points (no more) and make sure they come through.

® Be factual but conversational: Have some facts and figures at your fingertips
that everyone (your granny and great uncle) can understand. For example,
rather than ‘we’re pumping into the reticulation system 100 m3 of water per
day to the camp’ say ‘we’re managing to supply the bare minimum of water
for the camp’s 10 000 people’.

® Be yourself: Journalists are there for a good story. They do not want to make
your life miserable. Relax, get to know them and keep in touch with them.

® Be truthful and protection minded: If you do not know the answer to a
question or do not want to give an answer on a particular point say so — ‘I
need to check my facts before I answer that’. Consider the effects of what
you say on the security of aid workers, colleagues and people affected by the
emergency.

® Know the groundrules: It may be possible to be quoted only as ‘a relief
worker’ to avoid you or your colleagues being placed in jeopardy; for in-
stance, if you point out human rights violations. Some information can be
given ‘off the record’ to point journalists in the direction of a story. Do not
abuse the groundrules — journalists are not fools.

® Be interesting: Have some human interest stories to tell — the children who
are no longer dying from diarrhoea, examples of the efforts the people are
making for themselves and how you are helping.

® Be positive: Avoid criticizing other agencies — all agencies are in the same
boat.

o Be thoughtful: Never be afraid to pause and think about your reply.

® Be photogenic: You are a hardworking field representative of your agency;
look the part.

® Be quiet: When you have finished. Try not to interfere with the story subse-
quently. If there is a serious problem, call in the agency press officer — do not
harass journalists yourself.
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Humanitarian relief is often necessary in locations subject to conflict or signifi-
cant levels of insecurity. This will expose relief workers to higher levels of risk
than they would normally face. You must therefore be prepared for such situa-
tions. The personal security of you and your colleagues should be your highest
priority. This is not simply a selfish viewpoint. Major security incidents can
severely disrupt and possibly close a humanitarian assistance programme. It is
normal, and sensible, to feel worried or afraid when working in an insecure and
possibly violent environment. To ignore this feeling or push it to one side is
dangerous — discuss your concerns with friends, colleagues and your manager.
It is important to take a considered, rational approach to your security and the
security of others.

Most agencies will state that every staff member can decide to pull out of a
project if they feel the risks they are running are too high. When taking up a
new post you should be given information on the security situation before
being asked to sign a contract and then a security briefing as part of the
induction process.

This chapter provides guidelines on how to minimise personal risk. For more
detailed guidance on security management for agencies see Van Brabant
(2000).

‘Security’ refers to risks to staff and assets due to intentional violence.
‘Safety’ refers to hazards such as vehicle accidents, natural and work-related
hazards and medical risks. Safety is not specifically covered in this chapter
although managing the hazards is covered elsewhere in relevant sections of the
book. Accidents and medical conditions are a significant cause of death and
injury to relief workers. It is stressed here, therefore, that managers and indi-
viduals need to be as much ‘safety aware’ as ‘security aware’.

The term ‘protection’ refers to the legal protection of a civilian population
(e.g. the protection of refugees). See Paul (1999) for specific guidance on
protection.

4.1 Situation awareness

Threshold of acceptable risk

Is it worth the risk? A starting point for anyone working in a complex, insecure
environment is to clearly understand your job and the aims of the organization
for which you work. This will help to determine an acceptable threshold of risk
beyond which you should not be prepared to go. If your specific mission is of a
life-saving nature — people are in desperate need of food and they need it today
— then you are likely to have a higher threshold of risk than someone, for
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Situation awareness 51

example, who is working on a micro-credit savings scheme where a visit de-
layed for a few days to let a violent situation cool down will not have such an
adverse impact. Each individual and agency will have their own threshold of
acceptable risk — be sure you have thought through the level of risk you are
willing to accept.

Agency mandate

What is the agency mandate? Each organization has its core focus or mandate
which shapes its operational programmes. It may be emergency relief, long-
term development, skills exchange, human rights and so on. It is important for
the individual, and agency managers, to understand the agency mandate as this
helps to establish operational boundaries beyond which the agency, and indi-
vidual staff, should not go without clearly thinking through the consequences.

Box 4.1

Confused mandates?

In the course of helping to develop water supplies for displaced people you witness
human rights abuses. You report what you see to your manager. The agency
publicizes the abuses without informing you and thinking through the consequences
for field staff. You are put in a very vulnerable position.

In this example, the agency mandate of emergency relief has expanded to include
reporting on human rights abuses. This may seem very commendable but the
security implications for you and the people you are working with must be
considered very carefully before action is taken.

Values and principles

What are your values and principles and those of the agency for which you are
working? The Red Cross/NGO Code of Conduct (see Box 1.1) expresses com-
monly held principles which many agencies have accepted. Of importance to
you and your security are some of the practical dilemmas of putting principles
into practice. What does it mean to be neutral if you are working with and
advocating for the rights of an oppressed community? Are you really impartial
when you clearly do not have the resources or means of access to work with
civilians on the other side of the conflict lines? Does what your agency say
match with what others perceive?

You may be challenged on your stated principles by a range of people from
local staff to militias at checkpoints. Be prepared to put your position as an
individual, as a team and as an agency. Inconsistency and confused arguments
can lead to suspicion and misunderstandings. National and international staff
need to understand the agency position and as a team you need to come to an
understanding.

Historical, political, social and economic context

What is the historical, political, social and economic context in which you are
working? The context in which you work is crucial to how you behave, what
you say and do, and the day-to-day decisions you make concerning your project
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and your security. A knowledge of the history and politics of a region will help
you to understand relationships and grievances between people. It will also
help you to look at yourself from someone else’s viewpoint to try to appreciate
how others might view you. Might you be viewed with suspicion, especially if
your own society has historical and political links?

The national and local economy will influence employment opportunities
and the level of poverty and crime. You might, for example, be seen as a threat,
real or imagined, to someone’s business.

An understanding of society and cultural norms can help you to behave
appropriately and avoid upsetting people. A knowledge of traditional ‘codes’
can help in understanding incidents and patterns of crimes. Avoid jumping to
conclusions and interpreting according to your own code and beliefs without
checking against local norms.

Being context aware will not only aid your security but also your project
planning and practice.

4.2 Security strategies

There are three generally recognized strategies for trying to manage risk: ac-
ceptance, protection and deterrence. The acceptance strategy seeks to reduce
risk by increasing acceptance of your presence and work. Protection is the more
traditional approach to security of ‘hardening the target’ to reduce vul-
nerability by the use of protective measures. Deterrence aims to deter the
threat with a counter-threat.

4.2.1 Acceptance

There is a danger in assuming that because you are a humanitarian relief
worker you will be automatically accepted and understood by everyone — and
that your agency will be accepted as well. But acceptance cannot be assumed. It
may not be clear to anyone outside the aid world who you are, who you work
for, and why. It is often difficult for those outside the aid community to dis-
tinguish between NGOs, UN agencies, private companies, the government of
the country of origin of your agency, and so on. Your humanitarian role and
what you are trying to achieve may simply not be understood.

With a greater understanding of who you are and what you are trying to
achieve may come an enhanced respect and acceptance of you and your work,
at the local level, and for your agency programme, on a broader level. This can
result in:

® A recognition that you are no longer a threat and, therefore, not a target.

® General support for your work which may result in helpful advice and
information.

® Advanced warning of potential security threats.
e Efforts made by combatants to avoid harm to agency staff and assets.

Gaining acceptance can be achieved in several ways but it may require a
conscious public relations effort on the part of agency staff and managers. Key
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to this approach on a personal level are your behaviour and the relationships
you develop.

Relationships

Your style and approach to relationships will have a bearing on how you are
perceived by others. For example, approaching work relationships purely from
the point of view of getting the job done in the quickest possible time without
regard for the individuals involved can upset people. In an emergency you may
feel that you do not have the time to spend on what might appear to be social
niceties. But an investment in relationships can have significant work, social
and security benefits. It is not time wasted.

However, there is a need for a balance in relationships. You may wish to
maintain some distance in a relationship for political or work reasons and to
avoid misunderstandings. It is useful if you can collectively review your rela-
tionships, from the point of view of security, with your team members and be
open to each other’s views.

Behaviour

Individual behaviour conveys many messages and what may appear acceptable
to one person may create anger, resentment and envy in others. Such misunder-
standings can lead to threats against the individual. Factors that can be signifi-
cant include:

® The clothing you wear (‘military-style’, agency T-shirts, culturally
insensitive).
® Cultural acceptance of hair style and body decoration.

® Posture and bearing (aggressive and threatening versus confident but not
arrogant).

® Insensitive comments made in public places.

® The consumption of alcohol and its acceptance in society, or different levels
of society, in particular the quantity consumed, in certain places at certain
times of the day.

® The vehicle you drive (during and outside work), the wealth or benefits the
vehicle portrays and the way the vehicle is driven.

4.2.2 Protection

Hardening yourself as a potential target, with protective procedures and de-
vices, has been a common response to reduce vulnerability to threats. Key
elements of a protection strategy are:

Reduce exposure

Respect curfews and ‘no go’ areas (sometimes self-imposed).

Withdraw from an insecure location.

Limit the amount of cash and valuables that you carry (but carry enough cash
to satisfy robbers).

Use older, possibly rented, cars rather than attractive, new vehicles.
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Reduce or increase visibility
Some situations require a low profile — blend into the background by removing
agency logos and house signs, not wearing agency T-shirts, etc.

In other situations in which your agency has a high level of acceptance
maintain a high profile — display agency logo, signs and flag, wear agency
T-shirts, etc.

Strength in numbers

Don’t go out alone or live alone.

Travel in convoy or in tandem with another vehicle.

Live near to the office and colleague’s houses.

Watch out for each other, whether travelling/walking together or living to-
gether. Establish or join a ‘neighbourhood watch’ scheme.

Protective devices

Helmet or flak jacket — if you have to wear them ask yourself if you have
reached a threshold of acceptable risk: should you be there at all?

Use blast and sniper walls, and bomb shelters in conflict zones.

For house protection you might consider high walls with barbed wire, strength-
ened locked doors, barred windows, guard dog or geese (to warn of intruders),
burglar alarms, and exterior lighting.

Use a radio to maintain communications. Have a procedure for ‘calling-in’.
Look after hand-held radios as they are often a target for thieves.

Protective procedures

Control or monitor visitors to an office or house.

Wear your ID card and encourage others to do the same especially where
people frequently come and go. An ID card is often useful to establish who you
are if stopped by ‘the authorities’. It may be commonplace to be asked for your
card to obtain entry to agency and government offices.

In certain circumstances it may be advantageous to announce your movements
in advance to warring parties and seek their consent for travel.

Hardening the target may be a necessary, but not sufficient, security strategy.
High walls, barbed wire and strong locks may provide greater physical protec-
tion but what impact might this have on your image? Protection may need to be
adjusted and combined with other strategies. There may also become a point
where protection measures hinder your work to such an extent that you can no
longer be effective. That is when you need to review the approach and your
programme.

4.2.3 Deterrence

Relief workers and agencies have limited means to deter a threat with a
counter-threat. Deterrence measures can be categorized into:

® [ egal, political and economic sanctions.
® Threatened suspension of a project or withdrawal.
® Armed protection.
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Relief workers may look for legal protection under existing national and inter-
national law but this is unlikely to be effective in most situations.

At an international level attempts have been made to influence govern-
ments and non-state actors through political pressure and the imposition of
economic sanctions. The individual relief worker needs to assess the effect
such pressures may have on their own security if working in the country or
region concerned.

Adopting armed protection is clearly an extreme strategy that can have a
profound impact on the image and perception of your agency and colleague
agencies. In itself it is a high-risk strategy. If you have to consider armed
protection then you may have reached the threshold of acceptable risk. If your
agency adopts armed protection then it signals a moment of decision for all
staff as it is a recognition of a clear change in level of risk and strategy. You
have to decide if it might be wiser to personally withdraw.

The form of armed protection can range from lightly armed warehouse
guards, to deter a criminal threat, to fully armed convoy escorts to deal with a
military threat. Whatever the form of armed protection there are three key
issues to consider: is armed protection acceptable in principle, appropriate in
the context and capable of being managed by the agency? Thinking through
these questions with your colleagues will aid a rational response to the issue.

For a more complete discussion on armed protection see Chapter 6 of Van
Brabant (2000).

4.3 Security procedures

Security procedures are established by security managers to ensure everyone
conducts themselves appropriately as a team. Procedures should be based
on:

® The agency mission in the country.

® An understanding of the context in which the agency operates.

® An assessment of current and possible future threats.

® An assessment of the vulnerability of the agency and individual staff.

® A conscious mix of security strategies based on the above considerations.
® Any practical constraints.

You should receive documentation and a briefing from your agency on pro-
cedures to be followed. If you do not, ask for them.

Procedures can be divided into preventive and reactive measures. Preventive
measures are standard operating procedures which are followed in the normal
course of work. Reactive measures are sometimes called contingencies which
are guidelines to respond to an incident.

4.3.1 Standard Operating Procedures (SOPs)

Standard Operating Procedures (SOPs) guide our daily actions and they gener-
ally comprise the following elements:
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Statement of purpose — what the SOP is trying to achieve.
The tasks — what needs to be done and how.
Responsibilities — who does what.

Timing — when actions are taken or their sequence.

Supporting documents for the procedure (e.g. radio call signs).

SOPs typically cover activities related to: personnel management, financial
management, vehicle movement, checkpoints, beneficiary registration and ver-
ification, site assessment and management, relief commodities distribution,
radio communications, incident reporting and so on. Many of these SOPs will
cover procedures which will have already been established as part of good
management practice. Good security practice should be incorporated into good
management practice.

Specific recommendations for SOPs are not given here because each pro-
cedure must be based on a clear understanding of the situation and to whom
the procedure applies. What might be acceptable in one location may be unac-
ceptable elsewhere. For example, is it customary to switch the vehicle engine
off at a checkpoint or is it recommended to leave it running? A change in
practice from the norm can draw unwanted attention and may increase your
vulnerability. When you are new to a country it is important to ensure you
know the correct procedures, even for an experienced relief worker. If you find
they are not appropriate then perhaps the situation has changed and it is time
for a review. Each individual has the responsibility to alert the security man-
ager to inappropriate or outdated procedures.

4.3.2 Contingencies

Even if we follow all the correct procedures there is no guarantee that we will
avoid a security incident. Therefore, we need to be prepared to react when
necessary. Contingencies are guidelines for responding to an incident and they
typically cover medical evacuations (Medevac), staff death, staff disap-
pearance, abduction/kidnapping/hostage situations, assault, ambush, bomb
threat, withdrawal (evacuation/relocation/hibernation).

There are two key components to a contingency plan:

® Reaction in the field to the incident.
® How the incident is managed by the agency.

The anticipation of likely scenarios, agreeing responses as a team, and incident
response drills can help to clarify and consolidate how you would collectively
react when faced with danger. Working through responses may also be reassur-
ing but beware of overconfidence that might lead to recklessness.

If you know that the agency has a plan of action when you are involved in an
incident then this can also give reassurance. If you are taken hostage, for
example, it can be reassuring and practically useful if you know what efforts
will be made to secure your release and the best way for you to react and
complement such efforts.
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Self-management, teamwork and preparedness 57

Box 4.2

Evacuation

A key contingency is withdrawal from a programme. For many relief workers this
can mean evacuation. An agency should have an up-to-date evacuation plan, or
plans, if the situation demands. For the individual this means at least knowing the
following:

® The latest version of the plan as it affects you.

® How a movement to assembly (concentration) points prior to evacuation is
authorized and arranged.

Where your concentration point, and alternatives, are located.
Communication procedures during a crisis.
What up-to-date visas you should have.

How to hand over your work responsibilities to local staff or partners. If this is
not possible then how to close down your project.

Hand over can involve the disposal or safeguarding of sensitive files
(personnel, project, financial), the delegation of authority, payment of remaining
staff and any debts.

® What to do with agency assets: vehicles, radios, project equipment.

® Personal baggage allowance.

In unpredictable situations it is advisable to prepare a ‘grab bag’ for a rapid
departure. The bag should contain essentials for survival during evacuation and on

arrival, including an agreed cash minimum, passport (with visas kept up-to-date),
relevant papers, toiletries, change of clothing, etc.

4.4 Self-management, teamwork and preparedness

4.4.1 Self-management

Being security aware means consciously managing how you live and work:

Be conscious of the image you project. Are you quietly confident and
respectful?
Avoid drawing attention to yourself through behaviour, manner or dress.

Try to avoid routines to make it difficult for someone to predict your move-
ments, especially where the movement of money is concerned (e.g. regular
staff pay days).

Be suspicious of what is unusual, risky or threatening. Be aware of your
environment and notice when things are not normal (empty markets, quiet
streets that are usually busy).

Tact and diplomacy can be refined through conscious effort.

The management of anger (in yourself and in others) can also be consciously
developed.
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58 Personal security

® Your decision-making capacity is impaired if you are stressed. How do you
monitor your stress levels? What are the implications for others and how
might they help? (see Section 3.4).

® Keep healthy by eating, resting and sleeping well.

4.4.2 Teamwork

If one person takes a risk they can put at risk the whole team and mission.
There is no such thing as a personal risk. Teamwork is critical to working in an
insecure environment. If your team is not working effectively this can adversely
impact on your collective security. Action must be taken to resolve problems.
Everyone has a part to play in ensuring:

® Mutual understanding and support.

® A recognition of hierarchy, the need for discipline at critical times, and a
sharing of responsibilities.

® Roles recognize and draw upon strengths and weaknesses.
® Effective communication and the sharing of security-related information.

A specific area which can greatly benefit from mutual support is in the manage-
ment of stress (refer to Section 3.4).

4.4.3 Preparation
Being prepared means:

® Taking advantage of training in personal security and radio communications
before going on an assignment.

® Obtaining a security briefing before signing a contract so that you can make
an informed decision on committing yourself or not.

® Briefing yourself on the situation by talking to people who have recent
experience of the area, by reading reports in newspapers and on the web, by
reading agency reports.

® Obtaining a security briefing before you arrive at your location and getting
an update soon after arrival.

® Identifying the specific threats in your location and obtaining specialist brief-
ing, if necessary e.g. landmines awareness.

® Keeping yourself updated.
® Avoiding complacency.

Complacency can set in when, after a time, you become used to living in an
insecure environment but nothing serious happens to you or your colleagues. A
false sense of confidence and invulnerability may result in lax procedures, e.g.
staying in a location for too long or delaying a return to base to finish a job. You
and your team must guard against such complacency by regularly reviewing
how you operate and the habits to which you become accustomed. It is not
uncommon for a new arrival to be surprised at the risks people take and the
absence of security measures. See such criticism as a prompt for a security
review. Complacency can be fatal.
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5 Assessment and planning

In the immediate aftermath of a disaster, there will always be a tension between
starting implementation quickly with inadequate information and taking valu-
able time to formulate a more effective response. A common message from
experienced relief workers is that it is very important to take time to assess
carefully what needs to be done and to resist the temptation of rushing head-
long into poorly thought-out actions.

This chapter deals with the process of collecting and analysing information and
of formulating plans. Specific assessment techniques are described. Detailed in-
formation which is required on specific topics is dealt with in other chapters.

In carrying out assessments and making plans, adopt a staged approach:
identify priority actions quickly and get started; monitor and evaluate the
effects of these actions; decide what needs to be changed and develop more
comprehensive plans.

Assessment and planning are essential and ongoing processes, and should
not be confined to the initial stages of an emergency.

5.1 Assessment

5.1.1 Needs and resources

In international law people affected by disasters are entitled to protection and
assistance. Governments and parties to a conflict are required to provide assis-
tance or to allow it to be provided. They are also obliged to prevent and refrain
from violating basic human rights. It is recognised that those with primary
responsibility for providing humanitarian assistance may be unwilling or unable
to do so. Humanitarian agencies fulfil this role but require acceptance by gov-
ernments and, in a conflict, by warring parties to be able to satisfy the basic
right of people to life with dignity.

Assessments, therefore, clearly take account of the rights of individuals to a
minimum standard of assistance. But in complex emergencies assessments also
need to ensure that assistance does not inadvertently increase the vulnerability
of those being assisted or favour parties to a conflict through politically insensi-
tive and inappropriate relief. An assessment should also consider the risks to
staff and fellow agencies and partners of working in a particular environment.
See chapter 4 for guidance on personal security.

To prepare and implement an effective response after a disaster:

® Determine and prioritize the needs of the affected people.
® Assess the resources that may be mobilized to meet these needs.
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60 Assessment and planning

® Formulate plans and implement a response.
® Monitor progress, evaluate results and adjust programme.

In carrying out an assessment, the principle should be to collect enough
information to implement an effective response. Time spent collecting un-
necessary information is time wasted. On the other hand, not doing an ade-
quate assessment may lead to much more effort, time and money wasted on an
ineffective response. Focus on the most relevant factors (the question ‘so
what?’ is a useful test of relevance — ask it frequently). Try to keep an open
mind - list all possible options; brainstorming may be useful here (see 5.3.2).

While each disaster will have a unique set of needs and resources, it is useful
to anticipate what some of the needs and resources may be.

Needs
After a disaster, the immediate needs of the affected population are likely to
include, to varying degrees, the following examples:

® Protection from violence or harassment:
Consider the effects of temporary settlement location and layout, access
roads, provision of services, access to water and fuel.

® Shelter from the elements:
Consider the provision of blankets, plastic sheeting for shelters, tents, build-
ing materials, tools.

® Food and fuel:
How is the food going to reach the settlement? Vehicles required? Access by
road — river crossings? Food distribution, feeding centres? Is there adequate
fuel? How can it be transported to the people in need? Have they got
matches?

® Water and sanitation:
Have people enough safe water to drink, cook, wash? What sort of latrine
facilities are needed? What about soap? Vector control? Hygiene promotion?

® Medical care:
Clinical care for injuries, acute illnesses. Community care for diarrhoeas —
education, oral rehydration therapy? Vaccinations?

® Social services:
Tracing of relatives, support for rape victims, care of unaccompanied
children.

This is not a comprehensive checklist and there will be many other needs which
will vary with the circumstances. Although some needs will be stark and clear,
it is important to avoid making assumptions about other people’s real needs.
Let them tell you. The approach and techniques in this chapter are given to
help you establish what they are.

Secondary needs which should be addressed include training and institution
building.

The relief worker should be aware of all these needs and also aware of how
any particular type of response may affect them. For example, the design and
location of water points and latrines may have a significant effect on the se-
curity of women and children using these facilities.
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Resources
To meet these needs, resources have to be mobilized. Such resources include:

® Human resources, such as those affected, your team, yourself.
® Natural resources such as: trees, topography, water, soil, stone.

® Infrastructural resources, such as transport (roads, rail, rivers, airports) and
communication systems (phone, fax, mail).

® [nstitutional resources, such as local government, outside agencies, local
commercial sector, local markets, the military.

® Financial resources.
® Information resources, such as the media.

A key element in mobilizing these resources is the need to get the relief team
into position and operational. This includes arranging team accommodation,
sufficient vehicles for personal transport, and communication equipment.

5.1.2 The assessment process

Assessments may be carried out at different stages of an emergency and at
different levels. They may include:

® Rapid reconnaissance: formulation of general plans in the immediate after-
math of crisis. This may involve multi-disciplinary teams from emergency
response units of major relief agencies. Their task is to identify the overall
situation, the scale of response needed and specific sectors which require
priority action. For example, is there a problem with access to the site by
road? If a road is required, get a road engineer to do a more detailed
assessment.

® QOutline design: assessment of the needs of specific sectors. For example, an
experienced needs assessment engineer may draw up a detailed proposal and
an outline design for a water project, including the specification and ordering
of key equipment.

® Detailed design: the engineer responsible for implementing a specific sanita-
tion project may have to assess which type of latrine is acceptable and how
large-scale construction can be managed.

® Monitoring: this should be done both during construction and during any
subsequent operation. Monitoring may reveal further needs to be addressed
— requiring further assessment and planning.

e Evaluation: checking the effectiveness of a response is essential if lessons are
to be learned and future responses improved.

Assessment can begin long before the relief worker arrives on site. The follow-
ing is a brief guide to the process of carrying out an assessment:

® Collect as much secondary information as possible before departure, using
press reports; situation reports from aid agencies or government depart-
ments; conversations with relief workers who have returned from the area;
maps of the area from specialist shops or major bookstores; aerial photogra-
phy or satellite imagery; reports or books from university libraries such as
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62 Assessment and planning

the School of Oriental and African Studies in London; reports from major
consulting firms who have operated in the area.

® Make a list of people you intend to consult on arrival (government officials,
aid agency staff, local people, refugees — see 5.3.1 on interviewing). This
information should be provided by the agency — if they do not have the
information, impress on them the importance of such support.

® On arrival in the country, find out what secondary information is available in
the country office of the aid agency. Have any assessments already been
carried out by this agency or by any other aid agency? Ask about assess-
ments that cover other sectors — an assessment by a health team may contain
information that is valuable to an engineer.

o If flying to the site, ask the pilot to do a few circuits over the affected area
before landing. If this is not feasible, arrange to fly over the site as soon as is
possible. Take as many photographs as you can at this point and make notes.

® On arrival at the site, find out who are the key people to meet and what
information has already been collected. Get to the site quickly and drive or
walk around as much as you can. Stop and talk to people — explain what you
are doing and what information you need. Do not just talk to the leaders
(usually men) — speak to the women and to the children. Observe — and ask
your colleagues to be aware — what did the driver see? Climb on to vantage
points and observe. Do not assume that information written in a report is
necessarily more accurate than information given by people you meet on the
side of the road. Make notes and sketches, on the spot if you can, or as soon
afterwards as is practicable. Take photographs where possible. A polaroid
camera that will print photographs instantaneously is an invaluable piece of
equipment on assessment and so is a digital camera for including pictures in
reports.

® Where it is feasible, collect information as part of a multi-disciplinary team
and share impressions to put together a more comprehensive assessment of
needs and resources.

Stages in an assessment

A schematic schedule of activities and stages in carrying out an assessment is
given in Figure 5.1. The actual amount of time allocated to each stage will
depend on the nature of the assessment and the emergency or crisis for which
the response is intended. Even where recommendations for action are required
‘yesterday’, there is a need to think through the whole process.

Preparation for the assessment
In preparing for an assessment, ask the following questions:

® Where and when will the assessment be carried out and how long will it
take? How much time is available?

® Who will use the information? What type of information is required? Which
assessment methods are appropriate?

® What are the planning constraints? Are funds available? Are there budget
deadlines?
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Activity Time (perhaps hours, perhaps days)
Collect and review secondary data | eeeeee
Initial reconnaissance eo000
Preparation for survey [T
Train survey team oo oo
Detailed survey 0000 000000
Analyse data o0 e00 oeoo0e
Evaluate methods oo
Plan response o0 o0 ooco0
Draft report o 0 00 00 000 000000
Feedback and discuss (11}
Finalize report eco0000

Figure 5.1 Activities in an assessment

® Who will be in the assessment team? What training do they need?
® What equipment is required to collect and analyse information?
® What analysis and reporting procedures will be used?

® Are all relevant sources of information being considered? Do not forget, for
example:

The press.

Published reports, maps, books, air photos, satellite imagery, etc.

Local government officials.

Relief agency offices and other aid workers.

The people affected.

Local people (host community).

Observation (walk, drive, fly).

Physical measurement (engineering surveying).

Consultants, contractors (may have drawings, reports or plans).

5.1.3 Writing an assessment report

Whenever an assessment is carried out and information collected, a report
should be prepared, even if it is only one page (see Section 6.4.1). The results of
even the briefest assessment may be very useful to other relief workers. Before
writing a report, ask yourself: who will read the report and what will it be used
for? How does this affect what should be in the report and how should it be
presented? Consider all the steps involved in reporting: preparation of a draft,
discussion, review and revision, finalization and distribution. The report should
be finalized as soon as possible after the assessment is completed. Key findings
should, where possible, be discussed with those who have participated in the
assessment, whether as informants or as assessment team members. This can be
done by preparing a draft report and circulating it for comment. Comments
should be noted in the report.
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The report should be kept as brief as possible. Use a logical structure and
write in short clear sentences. For reports on major assessments, a suggested

ou

Assessment and planning

tline is given in Box 5.1.

Box 5.1 Outline of an assessment report

Title, authors, agency, location, date.

® Executive summary, 1 page: key recommendations, proposals, main budget and

staffing requirements, responsibilities for implementation.

Action plan, 1-2 pages.

Introduction, 1-2 pages: objectives of assessment, background to work,
methodology used.

Presentation of key results, 1-2 pages.

Detailed recommendations, 1-2 pages.

Resource implications (human, financial, institutional etc.), 1-2 pages.
Terms of reference (if they have been specified).

Appendices: relevant analyses of data collected, maps, design drawings etc.

5.

2 Planning in emergencies

Planning involves a number of key activities:

Anticipating future conditions and events.

Setting objectives and priorities.

Programming the sequence of actions to meet the objectives.
Allocating realistic times for each activity.

Financial budgeting.

Identifying staffing and resource requirements.

® Developing methods and procedures of working.

In the initial phase of an emergency, there may be little time for these activities,
but they each need consideration. Planning is closely linked to management —

see Chapter 6.

5.2.1 Planning framework

The planning cycle

When planning a response, keep in mind the various phases of the cycle of a
project, from initial assessment, through implementation with monitoring to
evaluation, as illustrated in Figure 5.2. A common, almost defining, feature of
an emergency is the speed with which the situation changes. Therefore plan-

ning must be flexible and must be tied in closely with implementation.

® Collect enough information to make initial implementation effective and to
avoid obvious mistakes. Include in a plan the time and resources to moni-

tor, evaluate and modify the plan.
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Planning in emergencies 65

® Get going! Even if obvious mistakes have been avoided, less obvious ones
will become apparent with implementation.

In this book the collection and analysis of information before implementation
is termed assessment, during implementation, it is termed monitoring, and after
implementation it is called evaluation. Many of the techniques appropriate for
assessment may also be used in monitoring and evaluation.

Figure 5.2 The planning cycle

Logical framework planning tool
When developing a plan, use a logical planning framework. This requires:

® An understanding of the aims, objectives and priorities of the response.

® A knowledge of the cycle of assessment, planning, implementation, monitor-
ing and evaluation.

® A focus on the people for whom the response is intended.
® A co-ordinated multi-sectoral approach.

The overall goal of a humanitarian response to a crisis might typically be ‘to
relieve the suffering of the affected population’. To achieve this goal a number
of aims may be defined which could include ‘ensure minimum standards of
health for displaced communities’. This may be further broken down into a
hierarchy of objectives, one of which might be ‘provide an adequate safe water
supply’. This objective may itself have a number of lower order objectives, such
as locating a suitable source or contracting a tankering service. Priority objec-
tives may be agreed through a ranking exercise such as direct matrix ranking
(see Section 5.3.5).
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66 Assessment and planning

The logical framework is a tool to assist project management throughout the
project cycle. It is now commonplace for donors to require agencies to com-
plete a ‘logframe’ in applications for funding. The following is a brief descrip-
tion of a logframe. Refer to Figure 5.3 and Table 5.1.

The Narrative Summary is the general description of the project comprising:

® The Aim (or Goal) to which the project contributes.
® The Purpose of the project.

® The Outputs required to achieve the Purpose.

® The Activities required to achieve the Outputs.

This should form a logical sequence such that activities lead to outputs which
lead to achieving the purpose and contribute to the overall aim.

However, there are external factors which can influence the outcome of a
project and assumptions have to be made. The assumptions may relate to
natural phenomena (e.g. the start of the rains), political considerations (e.g.
access to the affected community), social and cultural issues, the dependence
on other projects, and so on. The assumptions are the conditions for the project
to be successful. This can be tested by the IF and THEN logic. IF the necessary
conditions (the objectives in the narrative summary) AND the sufficient condi-
tions (the assumptions) are met THEN the next level of objectives will be
achieved (see Figure 5.3).

Narrative summary | Measurable indicators | Means of verification | Important assumptions
Aim
ey |
Purpose -
IF » AND
< THEN
Outputs .
IF » AND
A THEN
Activities
[—
IF » AND

Figure 5.3 The logical framework planning tool

Indicators measure the result of the project. They should be measurable and
often stated in terms of quantity and time. It is useful to differentiate between
output indicators (e.g. the number of latrines installed) and impact indicators
(e.g. the incidence of diarrhoea in the target group). Impact indicators often
depend on other factors such as the success of complementary projects.
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Planning in emergencies 67

The means of verification identify the sources of information that will show
what has been achieved. In some cases the means of verification will involve an
activity in itself, such as a survey.

The activities can be used to draw up a project budget and a bar chart. The
logframe is a useful document throughout the project and is referred to in
monitoring and evaluation. Note that the sample logframe in Table 5.1 has
been abbreviated and can be expanded to involve more activities to complete
the project.

People-oriented planning

Experience shows that responses are more effective when the roles of different
groups within an affected population are recognized and incorporated into
plans. Relief workers should be aware of which groups are vulnerable and why,
and the effect of relief interventions on this vulnerability. Consider a typical
example: engineers may be responsible for installing a water supply and the
location of tapstands. In this instance, supplying water may mean that people
need no longer travel over a minefield to the nearest river and this clearly
reduces the vulnerability of the water-carriers. If, however, the tapstands are
located in secluded areas, where young women are in danger of attack, this may
increase their vulnerability to a different form of danger.

The concept of people-oriented planning has been developed to help relief
workers identify such vulnerable groups and to target responses appropriately.
Techniques which have been developed to apply the concept in practice
include:

® Refugee population profile and context analysis.
® Activities analysis.
® Analysis of use and control of resources.

Details of these tools are given in Section 5.3.7.

Multi-sectoral approach

Experience shows that a co-ordinated multi-sectoral approach is necessary in
emergencies. This means that engineers, health workers, social services staff,
logisticians, administrators, and protection officers must recognize the import-
ance of each other’s work and the contribution it makes towards meeting vital
needs. See Chapter 2 for more details.

Where there are gaps in staffing, specialists such as engineers may have to
undertake tasks which are outside their specialist area but are necessary to the
success of the overall project. An example might be the carrying out of a survey
on the customs relating to defecation and hygiene practices, in order to design
an effective sanitation project.

5.2.2 Principles and guidelines

Some general principles which may help in formulating a plan in an emergency
are given below, followed by guidelines that apply to engineering schemes.
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Table 5.1

An abbreviated sample logframe for a sanitation programme

Narrative summary

Measurable indicators

Means of verification

Important assumptions

Aim
To ensure minimum standards of health
for displaced communities

Purpose
To reduce the incidence and severity of
sanitation related disease

Outputs
1 The safe containment of excreta

2 Improvement in hygiene practices

Activities
1 Sites identified for latrines

2 Rapid survey of defecation and
hygiene practices

3 Facilitate community involvement in
future sanitation provision

4 Construct latrines to agreed
community design

5 Identify and train latrine attendants

6 Provide handwashing facilities at
sanitation sites

Mortality and morbidity rates reduced to
1 per 10000 people/day within 4 months

Mortality and morbidity rates of sanitation
related disease reduced to ‘normal’
levels within 4 months

No more than 20 people per latrine within
3 months

Within 3 months:

90% of latrines kept clean and hygienic
80% of people washing hands with soap
90% of children’s faeces safely disposed
80% of settlement clear of solid waste

Sites demarcated within 2 weeks to cater
for 125% of the population

25% sample of recognised male and
female community leaders interviewed
within 1 month

Recruit and train one community
facilitator per 1000 population within
1 month

Designs agreed with community within
1 month

Artisans recruited and trained within

1 month

Sufficient latrines constructed within

3 months to serve the whole community

Community to select latrine attendant for
each latrine within 1 month

Handwashing facilities in place at 90% of
sites within 3 months

Health records
Grave counts
Community consultation

Health records

Latrine monitoring forms
Community maps

Focus group discussions
Structured observation

Observation
Site map

Semi-structured interviews
Exploratory observation

Names of facilitators

Demonstration latrines to agreed design
Names of artisans and training records
Project records

Notes from community meetings

Observation
Monitoring forms

Access to the community
Community participation

The population does not significantly
increase

Soap and water containers available
Sufficient tools available

Sufficient space available

Willingness to take part in survey

Suitable people available for recruitment
and training

Agreement on designs
Sufficient artisans available

Cultural acceptability of posts

Soap and washing containers available
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Planning in emergencies 69

Principles for planning in emergencies

A staged approach Plan on the basis of a staged approach. Identify priority
actions and get going. Plan to upgrade later. Develop plans as the situation
becomes clearer and time allows.

Participation and self-reliance Mobilizing the community’s own resources —
skills, knowhow, adaptability, fortitude — can be invaluable to the relief effort
and can restore some measure of hope, confidence and dignity to people.
Although, in certain circumstances, the need for a rapid response may be a
constraint, the general principle should be to encourage participation and
self-reliance where possible. Simply treating affected people as helpless vic-
tims and recipients of aid can result in a dependency syndrome. (See Section
1.2.3.) Participation by host and neighbouring communities is particularly
important.

A long-term view ‘Temporary settlements’ often become permanent. There-
fore, plan the response for the long term even though an open political commit-
ment by governments and agencies to a long-term response may not be readily
forthcoming. Planning for the long term raises the issue of sustainability — who
is going to run the settlement after the initial emergency period is over? What
funds will be available? What impact will it have on the environment? What
about children’s education? Keep long-term development needs in mind.

Flexibility 1t is important to plan for expansion — in the short term, more
people may arrive; in the long term normal population growth may result in
increases of 3—4 per cent per annum. Similarly, it is important to recognize that
displaced people may return home in months if the political situation changes
either in the host community or back home.

Appropriate technical support The technical support provided in human-
itarian relief should, if possible, be compatible with local skills and capabilities
(see below for guidelines relating to engineering schemes). An extreme ex-
ample of inappropriate technical support might be the provision of free, im-
ported, pre-fabricated housing when all that is required are supplies of timber
poles and galvanized roofing sheet at subsidized, affordable prices.

Guidelines relating to engineering schemes

A reliable energy source  'What fuel will the displaced people use for cooking?
Is heating required? Are there constraints on the availability of petrol or
diesel? Is there a reliable electrical power supply and is equipment compatible
with it? Is solar power an option for pumping, lighting, cold chain refrigerators,
etc.?

Consumables, spares, tools and materials Are consumables such as lubricating
oil and brake fluid readily available? What will the impact be if the consum-
ables can no longer be obtained? Can spare parts be obtained? Equipment may
require special tools to dismantle and assemble critical parts. Are these tools
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70 Assessment and planning

available or can they be made locally (such items as special pullers, bearing
replacement tools etc.).

Skills availability and training Are the skills available locally to install, oper-
ate and maintain equipment and/or will training be required? Is there enough
time and support to train personnel for essential tasks? Where possible, match
equipment to the training and experience of existing local operation and main-
tenance personnel.

Standardization Try to ensure that the equipment used in the emergency is
matched to the equipment already used locally. Check what standard equip-
ment is specified by government departments. It may be tempting to import a
sophisticated piece of equipment that can do everything and more, but it may
quickly become useless if it cannot be maintained beyond its first service. There
may be occasions when the only feasible emergency solution is to introduce an
unfamiliar technology. It is then important to ensure that, after the immediate
emergency phase is over, steps are taken to replace the technology with a more
locally acceptable solution. It is unlikely that the necessary skills, training and
spare parts supply system can be established within the time frame of a relief
programme to ensure its long-term sustainability.

Local purchase The purchase of locally available equipment can have the
following advantages:

Quick purchase and installation.
® [ ocal operator and mechanic familiarity.

® Ancillary fittings, spare parts and replacement units available at relatively
short notice.

® Minimization of problems associated with keeping the equipment running
when the emergency is over.

® Benefits to the local economy.

Check local experience with local engineers. Check that equipment complies
with standardization policies. As far as possible, assess supplier efficiency,
stocks and support services before making a commitment to specific
equipment.

5.2.3 Planning bar charts

For an assessment to lead to implementation, an action plan is required. This
could be presented as a bar chart — see Box 5.2. For an example of a bar chart
for use in camp planning, see Chapter 20, Figure 20.2. An action plan should
cover the following:

® Key activities; list all relevant activities. The level of detail depends on the
scope of the plan. For a high level co-ordination plan, one item might be to
install a water supply system. The engineer charged with installing the system
may break this down into 20 sub-activities.
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Planning in emergencies 71

® Target dates or milestones: What are the critical dates? What is critical about
them? Which is most important at the water points: having the taps installed
or having water available?

® Responsibilities: Who is responsible for activities that may affect the pro-
gramme? Have these responsibilites, activities and scheduling plans been
agreed? What happens if targets are not met?

® Critical path activities: If speed is required, focus on critical path activities.
Column 2 in Box 5.2 helps identify critical path activities. Can activities be
moved from the critical path, or can they be shortened?

When listing activities and allocating times to them, remember to include the
‘soft’ activities as well as the ‘hard’. Liaising with local government officials may

Box 5.2 Sample bar chart for planning a water supply system*

Activity Task that Respons- Week number and date
must be ibility
completed
before this
begins

1 2 3 4 5
10/9 17/9 24/9 1/10 8/10

1 Protect MSF eo0
existing water
sources

2 Procure plastic Concern oo0
containers

3 Organize CARE
tankering

4 Survey water (1)
sources

5 Design water 4 (1]
supply system

6 Order 5 °
equipment

7 Ship 6 eo000
equipment

8 Recruit and eo000 (1] eee oo
train water
team

9 Prepare sites 4,8,10 o000
for tanks and
pipes

10 Liaise with oo eo0 o000 o0 o000

local
authorities

* This chart is used to illustrate the planning process — refer to Chapters 11, 12, 13 and 14 for details
of the key activities required for planning a water supply system.
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consume much of your time and be an essential feature of your work, but it is
easily overlooked when drawing up time allocations. Other ‘soft’ activities that
may consume significant quantities of time include: travel, recruitment, induc-
tion, training, conflict resolution, monitoring of contractors, labour supervision
and meetings.

5.3 Techniques for the collection and analysis of
information

This section gives brief guidance on a number of techniques that may be used
for the collection and analysis of information. The techniques, which have
been widely used in rapid rural appraisal, are adaptable and most of them can
be used both for very rapid assessment, taking a few minutes in the field, and
for more in-depth analysis when more time is available. Where possible,
analyse information as it is collected. This helps to ensure that important data
are collected and it avoids the collection of that which is unnecessary. Re-
member to evaluate the methods you are using. Try and run a pilot study first,
even if it is only one morning’s work. Always try and cross-check key infor-
mation. Box 5.3 gives some guidelines for organizing the fieldwork in an
assessment.

Box 5.3 Guidelines for fieldwork

® If working in a team, agree responsibilities within the team and agree a team
leader.

® Plan and agree, with the whole team, each day’s activities, including writing field
notes.

® Explain objectives of assessment to key informants (the people affected,
government officials).

® Cross-check — compare information from different sources and evaluate methods
of collection.

® Use and update checklists to remind team members of key questions.

® Stop collecting information when sufficient has been obtained for planning
purposes.

® Share key findings with members of the target group and invite and note their
response.

Information may be obtained in several ways:
® Reading published literature such as books, journal articles, agency reports,
press reports, maps, air photos, satellite imagery.

® Rapid appraisal: interviews, ranking, participatory mapping, direct
observation.

® Physical survey: levelling, geophysical, topographical, sanitary.
® Questionnaire survey: interviews according to a standard form.
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® Epidemiological survey: monitoring of health data collected at clinics, hospi-
tals and so on can help to identify which parts of the camp have the highest
incidence of sanitation-related diseases which might, for example, suggest
the starting point for a defecation control programme.

5.3.1 Interviewing

Whether it is talking to government officials in the capital city or to displaced
people encountered by the roadside, asking questions in a ‘semi-structured
interview’ is one of the major methods by which information can be obtained.

One of the first steps in interviewing is to identify key informants who have
specialized, detailed or overview knowledge on a particular topic. This includes
government officials and aid agency staff in the capital and at the site, other aid
workers, displaced and host community representatives. Where possible, select
informants from different parts of the affected society. Include women, men,
children, the elderly, artisans, labourers, professionals and religious and politi-
cal leaders. In established communities, outsiders (such as school-teachers)
who have had time to observe local people from the inside can often give very
valuable information. In displaced populations, remember that traditional in-
formation systems may have been severely disrupted and new systems may be
emerging.

Interviews may be held with individuals or with groups. Where possible,
interviews should be carried out by a team which includes members from the
displaced and host population. Sometimes the team may consist of only your-
self, or yourself and an interpreter. See Box 5.4.

5.3.2 Brainstorming

Brainstorming is a technique for generating ideas. It is carried out in small
groups and its aim is to elicit all ideas, no matter how bizarre, that occur to
people in the group, relating to a specific theme. Avoid assessing the validity of
suggested ideas because once this happens, group members may become inhib-
ited and start searching for the ‘correct’ ideas.

The ideas can be called out by members of the group and written down
quickly by one or two facilitators. Alternatively, blank cards can be handed out
and members of the group asked to write down quickly what comes into their
minds. Once the group has exhausted its supply of ideas, the ideas generated
may be grouped, ranked or prioritized.

5.3.3 Direct observation

Direct observation is useful for cross-checking other assessment methods and can
often be undertaken concurrently with other methods, such as interviewing. In
some cases it may be the only method that is feasible. Ask your colleagues what
they see — a local driver may see and interpret visual evidence in a very different
way to an outsider. Differentiate between observations (they had a fridge-freezer
in their pick-up) and interpretations (they were clearly wealthy).

It is useful to make notes of what has been observed. Where possible, take
photographs; they are worth many pages of notes. A polaroid camera allows
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Box 5.4 Guidelines for interviewing

Before

Select an appropriate team. Consider, age, gender, ethnicity, social status, of both
the team and the informants. For example, if interviewing women, it is generally
better to use women interviewers.

Identify key issues on the topic you wish to discuss. Be clear about what your
objectives are for the interview.

Select appropriate informants, according to the profile of the population and the
information required. Beware of the temptation to focus exclusively on the well-
dressed, better educated, English-speaking males. This is particularly important
in water and sanitation for example.

Keep a low profile and fit in with informants’ schedules.
Dress appropriately.

If time permits, run some pilot interviews first. Start within the team — interview
each other about some controversial topic. It is useful to have an interviewer, a

respondent and an observer. This will improve interviewing techniques and is a

useful team-building exercise.

Try to keep interviews short: the maximum duration of interviews for individuals
should be 45 minutes and for groups it should not exceed two hours.

During

Be sensitive. Start with appropriate greetings. Explain the purpose of the
interview.

Be aware of correct behaviour. Avoid knowing looks or smiles between team
members.

Be observant. Observe non-verbal messages and be clear about what they mean
(avoiding one’s eyes may be a sign of respect in one culture and a sign of
insincerity in another).

Start with broad questions. Find out what is important to the informant and deal
with that first.

Use open questions liberally (‘who? why? what? where? when? how?’). Be
careful when asking ‘why’ questions. Use closed questions (Yes or No answers)
for clarification.

Avoid leading questions. Instead of: ‘Is your water supply adequate?’ say: ‘Tell
me about your water supply’.

Avoid giving advice — you are there to learn, not to teach.

One member of the team should take notes. Other members should concentrate
on asking questions. Make notes in a duplicate book (or use carbon paper) as
copies may be needed and photocopying facilities are not always available. If
detailed notetaking is not possible in the interview, make notes as soon as
possible afterwards.

Distinguish clearly in the notes between verbal responses, observations and
interpretations. Use literal quotations in the notes — they are illuminating.

Continued opposite.
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Continued from previous page.

® (Clarify and feed back important points: for example, ‘So what you’ve said is: “the
main problem with the water supply is that we have to queue for two hours at the
tapstand”.’

After

® Check the notes of the interview with each member of the team.
® Check if colleagues had any other observations you may have missed.

® Briefly discuss how the interview went — for example, ‘that was a good way of
asking that question’ or ‘we hit a problem with that question, how can we
improve our approach next time?’

you to produce an instantaneous image which can be attached to your field
notes.

5.3.4 Participatory mapping

Participatory mapping can be carried out very rapidly with one or two local
people or can take much longer and involve large groups of people. It can:

® Provide an insight into the knowledge of the people concerned, be they host
or displaced communities.

® Help to understand patterns of behaviour, where people go and why they go
there — this may be important in planning sanitation. Different groups of
people are likely to produce different maps of the same area, reflecting their
activities and priorities.

e Establish where people would like facilities such as water points or latrines.
® Design camp layouts that are acceptable to camp inhabitants.

Participatory mapping can be done quickly, either individually or in groups. It
can take as little as five minutes, for example, using a stick to draw in the sand
on the ground and using stones, leaves and the like to locate specific items of
interest. Existing maps or aerial photos should be used where possible. Even
apparently uneducated people can rapidly grasp the idea behind mapping —
drawing with a stick on the sand may save hours of walking or driving. Get
different groups to draw maps of the same area (old women, young children,
elders) to see what is important to each group.

5.3.5 Ranking

Ranking can be used to identify people’s priorities or preferences. There are
many ways in which ranking can be carried out. Two methods likely to be of
interest to engineers are preference ranking and direct matrix ranking. The
methods can be used in very different settings, from a discussion at a feeding
centre to analysis of options for major programme interventions, such as the
selection of a new site for a temporary settlement. As with the other techniques
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described in this section, depending on the time available and level of detail
required, ranking can take a few minutes with a small group of people or can
occupy many more people for longer periods. When involving other people in
ranking exercises it is important to ask the right questions in the right way (see
5.3.1 on interviewing).

Preference ranking

Preference ranking can give an idea of the relative importance of different
issues or problems to individuals or groups. It does not explicitly provide infor-
mation on why people have these preferences.

Table 5.2 Example of preference ranking of problems in water
collection

Respondents’ scores™

Problem A B C D E Score
Distance to 4 3 2 5 2 16
source

Queueing time 3 4 3 2 3 15
Small containers 5 6 5 6 4 26
Lack of storage 2 5 6 4 6 23
Steep hill 1 2 4 1 1 9
Security at taps 6 1 1 3 5 16

* 6 = most important, 1 = least important

For example, in a situation where people are known to have problems in
collecting enough water, interviewees might be asked to identify 5-6 of the
main problems they encounter. Either as a group or individually, interviewees
should then rank these problems — see Table 5.2. In the example shown, the
absence of small containers and lack of storage get the highest total score and
are clearly the most important problems for the group as a whole. Security is an
important issue for respondents A and E — why? Follow up with detailed
questions if appropriate.

Matrix ranking

Matrix ranking can be used to analyse a range of options according to objective
criteria, for example, choosing the sites for a temporary settlement or the
selection of the best candidate for store manager. It can be used by one person
to make the selection as objective as possible; it can be used by a group of
planners to give a balanced assessment of the group’s views or it can be used
directly with the target group, to stimulate discussion in a structured way.
Where the target group takes part, the technique can often shed light on the
reasons behind the choice of option — understanding these reasons may be as
important as selecting the right option.
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Matrix ranking involves drawing up a list of options and a list of criteria by

which the options will be ranked. These criteria may be given different weight-
ings according to their importance. The technique is outlined below with a
hypothetical example on toilet choice among a group of knowledgeable users.
(see also 20.2.3).

Ask the group to describe the types of toilet facility that they know. When
they have finished, introduce any types that you may wish them to consider.

Draw up a matrix of criteria, weightings and options for toilets as in Table 5.3.

Ask for criteria by which one would judge a toilet. If someone mentions
something bad about one type, such as the lack of privacy, then use the
positive criteria, such as ‘plenty of privacy’, in the analysis.

Give each criterion a weighting factor. One method of doing this is to ask the
respondents to award a number of points to each criterion, depending on its
importance. For example the criterion could be weighted from 10 to 100,
with 100 being very important. If lack of smells is deemed comparatively
unimportant, this might attract a total of only 20 per cent.

Ask the group to allocate scores (perhaps marks out of 100) to each type of
toilet according to each criterion. Some toilets may get no points. This pro-
cess may take some time and involve quite a lot of discussion. Note the key
points emerging through the discussion.

Multiply the score under each criterion by the weighting accorded to that
criterion to get the weighted score. The option with the highest weighted
score is the preferred option.

Table 5.3 Example of how to use matrix ranking in the selection of
toilet types

Toilet type™
Criterion Weighting Bush Communal  Ordinary  VIP family
factor, % latrine family pit

Privacy 90 80 72 20 18 70 63 70 63
Distance 80 30 24 20 16 70 56 70 56
Bright inside 20 80 16 60 12 80 16 20 4
Access at night 60 40 24 50 30 80 48 80 48
Lack of smells 20 90 18 10 2 40 8 80 16
Easy to clean 40 70 28 0 0 70 28 70 28
Prevents 50 30 15 30 15 60 30 70 35
disease

Total score 197 93 249 250
Ranking 3 4 2 1

* The first number is ‘marks out of 100’ for that toilet type; the second is the score adjusted
by the weighting factor. For example, ‘Communal latrine’ scores 50 under the ‘access at
night’ criterion, which is weighted at 60%. Thus, the overall weighting for access at night is
60% of 50 = 30.
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In this hypothetical example the VIP latrine was ranked number one, closely
followed by the ordinary pit and going into the bush. The communal latrine was
last. This exercise could be repeated with other groups, involving different
criteria. For example, the sanitation team itself could use the method with
criteria such as cost and speed of construction included. The technique should
be used as a guide. There is likely to be little point in spending too much time
refining the weighting system or method of analysis. See Chapter 20 for the use
of matrix ranking in selecting a site for a temporary settlement.

5.3.6 Questionnaire surveys

Questionnaire surveys allow you to collect quantifiable data which can be
analysed statistically. One of their principal strengths is that if they have been
properly prepared, they can generate large amounts of data in a short space of
time. An engineer could use questionnaire surveys to collect information on,
for example, water usage at waterpoints or on household sanitation practices.
Before carrying out a questionnaire survey, be very clear about how you are
going to analyse and use the information collected. Allow enough time for
analysis — at least as much as for collection.
To carry out a questionnaire survey:

® Design the questionnaire form carefully. This takes time and skill.
® Select competent enumerators. See 6.2.2.

® Always carry out a pilot study before embarking on large-scale data collec-
tion. Use the pilot study to check the wording and usefulness of questions, to
identify any gaps and to assess the competence of the enumerators.

The questionnaire form should have the minimum number of questions re-
quired, should be easy to use and to analyse. Questions should be ordered
logically, moving from the general to the particular. The form should be laid
out clearly and with sufficient space to write the answers in the boxes. With
cluttered questionnaires it is easy for enumerators to miss some of the ques-
tions. Box 5.5 illustrates what might be the first page of a survey form for
collecting information on household water usage.

Use simple, direct, ‘closed’ questions, which have a limited range of possible
answers. ‘Have you collected any water today?’, is a closed question (answer
Yes or No), as is ‘What container did you use?’. ‘What do you feel about the
water facilities?’ is an open question. Open questions are more difficult to
analyse and may produce both illuminating and mystifying responses. They are
more appropriate in other contexts, such as semi-structured interviewing, but
may be used at the end of the questionnaire.

5.3.7 Refugee profiles, context, activities and resources

The material in this section has been adapted from Anderson (1994). In order
to work effectively with refugees, it is useful to have a good understanding of
the potentials of and constraints upon the refugees:

® What is the make-up of the group of refugees and what skills and resources
have they got?
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Box 5.5 Example of a questionnaire survey form

Title: Household water survey, Incuda Refugee Camp, 1994

Date: Interviewer:

Location: Household number:

1 Introduce yourself and explain purpose of survey
2 Respondent’s characteristics:

Male [] Female [] Age: 10-15] 16-30 [] 31-50 []

51+ ]

3 Where do you collect your water from?

1 Standpipe [] 2 Water tanker [] 3 Streams [] 4 Pond [] 5 Other:

4 What do you use water from different sources for?

Source of water

Use Standpipe | Tanker Streams Pond Other

Drinking

Cooking

Bathing

Laundry

Dishes

6 What containers do you use to collect water?

Jerrycans [] Buckets [] Pots [] Other [] describe

Page 1
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® What alleviation measures are they already taking themselves?

® Which groups need priority support?

® How much time do they have available for emergency relief work?
® Who is available for work?

To answer such practical questions, some techniques have been developed
which are described below (see also Section 1.2).

Refugee profile and context

A group of refugees is never one homogeneous mass of people. It may include
children without parents, angry young men, despairing elders, highly motivated
professionals and cynical politicans. A common characteristic of refugee popu-
lations is that social structures have been disrupted and traditional roles may no
longer apply. The relief worker should have a good understanding of who the
refugees are, their background and the context in which they now operate. To
gain such an understanding the following questions should be posed:

Refugee profiles:

Do they consist of families or separate individuals?

What is the balance of males and females?

Are there many single heads of households?

Are there many unaccompanied children?

Are there many professionals or educated people in the group?
Are there important ethnic differences in the group?

Refugee context:

® What are the social hierarchies and power structures, including protection
mechanisms for women and children?

® What are the common religious beliefs and practices?

® What formal institutional structures exist, such as government bureaucra-
cies?

® What are the economic, legal and political conditions?

® What attitudes prevail towards refugees, in both the originating and the host
country?

® What are the attitudes to aid workers, and of aid workers?

More detailed knowledge of the context in which the refugees find themselves
may be obtained through an analysis of their activities and on who uses and
controls resources.

Analysis of activities and resource use

A refugee society is likely to be in a state of considerable flux, so some know-
ledge of what people did before they became refugees and what they do now is
useful to the planner. Use Table 5.4 to analyse the activities of different groups.
The nature of a disaster and subsequent emergency and any humanitarian
relief interventions can have great impact on people’s access to, and control of,
resources. Use Table 5.5 to understand how these resources are accessed or
controlled.
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Table 5.4 Example of an activities analysis
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Current activities of Who? Where? When?
refugees Gender/age How long?
Protection
Production of goods
Pottery Older women At home Dry season
Metalwork etc Men Village Every day
workshop
... and services
Teaching, etc Women and School and Weekdays
men home
Agriculture
Ploughing Mainly men Field Seasonal
Weeding Mainly women  Field As required
Care of livestock
Harvesting
Household
Water collection Women From source Every day
Childcare Children Irregular
Social/political/
religious

Community meetings
Ceremonies, etc

Table 5.5 Resource use and control

Lost resource Who used?
Land

Shelter

Income

Tools, etc

Brought along Who uses?
Skills:

Technical

Managerial

Political

Agricultural etc

Knowledge
Literacy
Medicine etc.

Provided To whom?

Protection
Food
Shelter
Clothing
Education

Who controlled?

Who has?

How?

(Where? By whom?

When?)
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Working as a relief worker involves some form of management, from self-
management to the organization of a labour force of hundreds. An ability to
work with a wide range of people is essential. You may have to manage many
more people and act at a more senior level than you would have done in your
normal work or you may be a senior person working in a junior position to
which you are not accustomed. If you are working in the initial phase of an
emergency, you may have to set up basic management procedures that can be
developed at a later stage. You may be part of a large organization with clearly
defined management systems and hierarchies or you may be working with a
small flexible organization where you have considerable freedom to develop
your own management system.

The purpose of this chapter is to describe the principal areas of management
encountered on assignment, and to suggest some practical methods that have
been found useful in the field. Adapt them to your own requirements.

Related chapters include 5, 7 and 20.

6.1 Management functions, styles and structures

6.1.1 Functions of management

The job of the manager is to organize resources such as people, money and time
to turn plans or concepts into reality. This involves four key activities:

® Planning (see Section 5.2).

® [ eading — causing people to take effective action. This means taking deci-
sions; communicating clearly; and selecting, training and motivating people.

® Organizing — includes developing a structure within which the objectives can
be met; delegation of authority (responsibility cannot be delegated); and
establishing supportive relationships.

® Controlling — involves establishing performance standards; monitoring and
evaluation of performance; and correction of performance as required.

Chapter 5 deals with the process of assessment and planning at the conceptual
stage. As a manager your job is to put the plan into action. This requires an
ongoing process of assessment and planning (see 5.2.1 Figure 5.2).

Clarity and understanding are two important characteristics of good manage-
ment. Everyone, including the manager, should be clear about the objectives of
the team, their role in achieving those objectives, and their position within the
team (see 6.4.2).
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A key principle of management in emergency relief is that involvement of
the affected community, although not always easy, is desirable.

6.1.2 Management styles

Management styles tend to reflect the personality of the individual manager,
the organization, and those being managed. Recognize and adopt whichever
style is appropriate to a particular situation. The most effective style will de-
pend on the speed with which decisions need to be taken and the type of person
being managed. Styles which are relevant to emergency leadership include:

® Directive — the leader directs with minimal subordinate participation in
decision-making.

® Participative — the leader uses suggestions from team members in decision-
making; emphasis is placed on staff functioning as a team.

® Achievement-oriented — the leader sets challenges and goals for staff and
delegates responsibility to them, showing confidence that they can achieve
these goals with little supervision.

® Supportive — the leader shows a friendly interest in people; builds strong
interpersonal relationships; creates a supportive work environment.

For example, in the immediate aftermath of a disaster, when immediate action
is called for, the manager may need to adopt a directive style. As the immediate
emergency passes, a more participative and achievement-oriented style may be
more effective. In some cultures, a very directive form of management is the
norm, while in others, a consultative approach is expected. Find out what
traditional management styles are used and adapt them to the circumstances.

6.1.3 Management structures

On arrival, or before if possible, get to know the management structure, sys-
tems and procedures of the agency. As far as possible, clarify your role and
responsibilities, who reports to you and to whom you report. Be aware that in a
fast-changing situation other staff may not have a clear idea of your (or their)
role. Get as full a briefing as possible. As an employee of an organization, you
can expect a certain amount of support and guidance. Likewise, as a manager,
recognize that the people below you in the structure should get the same from
you.

Bureaucratic management systems requiring prolonged procedures, several
signatures and rubber stamps can be very frustrating, but they often have to be
followed if any progress is to be made.

During an emergency programme, a manager must recognize and deal with
key players such as the agency itself, the co-ordinating or lead agency, such as
UNHCR, the host government and the people directly affected. The manager
should have an understanding of the traditional social structures of the people
concerned and their significance for the design and implemention of a relief
programme (see Chapters 1, 2 and 5). The trauma of a disaster may well
provoke changes in traditional social orders and it is important to understand
such changes.
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6.1.4 Professionalism

Attitude

Attitudes of relief workers may range from enthusiastic amateurism to profes-
sional cynicism, from inexperienced clumsiness, to considered and experienced
efficiency, and from altruism to avarice. Whilst you may feel that you are a
responsible person doing a professional job, many of your colleagues may
appear otherwise. Recognize that you may have to work with people whose
motivation is very different from your own (see Chapter 3). There will be a
range of attitudes displayed by representatives of the host government, the host
community and the people affected, from support to antagonism, from grati-
tude to resentment.

Always keep clear sight of your own objectives and the overall objectives of
the programme. Try not to let personalities get in the way of sound professional
judgement. Remember why you are there. Work with people on a friendly
professional basis. Be patient and tolerant. Retain a sense of perspective and a
sense of humour.

Technical competence

Although recruited for your specialist skills, do not be surprised if you are
asked to do something which is completely outside your specialization. For
example, even if recruited to install a water system in a camp, you may well be
asked to design and organize a latrine construction programme or build an
access road. Although many emergency engineering tasks are well within the
scope of the experienced engineer, there is a need to balance the enthusiasm to
help out with a realistic assessment of your own and your agency’s technical
competence. This will always be a personal judgement. Bear in mind the
following:

® Be willing to undertake unexpected tasks but recognize the boundaries of
your expertise and do not be afraid to make these clear to others.

® Ask for professional assistance. Your employing organization should be able
to provide technical support. If not, RedR may be able to provide advice and
information through its Technical Support Service. See www.redr.org for
details.

® You can always ask for additional staff to be recruited.

Be prepared to say ‘no’, but have valid reasons for doing this.

® Be aware of hazards, for example those posed by dangerous chemicals such
as chlorine or those caused by dangerous work practices such as excavations
in unsupported soil.

® Avoid promising anything you cannot deliver. It is better to be cautious from
the outset than to get swept along with the high expectations that are com-
mon in emergencies.

Accountability

As a professional, you must be accountable for your work, just as you would be
in your regular job. However, the emergency will demand both quick decisions
and action which you may feel might result in unprofessional work.
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Standards during an emergency are not as high as you may be used to;
corners may have to be cut and compromises made. This is acceptable if it is
meeting the overall aim, which is to respond rapidly to the immediate needs of
large numbers of people. In most cases, the aim is not to construct engineering
masterpieces. Try to plan work using a phased response, so that it can be
improved at a later date.

If you are responsible for administering large amounts of cash, ensure that
you keep clear accounts (see Section 6.7.4).

Keep your agency informed of your key decisions. If in doubt about a certain
course of action, discuss it with your manager. Do not be hurried into a difficult
decision. In the long term, objectives are usually better served if the correct
decision is taken over a couple of days than if a wrong and irreversible decision
is taken instantaneously.

Safety and hazards

There may be a certain amount of resistance to a ‘safety mentality’, especially
in the aftermath of a disaster. However, there is no point in compounding one
disaster with another. Whilst safety standards in an emergency may well be
different from those you are used to, the approach to safety should be the same:

® Safe working practice is of the highest priority.

® Awareness: be aware of the safety implications of all work and ensure that all
staff are also aware. Be aware of any local safety regulations.

® Individual and collective responsibility: ensure that all staff know that they
should speak up if they feel they are being asked to do something which is
unsafe or if they see someone else doing something unsafe.

® Treat all accidents as soon as is possible. Prepare contingency plans for
accidents, such as having medical evacuation plans and a designated health
centre for referral. Ensure that a first aid kit is on site and that someone
knows how to use it.

® Record all serious accidents. An employee affected by an accident should sign
any report about the accident. This will help to protect both the employee and
the employer against any future legal action, should this occur. Ensure that all
supervisory level staff know and understand the importance of this requirement
and that the procedure is enforced. Comply, and be seen to comply, with any
investigation that may result from an accident. This will become very important
if for any reason the agency is viewed as being responsible for an accident.

Be particularly careful of the following hazards:
® Fire: especially when handling fuel, fuel tanks (especially when empty), gas

and cooking stoves.

® Working above or below ground: check scaffolding and trench or well-
digging practice and take appropriate precautions.

® Road accidents: poor driving practice is common in emergencies (see Section
17.2.3).

® Working in or near water: drowning or infection.
® Food and water: ensure that these are prepared hygienically.
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® Hostility: people affected by a disaster may react abnormally in a work
situation. Try to choose work teams who know and trust each other. Be wary
of dangerous ethnic mixes.

(See also Section 6.3 and Chapters 3, 12 and 17.)

6.2 Managing people

6.2.1 Self-management

An essential part of effective management is self-management. While this is
true in normal life, it is essential when working in an emergency. This includes
being realistic about your abilities and your needs. Give yourself time to plan
and reflect. Prioritize your own work, the tasks to be done, people to be seen
and rest to be taken. At the beginning of every week, draw up a list of tasks to
be completed in the coming week, allocate a time to each task and write them
in your diary. Before accepting new tasks, consider which tasks will have to be
deferred or delegated. Likewise, each night go through the same process for the
next day and plan your work in accordance with the weekly objectives. The
process of planning work in this manner helps to organize tasks, places things in
perspective and gives a sense of order to a seemingly chaotic situation.

Build into your work programme half an hour every day to reflect upon
events. This is best done at the end of the day. Look back upon the day and ask
yourself what went well and not so well. Why did it go well? What have you
learnt from the day about your staff, other agencies, the work programme, local
work practices? How can you use these experiences in future? Why did prob-
lems occur? What could you do in future to avoid the same mistakes? Was it
your fault or somebody else’s? If it was yours, how can you avoid the same
response in future? If another person’s, what can you do to influence their
actions the next time a similar circumstance arises? For some people, such
reflection is helped by keeping a diary.

6.2.2 Recruitment

A key element in working with a successful team is the recruitment of the right
people, and particularly of good supervisory staff. If possible, use existing social
systems to find staff. In some instances, good supervisory staff may be sug-
gested by the workforce.

Your agency should be, and be seen to be, a fair and non-partisan employer.
Check its recruitment policies and any requirements of the host government. It
may be very important to have a good ethnic spread of employees and a
balance between refugees and the host community. Be wary of ‘my brother’, or
cousin, uncle, or grandmother, who are suddenly experts in the very discipline
you need. Familiarize yourself with any local employment laws that exist.
There may be strictly enforceable regulations referring to health benefits, insur-
ance, termination of employment and associated payments.

For much of the time you may be turning away people eager for a job. Treat
all enquiries courteously and fairly. If there are no vacancies, tell people that
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there are no vacancies at present, but ask for written details and keep them on
file — you never know when you might need someone. A ‘NO VACANCIES’
sign outside the office will sometimes deter people.

In selecting a candidate for a job, decide what criteria are to be used in
assessment. Criteria can include professional skills, personal attributes, literacy,
numeracy, eyesight (drivers), the respect accorded by the community (exten-
sion agents). Think about how flexible you may want the employee to be. At a
later date you may want the employee to work at another location or to do a
different job. Ensure that the job title and description cover this.

Decide on an interview procedure and consider setting a small task that
reflects the nature of the work they will have to do. For example, if interviewing
supervisory staff, ask the candidate to measure the height and width of the
room and write it down for you. Consider a probationary period. (See 5.3.5 for
a ranking method and use it to rank candidates against a list of criteria.) Local
circumstances sometimes interfere with the equal opportunities policy of an
agency. For example, if the job is based in an insecure area and the candidate is
from a rival ethnic group, you could be placing the person at undue risk. Be
aware of this, take advice and use your best judgement.

Once recruited, professional and supervisory staff should be issued with a
clear employment contract (see Box 6.1). Individual contracts are not necessary
for every employee, but standard terms and conditions should apply.

Ensure that staff are given adequate induction. It is particularly important that
supervisory staff understand their task. Employees responsible for keeping re-
cords are very important to the programme. Ensure that they are well briefed.

Box 6.1 Items to include in an employment contract

Name of employer and employee.

Date of commencement (and completion if fixed term employment).
Rate of remuneration.

Frequency of payment: for example, weekly, monthly.

Hours of work.

Terms related to holidays, public holiday pay, religious days etc.
Terms related to sickness and injury benefits.

Length of notice required for contract termination by both parties.
Any disciplinary rules applicable to employee.

Grievance procedure.

An attached job description.

If you have to recruit people, at the very minimum, prepare a job description for
each post and decide on a recruitment procedure. The job description should
contain an outline of specific responsibilities, tasks and reporting lines. A sample
employment contract and job description are attached in Appendix 7.

6.2.3 Motivation

Motivation involves encouraging people to perform a task well. To motivate
staff and workers, consider the following.
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Casual labourers

® Show interest in people by visiting them at their workplace and talking to
them. Find out what they need to do their job well.

® Give recognition to work well done.

® Provide breaks where, for example, bread and tea are served, not only to
give workers a sense that the agency values them, but also to ensure physical
fitness to perform the task.

® Discuss the length and timing of the work day with them. They will have
other commitments. Try to accommodate these.

® Take account of the climate. In hot climates, people may wish to work in
cooler periods of the day, such as early in the morning and late in the
evening, or even at night. Provide shaded rest areas and plenty of potable
water. In cold climates, it may be necessary to provide clothing, hot food and
a warm rest area.

® For dirty jobs, provide washing facilities.

® Where the work may damage clothing, provide overalls — people may have
only the clothes they stand in.

Long-term workers
All of the above apply and in addition:

® Agency T-shirts are always popular as a sign of team membership and be-
longing. In addition to a safety function, protective clothing such as rain-
coats, hard hats or boots can be a significant status symbol for employees.

® Access to healthcare is very important to people. Encourage the agency to
pay for this.

® Show that the agency values them as people and not just for their work. For
example, provide mosquito nets in a malarial area.

® Make the work as interesting and varied as you can.

Professional counterpart engineers

® Establish mutual respect and acknowledge that there is a two way sharing of
knowledge.

® Delegate authority.

® Recognize accomplishments and provide opportunities to tackle problems
and overcome obstacles.

6.2.4 Working with a large labour force

Whether building latrines, laying a pipeline or constructing a road, it may be
necessary to mobilize a large labour force. Such a labour force requires proper
management.

Consider using a contractor to hire and manage labour. This may save you a
great deal of time in labour management, but it does require effective contract
management (see Section 6.3).
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Paid or voluntary labour

There may be strong views about whether labour should be provided volun-
tarily or paid. (Table 6.1 lists some of the issues to consider.) In some cases,
local labour laws may preclude refugees from paid work.

Table 6.1 Paid or voluntary labour

Voluntary labour Paid labour
May be difficult to motivate and Should be readily available
manage

May get the job done quickly
May cause bottlenecks and time

delays May push costs up
May keep costs down Needs a lot of supervision
Implies a legal employer/employee

May demand a lot of management ; .
relationship

time

May promote a sense of ownership Will not work voluntarily again

and participation Assigns high value to paid tasks and
low value to unpaid

Once paid labour has started, it is extremely difficult to return to a voluntary
basis. Therefore, decide as early as possible whether labour will be paid or
voluntary, and if payment is to be made, to whom. This should be a common
policy decision, co-ordinated amongst all agencies that employ labour.

As a guide, an approach frequently adopted is to pay for communal work,
such as the construction of an access road, but not for private work such as the
excavation of family latrines. It is important to have an agreed salary structure
across all organizations employing paid labour.

Paying for labour assigns a value to a certain task. The work of the paid
labourer digging trenches may be perceived as having a higher value than that
of an unpaid community health educator.

A willingness to undertake certain tasks voluntarily may be an indicator of
the community’s perception of the importance of those tasks. If people lack the
motivation to dig their own pits for latrines, then they are unlikely to have the
motivation to use and maintain them properly.

Managing a large labour force

Get a good assistant. Look for someone who can act as a translator and under-
stands both basic engineering principles and the local culture. It is important
that the assistant is respected by the community.

Set up an effective supervisory structure. Plan a hierarchy on the basis of one
manager or supervisor responsible directly for no more than eight to twelve
people. See Figure 6.1.

Pay people on time. People get angry if not paid on time. Have a regular pay
day and ensure that wages are paid on this day. This is important for morale
and the safety of you and your staff.
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Engineer/manager — ICounterpart manager
| I I |
Workshop  Translator  Technical Technical Electrician
manager Assistant Assistant
I l cdegmmen
Driver(s) M I |
Mechanic ~ Supervisor Supervisor
Pump Pipelayers Foreman Foreman
Operators [ | |
Labourers Labourers Labourers

Figure 6.1 A typical field management structure

Minimize the number of work sites to no more than three or four. Employ
new labour at each site, but consider moving supervisory staff from site to site
as work is completed. This helps with quality control and saves time.

Explain how long the job is expected to last. Always let people know how long
they can expect to be employed. If you intend to change from employing
displaced people to local labour, or vice versa, everyone must know and agree
this at the outset. Misunderstandings can be very dangerous.

Keep clear records. Record major events and keep a daily log. Get super-
visors to keep their own log and to record daily attendance, including any
overtime or extra work. This can go a long way in avoiding misunderstandings
and resolving disputes. Major events which should be recorded include:

® Employment contracts.

® Disciplinary notices and details of the background.
® Pay increases with dates.

® [f relevant, records of leave days taken.

® Details of any disputes or accidents.

Remember the people coming after you. Someone is going to have to take over
where you left off. Remember how you felt when you started.

6.2.5 Working with host and displaced communities
Host and displaced communities can offer the engineer/manager:

® Technical expertise and knowledge of local materials, skills and methods.

® An understanding of and advice on cultural sensitivities.

® The opportunity for the manager to learn new ideas.

® Assistance with negotiation and advice on organization of work.

It is worth spending some time identifying skilled and trained engineers, techni-
cians, supervisors and overseers within the displaced or host community. Work-

ing with local knowledge and methods, problems can be approached from
appropriate and novel angles. In emergencies, managers will be faced with

search

contents

previous

next

last view



Managing people 91

many situations that they do not quite understand or lack the cultural know-
ledge to resolve. Labour negotiations are a glaring example of this.

Do listen, question, consult, show respect, discuss.

Do not jump to conclusions, be dismissive or act without considering the
consequences.

In stressful circumstances it may be difficult to retain sensitivity, and the
needs of other cultures may be the last thing on your mind. Strive to retain this
sensitivity.

6.2.6 Working with colleagues

In a relief situation it is common to be working as part of a management
hierarchy. You will be managing people and you will be managed by others. In
some circumstances you may be very much on your own, but in most cases you
are likely to be working with colleagues who are your professional peers. They
may be professionals of other disciplines working in your own location or other
professionals of your own discipline working in other locations.

Working with colleagues requires teamwork. This is as much of a skill as is
management or leadership and is particularly important in difficult circum-
stances where, in addition to working together, you may have to share accom-
modation and meals. Although it is not necessary to like your colleagues, you
do have to work with them. Resist the temptation to ‘do your own thing’ — you
are part of a team. Do not challenge or undermine the leadership, unless there
is a very strong reason — the team leader needs and deserves support from the
team.

Remember your colleagues in remote locations. They may need the support
of the team and it should not be a case of ‘out of sight, out of mind’. It may be
useful to have a bar chart in the main office for recording arrivals and depar-
tures of team members, dates for rest and relaxation, handover periods, and so
on.

Teams are generally put together on the basis of professional skills.
However, for a team to work, the interpersonal dynamics must also work. This
depends to a large extent on the personalities and attitudes of the team mem-
bers. An understanding of how teams function can help.

Team roles

While the professional and hierarchical roles within a team are often fairly well
defined, there are a number of other roles which, if understood, can help the
team to function more effectively. Such roles might be, for example, that of
‘ideas generator’, ‘finisher’, ‘motivator’ or ‘mediator’. An effective team will
ensure that a broad spectrum of roles is covered. If a team consists entirely of
‘idea generators’ then, while it may generate many innovative ideas, it is likely
to be weak on planning, implementing and following through. Each team mem-
ber should be aware of the strengths and weaknesses of the team as a whole
and be prepared to work on the weaknesses.

Team dynamics
In emergencies, teams will be continually changing. It is important that team
members are open to newcomers and make them feel part of the team. When a
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new member joins the team, the team itself becomes a new team. There are
several stages in team formation, often termed ‘forming, storming, norming and
performing’. The sequence and emphasis of these stages may vary somewhat
and several stages may be taking place at the same time if new members are
joining the team.

In the forming stage, team members get to know each other and to under-
stand their formal roles. In the storming stage, conflicts may arise that need to
be resolved. Such conflict resolution, if managed well, can be a positive achieve-
ment for the team (see Section 6.5.2). In the norming stage, team members
begin to understand how they will work together and will focus on the task to
be carried out. In the performing stage, the team is functioning well, with
mutual trust and an ability to deal with conflict.

6.3 Working with contractors

In an emergency, commercial contractors can be invaluable for tasks such as
road construction, water tankering, borehole drilling or pipeline laying. Local
contractors understand the local culture and environment. However, in an
emergency there may be:

Little choice of contractor and hence little competition.

Lower quality of work from contractors.

Insecurity and a reluctance by contractors to work in a particular area.

An opportunity for the contractor to inflate the price or to take shortcuts.
A distorted labour and materials market.

Poor legal enforcement procedures.

However, the basic principles of good contract management apply equally to
emergencies as to any other form of engineering works.

Safety

Throughout the management of a contract, it is your responsibility to ensure
that all reasonable steps are taken to maintain safe working conditions. It is not
acceptable to expose to further hazards people who have probably only re-
cently been in very risky situations. Take a systematic approach to managing
risk by consciously examining what could potentially cause harm to people so
that you can assess whether enough precautions have been taken to minimize
risk. It is good practice to go through simple steps with your counterpart,
supervisors or contractor to assess risk:

1. Look for hazards — what might cause harm?

2. Decide who might be harmed and how. This includes members of the com-
munity as well as the workers.

3. Evaluate the risks
¢ can the hazard be removed or avoided?
¢ if not, how can the risks be controlled?

4. Review your risk assessment as the situation changes with, for example, new
equipment, people, and methods.
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It may be possible to control risk by:

Looking for an alternative way of doing the job.
Preventing access to the hazard, for example, fencing, guards.

°
°
® Reducing exposure to the hazard by organising the work effectively.
® Providing protective clothing: boots, gloves, hard hats, etc.

°

Providing welfare facilities: washing area, hygienic site sanitation, first aid.

Failure to take simple precautions can cost a great deal in the longer term — and
it may cost a life.

Enforcement
As the agency’s representative, it is up to you to see that the contractor delivers
what is agreed and that this is what you require.

Payment. Ultimately the best method of enforcing a contract is through
payment. For this reason, the method and timing of contractual payments must
be very carefully considered and agreed before signing a contract. Think about
incentives for good performance and retentions or penalties for poor perfor-
mance. Although penalties may not be enforceable in practice, including them
in the contract may in itself convince the contractor of your professionalism.
Make it clear that you expect the contractor to make a fair profit — but that it
must be fair.

Capability. Check that the contractor is capable of meeting the terms of the
contract. Where are their water tankers? What have they built before? Get
independent confirmation before going ahead. If this is not possible, and if
there is time, set a small contract first to verify capabilities.

Monitoring. Monitoring performance can promote compliance with a contract.
Regularly observe the work in progress. If necessary, hire specific monitors for
this purpose. An example would be a supervisor employed to check the trench
length dug per day on a pipe trenching contract. Balance the need for monitoring
against the appearance of policing. Let other people know what the contractor is
supposed to be doing. If the people know that the tanker contractor is supposed
to supply them with ten tanker loads per day, they will try to ensure that they
receive that amount and will let you know if this does not happen.

Financial information. The need to negotiate a new contract or an addition to
an existing one can arise at any time. At the earliest opportunity, familiarize
yourself with local labour rates and prices of materials and transport. This will
help if contracts need to be agreed on the spot or if detailed negotiation is
required.

Fairness and flexibility. Fairness and consideration towards the contractor
helps to build a good working relationship and should ensure a reliable service.
Be prepared to be flexible. Remember, the important thing is to get the job
done and unusual circumstances may call for an unusual response.

Legality. In an emergency situation, the agency as the client may be in a poor
legal position with regard to enforcing the terms and conditions of a contract.
However, if a large contract is to be signed, consider using a local lawyer to
draw up and witness the contract.

Professional relationship. Try to maintain a friendly professional relationship
with the contractor. As far as is possible, avoid accepting gifts or lifts from the
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contractor. Ensure that your supervisory staff are also aware of the need for a
professionally distant relationship.

Record keeping. It is important that the agency is kept informed of progress.
From your own point of view, it is wise to record important events and details
and keep them on file. Regular reports to your manager should include infor-
mation about any contracts that you have running.

Procedures

During the early phase of an emergency there will almost certainly be insuffi-
cient time to enter into a formal tendering process. Make as much effort as time
allows to secure the best contract. Give the contractor as much information as
possible about the job and ask for enough details to check that the price is
reasonable. Contractors should submit estimates broken down in terms of time,
labour and materials. Think through the consequences and clearly define the
responsibilities for all parties to the contract. If the contract is to be large and
there is sufficient time for formal contractual procedures, asking for tenders
from several contractors may help to limit the possibility of overcharging. Be
aware of the possibility of cartels. Be prepared to negotiate parts of contracts
separately, especially if it is cheaper to source materials separately.

A contract requires formal agreement, implementation, supervision, enforce-
ment and payment according to terms. Before any contractual terms and condi-
tions are agreed, think through all possible problems and make suitable provisions
in the contract. The written document should be clear and concise so that the
contractor knows precisely what is expected, what standard is required and at what
time the contract should be completed. Clarity leads to understanding and agree-
ment, makes disputes less likely and is your best ally if disputes arise.

Normally there are three phases to the contract process:

® Invitation to tender — usually sent by the customer to selected bidders.

® Tender — an offer to do a job for a certain price using specified materials,
techniques and methods.

® Acceptance — the client agrees to a tendered offer for a specific price. In the
UK, when a formal letter of offer has been formally accepted by the client,
the contract is legally binding. In the absence of more detailed country
specific procedures, this is probably a good principle to follow, but do check
local custom/law. Make it clear from the outset what principles you are
following.

Agency policy with regard to setting contracts will dictate much of the process
needed to finalize a contract. For example, UN agencies normally require three
bids before granting a contract, and this is almost always granted on price.
NGOs tend to be less formal.

Types of contract
Select the type of contract according to the circumstances. Types of contract
include:

® Lump sum/Fixed price — agreed rate for the job. This is the simplest to
administer.
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Cost-plus or Time and Lime — contractor gets materials and labour costs plus
an agreed percentage. This type of contract should be avoided as it encour-
ages high spending and lengthy work.

Labour only — a fixed sum for labour, where the agency supplies materials.
This is not generally recommended as the contract is breached if the agency
fails to supply materials. It may be necessary if materials are not easily avail-
able to the contractor. Useful to consider as an alternative to direct labour.

Incentive or Target Cost — incentives are given for achievement and penalties
for underachievement. It can be combined with other types of contract.

It is very likely that some form of inflation proofing will be required. Local
currencies are often very weak. One way of resolving this is to agree a price in
hard currency (usually US$) and to pay in that currency if it is available and
acceptable, or to use the exchange rate current at the time of payment.

Contents of a contract

A contract is usually made up of three documents: the Conditions of Contract;
the Specifications; and the Bill of Quantities. Contracts during an emergency
can be condensed to one document, but have in mind the three categories. In
drawing up a contract, consider the following:

Responsibilities: Who delivers materials to site? Who is responsible for se-
curity of materials? Who pays for breakages? Who pays for downtime? What
legal safety requirements apply? What happens if the site becomes inaccess-
ible? Who provides fuel and who pays if it is unavailable?

Specification of work; for instance, the concrete mix, the pressure rating of
pipes, the thickness of concrete — how will these be monitored?

Timescale — set realistic targets.
Include sketches or drawings.
Separate contracts — it may be cheaper to source materials elsewhere.

Terms of payment — when, how much; incentives, penalties; retention of
payment until, for example, pipes are tested and are not leaking; hard or
local currency; inflation.

Payment according to what rate? Per load or total volume? Per cubic metre of
excavation? Person days? Weight or item? (particularly important for unloading).
Retainers — it may be better to pay a retainer than to lose a good contractor
whilst waiting for a decision.

Keep the contract as clear, simple and brief as possible.

See Appendix 5 for a sample contract.

6.4 Information and communication

6.4.1 Information and record keeping

During an emergency there is an enormous amount of information passing
between colleagues and agencies. As a manager and an employee, you are part
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Box 6.2 Case history of simple contract for construction of
16 ferrocement tanks in Kenya

1 First tank constructed under supervision by agency engineer, with some on the
job training. The total number of man hours was determined.

2 Agreement with ‘labour only’ contract based on time taken for first tank (less 10
per cent to account for learning), plus agreed percentage for contractor’s profit.

3 Thereafter any saving in time or labour is to contractor’s benefit.

Agency knows in advance the price for the next 15 tanks.

of that process and will have to decide what information has to be passed on, to
whom it should go, in which form and at what time. Staff members who are
responsible to you must be kept informed, not just about the details necessary for
them to do their work but also about general situational and policy information.
Particularly important is reporting back to your team members about meetings
you have attended on their behalf and what has been decided at these meetings.
Information needs processing: it has to be collected, recorded, analysed and
passed on (see Chapter 5). As a manager, consider the following methods:

® Field book: carry it at all times and record information as it occurs.

® Personal diary: note down key events of the day, such as meetings, decisions,
achievements; also record feelings and odd occurrences (such as the hail-
storm, the big dust-devil).

® Office diaries and logs (see Section 6.6.1).

Keep records of decisions and the circumstances that prevailed when they were
made. Circumstances are fast-changing during an emergency, and a decision
made by you today can appear to be curious and inappropriate next week when
you have gone.

6.4.2 Communication

Achieving the clarity and understanding essential to effective management
requires good communication. Likewise, the point of communication is the
achievement of clarity and understanding — it is not simply the transmission of
masses of information. Before initiating a formal communication ask ‘why am I
communicating?’ A good communication should:

® Explain why the communication is being made.

o (Clarify what is expected of people as a result of the communication.

® State who should receive the communication — distribution and level of
confidentiality.

® Provide any information needed to enable the required action to be taken.
While it is wise to minimize report writing and paperwork, it is important that

your agency is kept informed about work progress and the general situation as
you see it. As you are their representative, the agency will be relying on your field
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level information to help them to make decisions about future policy. Many
agencies will have regular reporting procedures which might include a weekly
‘sitrep’ (SITuation REPort) or a daily debrief — see Appendix 4 for an example.
While regular sitreps may not be your responsibility, detailed reports of work
progress and all matters pertaining to the areas of your direct responsibility will
be. Ideally, reports should be sent every two weeks or, as an absolute minimum,
every month. The frequency of reporting should be checked with the agency.
Even if not required by the agency, regular reporting is a good professional habit.

Prepare good handover notes for your successor. They help the newcomer to
understand the context and thinking behind decisions; the detail of design and
the stage of progress. Handover notes are best written as a continuous process.
This avoids a last-minute dash to complete some notes and it makes the ex-
ercise more satisfactory for all concerned.

6.4.3 Meetings

Meetings will be an inevitable and necessary part of your work. They can be
viewed as tiresome chores or useful venues for gathering information and
making collective decisions (see Chapter 2 for co-ordination meetings). At a
meeting, you are a representative of your agency and will be viewed as such by
others. Expect to be asked to give an opinion on an issue which is outside your
area of expertise. If you are not briefed on this issue, say so, and defer comment
until you have discussed the issue with your manager.

To increase the efficiency of meetings, prepare for a meeting, consider what
you want out of it and ensure the meeting is conducted properly (including any
follow-up). As a manager you will need to call regular meetings for your team
and it is at these meetings that you will have most opportunity to manage the
proceedings. Demonstrating a planned and organized approach to meetings
will help you to influence meetings called by others.

Meetings may be held for the following reasons:

® Sharing of information — this can consist of straightforward reports about
circumstances related to your area of work.

® Discussion and consultation — to air certain ideas or to get advice.

® Decision-making, including ratification of something which may have been
agreed informally in the field or at the last meeting.

® Review of previous decisions and action taken. Were they the correct deci-
sions? Has the agreed action been taken? Are modifications needed?

Procedures for effective meetings

Hold meetings regularly and select a suitable location. Actions agreed at pre-
vious meetings can be followed up and progress can be monitored. The location
should facilitate discussion — avoid noisy or dusty areas, or places where one or
more attendee can keep dodging back to the office or site.

Have an agenda. Draw this up with input from the participants, and circulate it in
advance so that they can be prepared. If it is not possible to circulate an agenda
beforehand, at the beginning of the meeting list the items to be discussed and
prioritize them. At the end of the meeting, ask for items for the next meeting. It
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can be useful to set time limits for each item. At the outset of the meeting, clarify
the estimated finishing time of the meeting and see if everyone is happy with it.

Introduce everyone. In a rapidly changing situation, you may know all pres-
ent but they may not know each other. Ensure that everyone knows everyone
else’s name and role.

Have a chair and a minute taker. These people should be told in advance of
their position for the meeting and what is required of them. Even with informal
meetings, someone should take a chairing role. Good chairing involves:

® Preparation: of the agenda, attendance, timing, duration and location.

® Control: state purpose of meeting; introduce each member and the agenda
items; ensure that agenda is dealt with on time; use questions, statements and
summaries to progress the meeting and to arrive at a result; ensure outcomes
and decisions are recorded in the minutes; minimize one’s own participation
whilst encouraging and controlling participation by all present; draw atten-
tion to points of agreement rather than disagreement; encourage the meeting
to build on points of agreement. The person chairing should, if holding
strong personal views on a particular subject, relinquish the chair while that
subject is being discussed.

® Follow up: Ensure agreements and action are recorded, with names and
dates; check minutes; check up on actions at the following meeting.

Minute takers should record briefly but accurately the outcomes and agreed
action points. If unclear on what exactly has been decided, ask for clarification
— this can do wonders to focus the minds of those present. Table 6.2 below is an
example of how minutes and action points from meetings can be combined.

Table 6.2 Format for taking minutes

Meeting: .......... ... . ... ... Location: .......... Date: ..........
Present: ......... . ... ... Apologies: ......... ...
ltem Details Key outcomes/Action By When

number agreed whom

Adapted from Gawlinski & Graessle, 1988

6.5 Negotiation and conflict resolution
6.5.1 Negotiation

Working with other people always involves negotiation. An obvious example is
the negotiation of a contract for the construction of a road. A less obvious
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example is the negotiation of your sleeping accommodation with your
colleagues.

A good negotiation process should result in both parties discussing and
arranging the terms of an agreement, and improving a relationship as trust,
understanding and respect are built up. Each party to the negotiation will have
a clearer understanding of the constraints and priorities under which the other
side has to work. This is very important during an emergency, where good
relationships help to achieve speedy results. A good negotiation takes place
when:

® Parties believe that they will benefit from the process.

® There is sufficient trust, so that each side believes that the other will honour
their part of the bargain.

® Parties enter the negotiation realizing that the solution may give them less
than they want, but will not cost them more than they can afford to lose.

Although the aim of a good negotiation is a WIN-WIN outcome, you may have
to negotiate with parties who will attempt to attain an unfair advantage (a
WIN-LOSE outcome). Where one party behaves thus, future outcomes may
become LOSE-LOSE as trust is lost and the relationship deteriorates. In the
circumstances of an emergency, however, they may not be interested in build-
ing a long-term relationship. Take account of the following:

® People: Focus on the problem rather than on personalities.

® Interests: Focus on common interests not individual positions.

® Options: Generate a variety of options before deciding what to do.
® (riteria: Insist that the result be based on some objective standards.
(Adapted from Fisher & Ury, 1992)

Prepare thoroughly for important negotiations. Be clear in your own mind what
you want to get out of the negotiation. A useful exercise is to sit down and draw
up a ‘shopping list’ for yourself, including ‘ideal’ and ‘worst possible’ position.
When you have done this for yourself, think yourself into the position of the
other party and ask yourself what they want out of the negotiation. The areas of
overlap between the two shopping lists will be the area where the negotiation
can take place and agreement be reached.
Some points to bear in mind when negotiating:

® Consider where the negotiation is to take place, who will conduct it, who will
be present, and the timescale.

® Ask lots of questions. This will help you to discover more about the other
party’s needs, it slows things down (which provides thinking time) and shows
that you are interested in their point of view.

® [ et people know your motives. This helps the other party to understand why

you are making a certain suggestion and avoids guessing and suspicion. Try
to understand their motives.

® Repeat your key offers or demands regularly — repetition will encourage the
other party to believe you are serious.
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® Avoid using irritating expressions such as ‘reasonable’, ‘fair’ or ‘generous
offer’ — the implication is that the other party is being unfair, which does not
make for a co-operative atmosphere.

® Avoid verbal defend/attack spirals.

® Avoid diluting good arguments with weaker ones. Quality of argument is
better than quantity of reasons.

® Be prepared to walk away if you are not satisfied. Avoid making large
concessions simply to obtain a settlement. People may return with new de-
mands if they feel you are an easy touch.

® Flag behaviour changes. Use phrases such as ‘I'd like to suggest ...” or
‘Could I ask if . . .”. They are clear, and request the listening and perception
of the other party.

® Saying ‘I don’t understand’ or ‘I don’t know’ gives you time, and the other
party may think they have an advantage.

® If someone tells you that you will have to do better, ask ‘how much better?’
Encourage them to be specific.

® Broaden options. Be innovative and be prepared to consider the unusual.

In certain circumstances, such as where there is only one contractor available,
you may have to look at negotiating on more than just price. This could be the
length of contract, guarantee of payment, hard currency and such like. Recog-
nize and make the most of your assets.

6.5.2 Conflict resolution

Working in emergencies is very stressful, demands and expectations are high,
and people place themselves and others under inordinate pressure. Conflict is
inevitable and can arise from:

® Personality clashes.

® Conflicting objectives — an agency often does not recognize that people
working for it have different objectives within the overall agency aim. The
accountant may want to keep costs down and the engineer may want to
spend more to provide an improved service. Both will be working within the
broader aims, but each has somewhat differing objectives.

® Competition for scarce resources.
® Cultural differences (see Section 3.5).

® Communication problems/distortion — a particular problem when people
within an agency are geographically remote from each other. Misunderstand-
ings lead to confusion and conflict.

Although conflict can be destructive, conflict resolution, if well managed, can
be positive and constructive. The process of conflict resolution has much in
common with that of good negotiation. Some additional tactics that may help to
resolve a conflict include the following:

® Focus on the is