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Emergency Personnel Seminar 3 (EPS3)

EXECUTIVE SUMMARY

This study was commissioned by the Emergency Persoeneh8r Steering Group to provide an up to date
view of human resource practice around emergency personeglargency response implementing and
specialist recruitment agencies. The overall aim ofbthrgey is to stimulate reflection and debate ah&sahd
during EPS 3.

A quick survey approach was used to obtain feedback frontiagdoy e-mailing a list of thirty-two statements
and inviting them to say to what extent they agreed Wwiint A further nine questions asked them to provide
further details including their perceived successes anddaijltheir current top three concerns with regard to
emergency personnel. Thirty-two completed questionnairesneturned, about half the number sent out. The
responses came from individuals and may or may na¢sept the consensus in their agency.

The data is presented in tabular, graphical and text fotireiappendices, and readers are invited to peruse
these pages before reading the comments and aralyisesmain body of the report.

The survey shows that the recruitment and retentiorafffiststill the number one issue for agencies working
emergency response. In this regard, little seems todteargyed since the first Emergency Personnel Seminar
held in November 1997. Agencies are particularly conceabedt the difficulty they have in recruiting and
retaining good emergency field programme managers.

Overall, agencies seem to be fairly upbeat about ttrerdustate of their emergency personnel human resource
performance. Judging by the responses to the surteryigwing, briefing and de-briefing are all beinglw
handled, insurance policies for emergency personneldsguate, and adequate stress/trauma counselling is
available. The majority felt that their salaries dedefits are competitive, although a significant nitgatid

not agree.

The feedback seems to be contradictory in a few caSmsexample, agencies generally consider that they ha
made advances in the recruitment, training and deploynfistafbfrom within the region of operation, and yet
this topic hardly features in the list of agency suceess in the top three emergency personnel issues, Also
while agencies are relatively happy that emergency peetare well managed on the ground, this does not
seem to fit with the stated difficulty of finding experded field managers.

A few statements in the survey were specifically a@imeagencies’ experience of the Kosovo crisis. F@egho
agencies directly involved, there was a general causahat their response to the Kosovo crisis weakened thei
existing programmes. They were equally clear view tzgbvo did not negatively affect their response to
crises that came after Kosovo.

The survey indicates that, to some extent, agenciesdvaleated their responses to recent humanitarian crises
for lessons on human resources, and that the lelessons have affected their HR practice.

The results show that agencies are deploying inexperigrecednnel, either as a matter of policy to develop the
skills of new people, or because posts cannot otherwifiddal. This ties in with agencies’ perceptions that
they are in competition with other agencies for persofiael the same pool.

Section 3 of the report provides a brief commentargach statement and question within the survey while
Section 4 draws out strategic issues emerging frorauhey and adds a number of questions, some of which
may be picked up during EPS 3 discussions.

Section 5 of the main report includes a brief revievhodé other inter-agency initiatives in Europe and North
America, Sphere, People In Aid and InterAction PV(nh8&aids, all of which potentially impact on human
resource policy procedure and practice with regard to emergersonnel. Questions are posed for possible
exploration during EPS 3.
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Emergency Personnel Seminar 3 (EPS3)

Introduction

The last Emergency Personnel Seminar (EPS2) was hidlovember 1998. In preparing for EPS3, the EPS
Steering Group decided that some background reseaashrequired to provide an up to date picture on HR
practice amongst participating organisations as an inpu¢ teetihinar.

Aim
The overall aim of the research as stated in thm3ef Reference (see Appendix 1) was

“Preparing a research report on the emergency personpehsesto the Kosovo crisis, 1999, covering recruitment
agencies and some operational agencies, noting develapamehthanges (if any) and drawing out lessons shikto
learned regarding emergency personnel”

In discussion with RedRit became clear that the EPS Steering Committeimterested in how HR practice

in recruitment and implementing agencies had been affbgt¢éhe “mass mobilisation” of emergency personnel
since EPS2, in response to the multiple crises of Kodeast, Timor, Hurricane Mitch, Sierra Leone and so on
A secondary aim was to see what learning had beemebt&iom this experience with regard to emergency
personnel matters. The research has therefore lleensed on the state of HR practice against®madow

of Kosovo”and other crises, rather than addressing the Kosesie afone.

Methodology

Funding for EPS3 was only agreed late in the day, laseréfore there was only a short period available to
undertake this background study. Due to the short time frianvas decided to gather information using a
questionnaire which could be completed quickly using “Agree, Sligigree, Slightly Disagree, Disagree”
format, with 32 statements for recipients to reactNme additional questions gave opportunity to those who
wanted to provide more detail to do so.

Mostly, the questionnaires were completed by one individoal £ach organisation, and in a few cases in
discussion between HR and emergency managers. In mses; daose completing the questionnaire are the
same individuals who will be representing their orgaitinatat EPS3. Of the 32 completed questionrids
were from human resource professionals/managers, anth&énior and programme managers. The feedback
may or may not reflect the consensus in each orgamisati

The same questionnaire was sent to recruiting, volumtiB) and UN agencies. Respondents saw some of the
guestions as not relevant to their organisation buth®smain section of 32 questions, 91% of the questions
were answered overall within the 32 completed questionnaires

In addition to the questionnaires, phone and face tarfiéeeviews were held with non-operational agencies
involved with emergency personnel with a view to uncogebackground issues that could then be cross-
referenced against the questionnaire responses, includitg, Rternational Health Exchange (IHE), APSO,
People in Aid and Bioforce.

The reason for holding EPS3 in New York was to give nopreortunity to US-based agencies to take part. An
effort was therefore made to increase contacts Wtbased agencies, and to elicit responses from them.

The analysis that follows should not be assumed toibet#ic or statistically based and uses an intentignall
discursive and questioning style to avoid any such impression.

Respondents
Representatives of the following organisations retunoedpleted questionnaires:
+ Africa Humanitarian Action

+ American Red Cross
+ American Refugee Committee

! This paper is titled a “Quick Survey”, as such a brief exercise cannot fairly be described as “research”.
2 RedR have managed the commissioning of this study on behalf of the EPS Steering Group
% One arrived too late for inclusion in the report
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Emergency Personnel Seminar 3 (EPS3)

Australian Red Cross

British Red Cross

CARE USA

Christian Aid

Christian Relief and Development Association
Churches Action in Relief and Development
Community Aid Abroad (Oxfam Australia)
Concern Worldwide

Danish Red Cross

Disaster Relief and Rehabilitation Agency
International Federation of the Red Cross and Red CreSoergties
International Health Exchange

International Rescue Committee

International Training Programme for Conflict Management
Merlin

MSF Belgium

MSF Holland

MSF Spain

Norwegian Refugee Council

Oxfam GB

RedR

Save the Children UK

Tearfund

United Nations High Commissioner for Refugees
United Nations Volunteers

Village Education Resource Centre

Voluntary Service Overseas

World Health Organisation

World Vision International

L 2R R R 2R R S AR R SR R SR R R I IR R R R R R R R R I 2 4

By Country

Australia 2
Bangladesh 1
Belgium 1
Denmark

Ethiopia 2
Holland

Italy

Ireland

Malawi

Norway

Spain

United Kingdom
United States

L 2R R SR 2R N 2R R NS R R R 4
=Y

il =l &
o ©r =

+ UN/International 4 (mostly Geneva based)
(Total 32)
Seven organisations replied but did not complete the guestire because they felt they did not have time, the
guestionnaire was not relevant or they were not prepanaspond on behalf of their organisation. No reply
was received from a further 25 organisations to whiclgtiestionnaire was emailed.

Results

The results drawn from the completed 32 questionnairesclueled as Appendix 2. A blank of the original
guestionnaire and covering e-mail letter is also included:ference.
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Emergency Personnel Seminar 3 (EPS3)

Responses to Questionnaire Statements 1-28

Readers are encouraged to peruse Appendix 2 before rélaidisgction and use the charts to think over where thei
own organisation sits in relation to other respondéfiten returning to this section, please keep your finger in
Appendix 2 so as to refer to the charts and text resgons

Comments are included below on each of the Statemetignsetthe questionnaire.

1. The competence of field staff is the most important eleimeelivering effective humanitarian relief.

There was strong agreement with this statemens Whuld have been a better question for managers than HR
professionals, who would be expected to answer in tirenafive, so it is worth noting that all the managers
who responded put Agree.

2. Securing good staff is the single most challenging step in mousirgfective relief operation

This had a less clear endorsement than the first,mdgtte Slightly Agree’s than the first statement. Anter

of respondents wrote “one of” before the single mostiahging, indicating that it is only one of a set of
requirements that need to come together to provide attieffeéesponse.

3. Our emergency personnel are satisfactorily trained pre-mission.

While more people agreed than disagreed with the statemerg than twice as many put Slightly Agree as
Agree, indicating some uncertainty about the levetaihing that personnel receive.

4. Our emergency personnel are satisfactorily briefed pre-omssi

The majority of Respondents agreed with this stateméifit,more Agree than Slightly Agree’s and 6 Slightly
Disagree’s.

5. Our emergency personnel are satisfactorily briefed during thesion,

There was more uncertainty here, perhaps becausea¥f af ffirst hand evidence available to the respondents
who might not be in contact with personnel during missidftsle only 3 disagreed with the statement, only 9
Agreed, with 16 Slightly Agree’s.

6. Our emergency personnel are satisfactorily de-briefed dftr tnission

Only 3 disagreed with the statement. There were moghtBliAgree’s than Agree’s. This ties in with later
comments that systems may not reliable enough toedstriefings take place in all cases.

7. Adequate stress/trauma counselling is available to those ofnoergency personnel who need it.

26 agree while 3 disagree. The graph shows thatithac full agreement however, perhaps because HR
personnel are aware of cases where it has been missed.

8. Emergency personnel coming to work with us from specialist enwrgersonnel recruitment agencies
(e.g. RedR) have the foundation skills we need

This was not relevant to all because some organisation’t use the recruiting agencies. 80% of those who did
make a response indicated that they Agreed or Slightlgetjrindicating a relatively high level of satisfaction
with personnel from the specialist agencies.

9. Our emergency personnel are well managed on the ground

This produced a lukewarm response with 20 out of 29 SlightlyeAgrélightly Disagree and only 9 Agree’s.

10. Our agency only deploys personnel with prior experience ofganey response
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This produced a very mixed response. While 18 organisatioaeddr significant minority did not. These
responses probably reveal policy differences betweetementing agencies. (See also Strategic Issues section
below).

11. Our agency has retained effective emergency personnel bessgignments and re-deployed them
successfully to new operations.

This statement produced a fairly positive response whmpared to the number of respondents identifying
retention of staff as a major issue in later questidfith 13 Slightly Agree and 10 Agree, most agencies seem
to be happy or quite happy that they are generally alitedgcle” skilled staff into other assignments.
However, this does not tie up with the concerns expressed @ddebelow.

12. The gender balance amongst emergency personnel is adequate tmalkyand female beneficiaries
(refugees/IDPs etc.) to be equally well served by our agency

With 21 out of 30 in agreement, this seems to prespasitive view of gender balance and its beneficial impac
on beneficiaries. Looked at again, only a third or resposqarttAgree, so there would seem to be room for
improvement. One respondent said that female candidateshard to find.

13. Our responses to recent humanitarian crises have been evaluatedsons on our HR practice with
regard to emergency personnel.

A positive 75% agreement with this statement.

14. Lessons learnt from recent crises have significantly affexie#iR practice with regard to emergency
personnel

Here again, there is a 75% agreement with this statemiéntnore Agree than Slightly Agree’s. This could be
seen as encouraging, especially when taken together witkshonse to Q13 above. One of the EPS Steering
Group’s main concerns was to find out the extent to wigisbons are being learnt. The responses to Q13 and
Q14 seem to indicate that a number of reviews have ursggrtaken which have impacted on HR practice with
regard to emergency personnel. (But responses to Q32 coigtnadict this).

15. Our HR practice reflects the views of current and returequhtriate emergency personnel

75% agreement overall, but only partial, more Slightly Agree than Agree’s.

16. Our HR practices reflect the views of local/in-region ereany personnel

Respondents are a lot less convinced that their oagaoris are listening to their local staff than to expsd
staff, with only 4 Agree’s.

17. Our agency uses a competency framework as the basis for th#gment of emergency personnel

17 out of 30 have responded with Agree. Of the remainder, half Slightly Agree, possibly indicating that
they have a recruitment system that contains a competency element, while the other half disagreed

with the statement, and put comments such as “want to find out what this is”.

18. Our agency interviews all new emergency personnel before apyaint

Firm agreement with this statement, with only 2 Slightly Agrees and none in disagreement.

19. Our agency asks for and takes up references before engaging neyeecyepersonnel

Almost as firm an agreement as for 19. 5 Slightlye®&s probably indicate that some agencies recognise that
they have some recruitments where references atakest up. One respondent referred to the unreliability of

referees.

20. Our agency finds itself in competition with other agenciesf@récruitment of personnel from the same
pool
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Strong agreement with this statement. Those few agdiement seem to be the volunteer agencies and
agencies based in developing countries.

21. Our agency has adequate insurance policies for emergency personnel

This surfaced in previous EPS as an issue but with 25 @3t @plying Agree, this would seem not to be a
problem any longer.

22. Inthe last 2 years, our agency has made significant advanttesrigcruitment, training and deployment
of staff from within the region of operation.

Strong agreement with this statement, with only 5 dessigg. Here again, previous EPS have shown in-region
recruitment to be an important and growing issue. Pssgseems to have been made in the 18 months since the
last seminar.

23. Our agency has an adequate personnel security policy and procadplase
With no one in disagreement, the picture seems to be positive, though there were more Slightly Agree
than Agree’s. Only two organisations indicated in later questions that security was a key issue.

24. Our agency has an adequate policy on local staff evacuation

A very mixed response to this statement, with sligimtyre in agreement than not. Several of those putting
Disagree added that they do not evacuate local staffregtter of policy. For them, it is not that the ppls
inadequate, there is none. Another respondent distireglitsttween local (as in resident to that location) and
national staff sent to that location for work. Thestfigroup is not covered by their evacuation policy winiée t
second one is.

25. The skills and experience of HR professionals in our agency hede arpositive impact on our agency's
policy and practice on emergency personnel

A strong agreement with this statement, including 1828, shows that HR professionals, who are theraselv
most of the respondents, feel they have made an impabeir agency’'s HR practice. This is somewhat in
contrast to the frustration about the lack of influeocER personnel that come through in the record of the two
previous EPS. Does this means something has changed @téim past to improve the situation, or is it aust
new more confident set of people responding?

26. Our salaries and benefits are sufficient to attract and resaiitably qualified emergency personnel

Overall there was a broad spread of responses. Taltetheanswers to the later questions, it appears that
salaries and benefits are not a serious issue fordfaity but there is a significant minority for wholtris a
concern.

27. Our salaries and benefits are competitive with other sinmtar-government agencies working in
emergency relief

Just under half the respondents put Agree to this statement, a higher proportion than those who
considered that salaries and benefits were adequate for retaining personnel.

28. Our agency has already adopted and implemented the People in Aidbfdedetice

This might seem to be a simple Agree or Disagree choice in that agencies either have or have not
adopted the Code. However, there were 7 Slightly Agree’s, probably indicating an informal adoption
of the Code rather than a formal sign up to compliance and external social audit. The Code is freely
available on the People in Aid web site. Some of the Disagree’s added that they did not know what
this is — which is understandable given the UK/Ireland focus of People in Aid. (See more on People in
Aid below).

Kosovo Specific Statements 29-32
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This section put forward four statements specifically about the Kosovo crisis. As far as possible, only
responses from those agencies directly engaged in the Kosovo crisis have been included.

29. The Kosovo crisis was the biggest emergency personnel reentittmallenge for our agency in the past 2
years

A strong agreement with this statement. Over 60% (1l®sgfondents replied with Agree to this statement and
a further 20% (6) Slightly Agree.

30. Our response to Kosovo weakened our operations in other on-going eciesye
31. Our response to Kosovo has limited our ability to respomtew major crises (Hurricane Mitch, Timor etc.)

When taken together, the responses to statements 31 gmesent a marked contrast. While two thirds agree
that Kosovo weakened their on-going programmes, therpatteesponses to 31 is almost exactly the reverse,
with two thirds disagreeing that their response to meergencies was limited by the Kosovo crisis. The péctur
emerging here is that Kosovo led to a weakening of existirgy@momes, probably due to a diversion of
personnel away from existing emergency and, sometiragsdevelopment programmes, while for new crises,
personnel were found and deployed in addition to the Kosovo eomept.

32. The experience of the major deployment of personnel in resfmtimeKosovo crisis has resulted in a
significant improvement in our emergency personnel recruitmentamnégement systems

This statement met with agreement from 15 out of 23 meglyhough with more Slightly Agree than Agree’s.
This seems to indicate that recent crises have led sgencies to improve their recruitment and management
systems. The remaining third did not agree that thadebeen a significant improvement in systems.
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Questions 33 to 41

Appendix 2 also contains the assembled responses toomse38 to 41 Each block of bullet points indicates
the response from one organisation, and blank linesateptae responses from organisations.

33. Which categories of emergency personnel does your agencyHand ito recruit?

Responses have been listed first by organisation andstintrd by type i.e. groups of jobs that agencies find it
most difficult to recruit for. Top of the list comesnsor management, leadership, and programme co-ordination
posts together with administration and finance. Healtited positions also present a challenge, thoughdess s

The difficulty in recruiting experienced managers seemgtntd concerns expressed in previous emergency
personnel seminars about the shortage of skilled managpes;ially for rapid deployment.

A number of respondents also identified language skillscasstraint. Interviews with Anglophone
recruitment agencies indicate that they struggle to fifiiceent candidates with French, Spanish and
Portuguese, while Bioforce, which based in France, hsullij finding enough competent English speakers.

34. What are your key sources of recruits?
36. What is the average response level to newspaperséhadvertisements?

The recruitment pattern for emergency personnel cleladg not follow that of standard recruitment in other
sectors. Of primary importance are the specialisedcéggerRedR, DRA, IHE, APSO, and for the UN system,
UNV. Another primary source is former employeeshase who have had prior emergency experience with the
agency in some capacity. A number of agencies maitht@inown registers of personnel. These may contain
details of individuals who have approached them unsaticand in some cases (probably fewer overallethos
who have responded to advertisements recruiting to ¢fistee In the process as a whole, word of mouth
referral seems to be important, as well as network@igieen agencies.

Newspaper advertisements are just one avenue and seldomghenportant. UK-based organisations referred
to the Guardian publications, but no other newspaper veasioned as being significant. The larger and better-
known agencies get a large response to newspaper advertisemmen they use them. The feedback on Q36
seems to indicate that smaller organisations get fapjglicants from their newspaper adverts, probably
reflecting name lower recognition and salaries offefféem the responses to Q36, the Internet is becoming
increasingly important as a source of CVs and recriditstheir specific Web sites, apart from the agency’s
own, that are most useful?

35. What is the average cost of recruitment for emesgpeersonnel?

Unfortunately, this question does not seem to have beumderstood. A few organisations responded with
costs per recruitment, which was the intended meaningafubstion, while others responded with total cost of
recruitment for the organisation, and others havedtatonthly employment costs for emergency personnel.
Recruitment costs per recruitment vary between US$1,00@rpited costs and US$12,000, where this includes
all associated costs including HR and management éintegdeployment costs.

37. What is the average time from decision to recruiefgoyment of personnel?

Responses to this question have been sorted approxirfrataljastest to slowest, and divide themselves
roughly into three blocks for emergency recruitment:vie2ks response time, 2-4 weeks and 2-4 months.
Some agencies say that they can respond in less thagka et surprisingly, most agencies indicated that
emergency recruitments operate in a shorter time fthere“normal” recruitment.

36. In the past two years what proportion of emergency pasaame to you on secondment/release from another
organisation?

There are three categories of response here: four cajanswith no secondments in the past two years,
several organisations stated that they have had égne 5% of posts filled by secondment, and a few
organisations depending on secondments for a significapotion of their staffing - 25-66%.

“notin the pre EPS3 version of the report
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39. Does your agency hold a register of pre-screened emgrgersonnel ready for deployment? If yes,
approximately how many records does the register no#?hol

Three agencies said that they do not hold a registesiube they do not need to, or because it is not aparepri
for them to do so; a further twenty-one organisateaid that they do have a database, or are developiey a
one. Of those agencies with registers, the numbecofds varies from six to over 1,000. A number of
respondents pointed out that the registers are not ag asehey might be because, in practice, people are ofte
not available when required.

40. Overall, what do you consider the greatest successeaiurds in recruitment and retention of emergency
personnel to recent crises?

Responses show the individual successes and failutke wérious organisations, and it is difficult to
generalise from them. If there is a pattern, twosygfesuccess seem to be repeated. The first is asense
achievement that the agency has been able to deplmyiambers of personnel rapidly and efficiently against
the odds. The second set of successes are around thapdesed of improved systems and strategy either in
the development of registers, improvements in long-tetention of personnel, or in the development of
regional capacity. The stated failures include thpedide of others’ successes, particularly a failuretaim

staff. Management of personnel in the field, inadequatgiesland a lack of pre- and post-assessment also
feature.

41. What are your agency'’s top three most pressing conegtimsegard to emergency personnel?

The number one challenge appears to be recruitment.ngiedificient people of the right calibre, attitude and
experience, especially for management positions comes this survey as the primary concern for a majority
of agencies. Related to this is finding staff availdteapid deployment, and this, in turn, relates to perdeive
competition for the same personnel from a limited paotha Q20 response clearly showed.

A second, though less general area of concern, wasiciptind retention of personnel between assignments,
and the related issue of developing loyalty, improvintissland providing a career path.

Health and security for emergency personnel was saiel ém lissue by a minority of agencies, while the
development of local and in-region staff was only hiditkgl by a few organisations.

Statements Ranked by Level of Agreement

To provide an alternative view of the data, the statas1-32 are listed below by their average ranking,
calculated using 1,2,3, or 4 for Agree Slightly Agrdegttily Disagree and Disagree and then averaged across
all responses to that statement. 1.0 would mean tntadment and 4.0 total disagreement. An assessment is
also given of the level of consensus, High, Moderate or, laevan indicator of variation between agencies. A
low level of consensus means a diversity of respose &gencies.

No. Statement Average Consensus
Level

18 Our agency interviews all new emergency personnel before appointment 1.1 H

1 In our agency's experience, the competence of field staff isdsie 1.2 H
important element in delivering effective humanitarian relief:

19 Our agency asks for and takes up references before engaging new 1.2 H
emergency personnel

21 Our agency has adequate insurance policies for emergency personnel 1.2 H

2 Inour agency's experience, securing good staff is the single most 15 H
challenging step in mounting an effective relief operation:

20 Our agency finds itself in competition with other agencieshier t 15 H
recruitment of personnel from the same pool

25 The skills and experience of HR professionals in our agency redean 15 M
positive impact on our agency's policy and practice on emergency
personnel

23 Our agency has an adequate personnel security policy and proceduresi 1.6 H
place

29 The Kosovo crisis was the biggest emergency personnel regntitm 1.6 H

challenge for our agency in the past 2 years
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7 Adequate stress/trauma counselling is available to those of ougenoy 1.6 M
personnel who need it

22 Inthe least 2 years, our agency has made significant advanttes in 1.7 H
recruitment, training and deployment of staff from within #gion of
operation

4 Our emergency personnel are satisfactorily briefed pre-mission 1.7 M

5 Our emergency personnel are satisfactorily briefed during thésion 1.8 L

17 Our agency uses a competency framework as the basis for thémeerui 1.8 L
of emergency personnel

8 Emergency personnel coming to work with us from specialist en®rg 1.8 M
personnel recruitment agencies (e.g. RedR) have the foundatismekill
need

13 Our responses to recent humanitarian crises have been evaluated for 1.9 H
lessons on our HR practice with regard to emergency personnel

14 Lessons learnt from recent crises have significantly affenietHR 1.9 H
practice with regard to emergency personnel

6 Our emergency personnel are satisfactorily de-briefed aftér thission 1.9 M

9 Our emergency personnel are well managed on the ground 1.9 M

15 Our HR practice reflects the views of current and returngzhgiate 1.9 M
emergency personnel

27 Our salaries and benefits are competitive with other similar non 1.9 M
government agencies working in emergency relief

3 Our emergency personnel are satisfactorily trained pre-mission 2.0 M

11 Our agency has retained effective emergency personnel between 2.0 M
assignments and re-deployed them successfully to new operations

12 The gender balance amongst emergency personnel is adequate to allow 2.0 M

male and female beneficiaries (refugees/IDPs etc.) to belgquell
served by our agency

26 Our salaries and benefits are sufficient to attract and resaitably 2.0 M
qualified emergency personnel

30 Our response to Kosovo weakened our operations in other on-going 2.1 M
emergencies

32 The experience of the major deployment of personnel in response to the 2.2 L

Kosovo crisis has resulted in a significant improvement in margency
personnel recruitment and management systems

16 Our HR practices reflect the views of local/in-region egeeacy personnel 2.2 M

10 Our agency only deploys personnel with prior experience of emgrgenc 2.3 L
response

28 Our agency has already adopted and implemented the People in Aid Code2.3 L
of Practice

24 Our agency has an adequate policy on local staff evacuation 25 L

31 Our response to Kosovo has limited our ability to respond tomajor 3.0 M

crises (Hurricane Mitch, Timor etc.)
Strategic Issues Emerging from the survey

In this section, some reflections are offered on thébiack gathered from the questionnaires and interviews. It
is not designed to provide definitive analysis or arsvbut to stimulate thinking ahead of the seminar and
discussion over the weekend of EPS3.

The key issues emerging from this survey can be ngattyned up by quoting from one of the responses —
“Getting them and keeping them”. Recruitment and reientiere the key issues raised, especially in the
feedback on the failures and top three concerns. nGivevolume of recruitment in the past two years, perhaps
this is to be expected.

All'in all, the feedback from the questionnaires givéaidy upbeat assessment of the state of HR management
in the emergency personnel field and perhaps more optitiah the tone of the previous EPS reports. The
discussions in EPS3 will no doubt show more clearly wérdthis optimism is justified.

Many of the issues emerging are the same as thosenspevious seminars. This could be due partly to the
format of the questionnaire in that the first Statemsatsion (1-32) sought to look at issues already known to

° Only 5 agencies supplied base data on numbers or types of recruitments for 1998 and 1999. This was not enough to attempt
any kind of analysis
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be current. However, the later section of questionsdlidlirect people in any direction and it is here thatesom
themes familiar from EPS1 and 2 crop up clearly.

There was less in general on in-region and in-coutiRynatters than might have been expected and more on
the issue of “right people, right time”, perhaps reflegtine pressure on recruitment experienced by most
agencies since the last EPS seminar.

Quality of field management

As in previous seminars, the issue of finding the marsagith the right experience and attitude has again
surfaced through this questionnaire as an important issue.

In 1997, Francesca Taylor’s resedrfdr EPS1 pointed out that “the fundamental problemdanethose

recruiting relief staff is the serious shortage ofrappately skilled and qualified personnel in particular
competencies. There is a general consensus that theliffioalt posts to fill are those at management level.
Equally, the importance of these positions has escaatechergencies have become more complex in nature.”

The average score of 1.9 (equivalent to Slightly Agreenag#ie statement “Our emergency personnel are
well managed on the ground” confirms that there aressh to be some question marks over the quality of
field management.

The problem is partly one over-demand but also ondestyle. As personnel gain experience, they also
become less inclined to take on the lifestyle of thwing short-term contract emergency worker. People
moving into their 30’s need a more stable lifestyle.

Bioforce report that 50% of the personnel trained on hregramme and placed by them are still working in
International Solidarity five years after leaving tHest assignment. This seems a fairly good proportion but
there is no indication that their work is still emergenaigated.

One approach to reducing the problem of where to findriextpeed managers at short notrice is to develop and
retain your own. For example, Oxfam GB put the developieanpool of emergency managers as one of their
key successes. These managers can deal with thelkeasls of a crisis while personnel are recruited or re-
deployed to make up the “second wave”. Would this approatbther agencies? Can organisations afford to
do this?

Interview feedback suggested that one way ahead may lgnisedhat the expectations on one manager may
be unrealistically high. The technical, project manageraed people management skills required to manage
complex emergency programmes are high, so why not aeater more role, accepting that the people
management skills and project management may not balaleawithin one person. This then means
developing a field management structure that puts HR manageitiergay, a deputy management position.
This only works where a group of personnel are to beeddsgether in one location.

Questions

How can the recruitment and retention of emergencyagens be improved? |s an investment in permanent staff
managers (with some career prospects) necessary ogeracies rely on the band of skilled people who have built
their own careers as freelancers in emergency manageme

Retaining New Recruits

As described under Q10 above, the reaction the state@antagency only deploys personnel with prior
experience of emergency response” was very varied.

It is clearly policy for some organisations to use ineigmeed personnel alongside more experience staff to
ensure there that skills are developed in new recrililtss approach recognises that there has to beca fua
first timers in emergency response because new peoplémbe trained an increase the body of skilled
personnel. It is also realistic to acknowledge thétauit inexperienced personnel, some posts will not be fille
because of demand.

6 Preparatory Research for an Interagency Emergency Relief Personnel Seminar, F Taylor, October 1997
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As one respondent put it, the key may be to have expedgrersonnel supervising the inexperienced ( this has
to be done with care and skill). Another commentedttigt want personnel to move on, the new hands should
replace the old hands, otherwise how is new thinkingdirbin to the organisation? (This assumes the old
hands will not learn and change of their own accord).

More than one respondent referred to the “disappointmenttiexged by field workers, especially first timers,
when exposed to the realities of emergency work. TiBersuggestion that disillusionment for first timers
could be a major cause of loss of people from the emergensponse sphere and their disappearance from
registers. The specialist recruiting agencies ave &l this danger.

With this loss of personnel, the size of the pool piédly decreases. Recruitment is an expensive proasss,
the figures given in Q35 indicate.

Difficulties with retention do not seem to apply justhe voluntary agencies. Agencies with paid staff ghee t
same feedback on retention as a problem issue intteway as the voluntary agencies. It may be as much the
nature of the work than the nature of the pay.

Question

How can emergency personnel, and particularly thodgstrassignment, be given a more realistic view oattheir
working environment and experience is likely to be like laadiven proper supervision when on assignment, so that
they are less likely to lose heart after one assigine

Regional and Local Recruitment

Locally recruited staff was the subject of a researchrgap@im Henry presented to EPSthe discussion from
which generated a number of recommendations around pito@ining, transparency on conditions of service
and related ethical considerations, and the developniém oapacity of local NGOs.

The questionnaire feedback was very positive on regaatiing developments, with 80% of respondents fully
or partially agreeing that they had made “significaiviaaces in the recruitment, training and deployment of
staff from within the region”. A few disagreed with thtatement. There should be a lot to share during EPS3
on this topic, especially as regional and nationalistaffonsiderations were notable by their absence fnem t
lists of the three major concerns (g41). One outstanding is shown up by the response to Q16 “Our HR
practices reflect the views of local/in-region emerggpengonnel”, which had an average score of only 2.2,
hardly a firm endorsement.

Questions

To what extent have in-region recruitment and personnel manageystatns been developed? Have agency
HR management systems have been applied to national staff?

Personnel Reqgisters

The questionnaire feedback shows that personnel are sdtoeethany channels. While RedR etc. are top of
some organisations’ list of sources, they are nofithie and only one among many, for others. Wdrghouth
and ex-employees are both important sources.

While the specialist agencies, RedR, IHE, APSO, BigfoBRA etc. have continued to develop and extend
their service to the sector since the last semimany operational agencies have been improving olagng
their own databases of emergency personnel. It séehthese registers are varied in their size and
sophistication. This may indicate that in a competitiord, agencies are making sure they keep their own
records rather than becoming dependent on the recruitingiagem couple of respondents referred to the
recruiting agencies being over-stretched during teméses (but then who was not?).

The question of combining registers was raised at EBSdelems not to have been on the agenda for EPS2.

Questions

Is there still life in a discussion about joint reégfs to reduce duplication and concentrate the managefrsmth
data into a few centres of excellence? Is therem & information exchange or pooling of personnel details tha
can work to the advantage of all in a competitive envimth

" “Sometimes Maybe, Sometimes Not”, The Recruitment, Employment and Retention of Locally Employed Staff in Emergency
Situations - A Study by Jim Henry for IHE, November 1998
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Stress on Emergency Personnel

The questionnaire feedback was quite positive on theadilityy of stress/trauma counselling for those thestch
it. Interviews indicate that this picture may be opesitive. Perhaps the counselling is available but not
always known about or used?

The Room for Improvement report that preceded the Pé@opliel Code highlighted stress for field workers
resulting from poor management. This subject was raisE&S1 in November 1997. In this survey, two
respondents only highlighted stress for field workers aysiotheir key HR issues and none referred specifically
to stress induced by poor management.

Question

Does this mean that stress induced by poor management, aed sidess as a whole, has become less of an issue for
emergency personnel, or did it just not appear in the goirve

Preparedness

Some organisations seem relatively well preparechorapid deployment of large numbers of people into
emergency response programmes. The Red Cross/Redr@massement relies on a network of sources,
mostly ten plus major western National Societies hgldireir own registers of nationals who can be deployed
into IFRC, ICRC or national society programmes. UN@vimles many of the personnel needed within the UN
system, though UNHCR and WHO have their own recruitragstems in addition. Some of the larger
implementing agencies consider that they have made stidesruiting systems.

One of the themes of the feedback seems to beetleat,through the somewhat chaotic rush at the outset of
emergencies, several agencies feel satisfied thahtheymanaged to field large numbers of personnel in
reasonable time. There is a sense of achievenspdcially given that the Kosovo crisis required a respahse
a speed and scale which caught all agencies off guard.

Nevertheless, emergency recruitment can still be anlditmiss process and posts can and do go unfilled.
Feedback provided to IHE concerning recruitment for Kostreavs how many of their clients had unfilled
positions, or posts that could only be filled by trangfgrtheir personnel from elsewhere. This ties in with the
feedback on the negative impact of Kosovo on pre-exigtingrammes (Q30).

The specialist recruitment agencies have grown up aparrse to the need to provide a better qualified and
“ready to go” contingent of personnel at least partipilgpared for the demanding roles that emergency work
often requires. Judging by the feedback in this survey,itheg been at least partially successful both at
meeting demand and providing adequately trained personnel.

All the same, even the better-resourced agencies tmmgke to find the right personnel at times of high
demand. Concerns were expressed in the survey abointgtisk recruitment process. A recent IHE survey
showed that some agencies do not have a short-lfgtoogss for emergency recruitments but recruit “ag the
go along” i.e. as soon as they find a suitable C\&faneone who is available. Agencies are aware that
programme quality may be at risk of compromise becauseraiitment and retention problems.

Not that recruitment issues only arise with new prograsinThe upside of the new is that each new crisis also
brings new money. It can be the on-going chronic progresnsuch as the Great Lakes where money becomes
hard to find and replacement personnel still harder tadoca

The specialist recruitment agencies APSO and IHE taosled the issue of staff release to increase thegbool
available personnel. Much of IHE’s effort goes intoiggthealth professionals released from their posts
temporarily, in a way that fits with the career staunes of the National Health Service. IHE feel that e

their client agencies understand the constraints on tteadth personnel.

APSO has the status of an official agency in Ireland asdle blessing of the Ministry of Foreign Affairs in its

effort to get other parts of the Irish Governmenteiease personnel. At moment, this blessing seems to have
limited benefit.

Questions
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In an industry this size, is this level of recruitmentparedness and risk taking over the quality of personnigy rea
acceptable? Can any of the Sphere, People in AidenAdtion standards be met in the current situatiore?tidere
mechanisms that can increase the size of the labouapdakeduce the level of scrambling for personnel to sgaff
each new crisis?

Parallel Initiatives to the Emergency Personnel Seminars

Developments in HR practice and the discussion in the Emeydersonnel Seminars are taking place against
a backdrop of other interagency initiatives and codgsaiftice. Some of these are considered below.

The Sphere Project

In July 1997, the Sphere Project was launched by a growprddriitarian agencies. This project sought to
develop a set of universal minimum standards in core &redsr supply & sanitation, nutrition, food aid,
shelter & site planning and health services) of humaaitassistance. The standards were completed and
published last year.

Earlier this year 20 NGOs from around the world (notBustope or North America) decided to participate in
Sphere piloting - they have made a commitment to attéorsystematically incorporate the Standards into their
agency policy and practice. Several of these agendlidse represented at EPS3.

The commitment does not seem to be to changing peaattithis stage but to “thinking through how to
implement the Humanitarian Charter and Minimum Standargsliay and practice”, with a view to developing
organisation-wide commitment to Sphere and looking atgbsto policies, training, and systems and
procedures.

The emphasis of Sphere is not on human resources bug stattdards of delivery of services to beneficiaries.
The People in Aid Code (see below) was incorporated letéirst draft of the Sphere standards but now is
referred to in the notes on each set of standards. Hoyeaeh chapter of the handbook includes one or more
Human Resource Capacity and Training standard (with a subsdiguehindicators to help measure whether
that standard has been met).

An example of such a standard is “Water supply and saniatogrammes are implemented by staff who have
appropriate qualifications and experience for the duties\ied, and who are adequately managed and
supported.”

Guidance given with the standard states “providing tgimind support as a part of emergency preparedness is
important to ensure that skilled personnel are availaldieliver quality services... humanitarian agencies
should ensure that qualified and competent staff are idahtifid properly prepared before eventual assignment
to an emergency situation... When deploying staff and vatusiteagencies should seek to ensure that there is a
balance in the number of women and men on emergency'teams

The Sphere project has a fairly high profile on badles of the Atlantic. Interviewees for this survey oade a
concern that the standards are not explicit enough abounh@saurce issues and that they may be
downplayed. The Sphere project manager has indicatedhénatare no plans to include new areas, including
HR, in the standards.

Question

Does Sphere need to be more explicit on HR, or will a coment to achieving the standards necessitate
improvements in HR practice anyway? Do pilot agencies sed thifitimpact on their HR policy and
practice?

The Sphere Project is base at the IFRC in GenesafuRher information, see http:/www.sphereproject.or

People in Aid

The People in Aid Code of best practice in the managemdrgupport of aid personnel was developed in the
mid 90’s, initially under the auspices of the Relief &wahabilitation Network at the Overseas Development
Institute, London. The code, which is designed for derirentions in general, not just emergencies, covers
seven principles of HR practice.

Page46



Emergency Personnel Seminar 3 (EPS3)

The people who work for us are integral to our effectgsrand success

Our human resource policies aim for best practice

Our human resource policies aim to be effective, efficifair and transparent
We consult our field staff when we develop human resquobiey

Plans and budgets reflect our responsibilities toward§ieldrstaff

We provide appropriate training and support

We take all reasonable steps to ensure staff secadtyall-being

* & 6 O o o o

In 1997, 11 agencies in the UK and Ireland made a commitméesting the People in Aid Code. The agencies
were free to decide what parts of their operations dvbalincluded. Most have chosen to focus on expatriate
and HQ personnel.

An interim report in August 1999 highlighted that progress had beade on the first three standards Corporate
Strategy, Policy, Fairness and Effectiveness but & da the remaining four - Consultation, Projectsining,
Safety and security.

Two agencies have dropped out of the pilot but the rentaimine have all been audited recently by an external
auditor using a social audit methodology. The auditep®rt is due in June 2000. The future will involve the
engagement of more agencies signing up for the Code, whptledna willingness to be externally audited,
something not built in to the Sphere Project standavidieh is less demanding, at least so far.

In this survey, five respondents who are not part oPdaple in Aid pilot agreed fully with the statement “Our
agency has adopted and implemented the People in Aid C&dadaice”. A further nine said that they Slightly
Agreed with the statement, presumably because they dapéed it partially, informally or have adopted the
principles in some way into their HR policy and preeti The Code is available on the People in Aid wieb si

For further information, see http://www.peopleinaid.org.

People in Aid are based at the British Red Cross in Lendtiey will be represented at EPS3 by Board
members who are also representatives of other agencie

Question
Have those UK/Irish organisations within the pilotloé People in Aid Code benefited from the last two years
experience with the Code and from the recent social audit?

InterAction PVO Standards

InterAction is a coalition of 170 plus US based agencieking in relief and development. It is a membership
organisation and membership involves a commitmentrtgptiance with the InterAction Standards for Private
Voluntary Organisations. As membership is valued by memtiens is an incentive for them to keep to the
standards.

The PVO Standards include a section on management practideuman resources, which involve
commitments to clear definition and communicatiorvaitten policies and procedures; clearly described and
communicated benefits; and clear definition of the migion's expectations of employees. Members are
required to have policies and procedures to promote geqdiéy,eluralism, diversity, and affirmative action.
Specifically, “members shall endeavor to recruit atdin staff that combine professional competence avith
commitment to service®

For more information segttp://www.interaction.org/

Question
Do InterAction members consider that additional codeguate are required to promote good practice in HR
concerning emergency personnel?

8 At the time of writing, it was not possible to confirm whether InterAction has published standards specific to emergency
response or emergency personnel.

Paged7



Emergency Personnel Seminar 3 (EPS3)

Conclusion

The author would like to thank those organisations ttukt tione to provide the base information for this brie
survey, analysis and discussion. The aim of the paperreflect back to EPS participants some of theds
raised by some of the participant organisations. hidpe is that this will further stimulate the debatERS3
and beyond.

Simon Lawry-White
For EPS Steering Group
April 2000
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Preparatory research
for
Emergency Personnel Seminar 3, April 27-29 2000

TERMS OF REFERENCE

Objective of the research

The purpose of the research isto provide, in a succinct fashion, the information needed to bring
participants up to speed with the issues being addressed in the EPS fora and allow them to participate
fully in EPS3.

The research will consist of:

1) Compiling a participant briefing paper, including an exeeusivmmary of the documentation arising from
and relating to the two previous conferences for tlaoseing at the third Emergency Personnel Seminar in
New York at the end of April 2000.

2) Preparing a research report on the emergency persespehse to the Kosovo crisis, 1999, covering
recruitment agencies and some operational agenciesgmatvelopments and changes (if any) and drawing out
lessons still to be learned regarding emergency peesonn

3) Presenting both of these papers at the Emergensgrided Seminar in New York on April 27-29, 2000.
Timeframe

15 days has been allocated for research.

A draft report on the information collected to be refmydissemination to agencies participating in the semina
in good time for the seminar. This is envisaged to béass than two weeks before the start of the serimar
April 27 2000.

Background

There have been two previous Emergency Personnel Serrtieddt in Dublin in 1997 and Brussels in 1998.

The idea behind EPS 1 was for agencies to come togetadairly informal way to collaborate on policy tvit

a focus on finding, selecting, preparing and retaining emeygeersonnel. The term emergency personnel
‘pool’ or ‘reservoir’ was used to describe the persomasburce which all the agencies draw from and which
emergency personnel move in and out of for a variety @orea It is necessary constantly to prepare people
entering the pool to replace those who have left sdhththtthe quality and quantity of the pool is maintained.

Demand for emergency personnel is stochastic, i.e.cagenan expect peaks in demand, but can not know
when, or how big, the peaks will be. This requires pia to ensure that agencies have the capacity ¢b me

demand when it arises. The three day EPS1 in Dublin gedexastatement for advocacy and also affirmed, for
those who recruit emergency personnel, that it is infiples® find the perfect candidate for the field.

The aim of EPS2 was to build on the work of EPS 1, to ingptbe ability of participating organisations, both
individually and as a community, to find, select,qane and retain personnel for emergency operations.

More specific objectives included: to monitor progresshef EPS1 working groups and to propose and plan
ways forward on issues of emergency personnel.

The time between EPS2 and EPS3 has been a period of awtjety for humanitarian aid agencies globally.
From December 1998, when Hurricane Mitch struck the Honducad;ebruary 2000 when there was
catastrophic flooding in Mozambique, there has beenategedemand for emergency personnel, through
immediate mass mobilisations such as those seeno&ww$ and East Timor or constant demand in response to
sequential crises in the Great Lakes and West Africa.

EPS 3 provides a timely opportunity to reflect on lesdearnt by the repeated demands on the pool of
emergency personnel, in terms of availability of suclsgarel and management and replenishment of the
shared ‘pool’ of relief workers. EPS 3 is being helthimm United States to bring in more US-based agencies.

Guidelines for data collection
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The research will focus on readily available data fkmy agencies, including:
* areasonable selection of key operational agencies
* agencies involved specifically with personnel, including ReaIRSO, IHE, DRC, NRC, Bioforce.

Suggested information to be collected:
» Basic data on each agency: e.g. total number obipees deployed in 98/99/00 (so far) and per
emergency/year
* The manner in which human resources issues are d#alhv@valuations of the agency's responses
to the recent major crises
* Problems associated with recruitment of personnel tspos
* How such data influences operational and policy decisions
» Examples of changes made as a result of such evaluations;
* How such data influences future planning
e Summary views on:
a) what worked well;
b) what needs to be improved &
¢) other comments
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SURVEY RESULTS
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QUICK SURVEY RESULTS
Average from scoring Agree(A)=1, Slightly Agree(SD)&lghtly Disagree(SD)=3, Disagree(D)=4

1. In our agency's experience, the competence of @ataff is the most important element in deliveringeffective humanitarian
relief:

A SA SD D Average

2. In our agency's experience, securing good staffttge single most challenging step in mounting an effteee relief operation:

A SA SD D Average

3. Our emergency personnel are satisfactorily trainedne-mission

A SA SD D Average

4. Our emergency personnel are satisfactorily briefedre-mission

A SA SD D Average

5. Our emergency personnel are satisfactorily briefeduring their mission
A SA SD D Average
9 16 3 0 1.8

6. Our emergency personnel are satisfactorily de-briefl after their mission

A SA SD D Average

7. Adequate stress/trauma counselling is available thdse of our emergency personnel who need it

A SA SD D Average

8. Emergency personnel coming to work with us frompecialist emergency personnel recruitment agencies.¢e RedR) have
the foundation skills we need.
A SA SD D Average

10 10 3 1

=
o]

9. Our emergency personnel are well managed on the g

A SA SD D Average

10. Our agency only deploys personnel with prior exp@nce of emergency response
A SA SD D Average
10 8 5 7 23

11. Our agency has retained effective emergency personibetween assignments and redeployed them successftdiynew
operations

A SA SD D Average
10 7 1 ]

12. The gender balance amongst emergency personnel is ad#q to allow male and female beneficiaries (refugedédPs etc) to
be equally well served by our agency

SA SD D Average
11 10 g 3]
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13. Our responses to recent humanitarian crises have breevaluated for lessons on our HR practice with regartb emergency
personnel.
A SA SD D Average

12 12 4 2 1.9

14. Lessons learnt from recent crises have significaptaffected our HR practice with regard to emergency pesonnel

A SA SD D Average

15. Our HR practice reflects the views of current andeturned expatriate emergency personnel

A SA SD D Average

16. Our HR practices reflect the views of local/in€gion emergency personnel

A SA SD D Average

17. Our agency uses a competency framework as the basisthe recruitment of emergency personnel

A SA SD D Average

18. Our agency interviews all new emergency personnetfiore appointment
A SA SD D Average
26 2 0 0 11

19. Our agency asks for and takes up references befonegaging new emergency personnel

A SA SD D Average

20. Our agency finds itself in competition with otheragencies for the recruitment of personnel from theame pool

A SA SD D Average

21. Our agency has adequate insurance policies for emerggrpersonnel
A SA SD D Average
25 3 1 0 1.2

:

22. In the least 2 years, our agency has made significattvances in the recruitment, training and deployment fostaff from
within the region of operation.

A SA SD D Average

23. Our agency has an adequate personnel security poliagd procedures in place
A SA SD D Average
12 15 0 0 1.6

24. Our agency has an adequate policy on local staff evaciaat

A SA SD D Average
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25. The skills and expernce of HR professionals in our agency have made a pogtimpact on our agency's policy and practic
on emergency personnel
SA SD D Average

18 9 2 1 1.5

26. Our salaries and benefits are sufficient to attracand retain suitably qualified emergency personnel

A SA SD D Average

27. Our salaries and benefits are competitive with ber similar non-government agencies working in emergegaelief

A SA SD D Average

28. Our agency has already adopted and implemented the Ré®in Aid Code of Practice

A SA SD D Average

Kosovo Specific

29. The Kosovo crisis was the biggest emergency personmeruitment challenge for our agency in the past 2gars

A SA SD D Average

30. Our response to Kosovo weakened our operations ither on-going emergencies
A SA SD D Average
10 8 5 4 21

31. Our response to Kosovo has limited our ability toespond to new major crises (Hurricane Mitch, Timor et.)

A SA SD D Average

32. The experience of the major deployment of persoehin response to the Kosovo crisis has resulted irsggnificant
improvement in our emergency personnel recruitment ad management systems
A SA SD D Average

7 8 3 5 2.2




