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Introduction 
 
The Interagency Working Group (IWG) on Emergency Capacity is a consortium of seven 
NGOs undertaking a collaborative capacity-building effort.  The IWG principals 
commissioned a Report on Emergency Capacity, which was published in July 2004.1  
The Report’s findings led to the creation of the Emergency Capacity Building (ECB) 
Project2, composed of four initiatives to improve the effectiveness of member agency 
work in the field.  The fourth initiative (the ECB ITR Initiative) deals with Information and 
Technology Requirements (ITR) in emergency response.   
 
The ECB ITR Initiative’s first activity was an Assessment, covering not just information 
and communications technology but the ways in which information and technology are 
used.  Lasting from 1 September 2005 – 31 March 2006, the Assessment visited IWG 
members’ headquarters, the Pakistan earthquake and Darfur.  This document contains 
the Findings of the Assessment, and the Recommendations drawn from those Findings.  
It is intended to stand a separate document for reference, but readers are urged to refer 
to the three Assessment reports – Global, Pakistan and Sudan – in order to fully 
understand the context of the Findings and Recommendations3. 

 
1 ‘Report on Emergency Capacity: Analysis for the Interagency Working Group on Emergency Capacity,’ by 
Spee Braun, July 2004. 
2 The Emergency Capacity Building (ECB) Project is a collaborative effort of the seven agencies of the Inter-
agency Working Group on Emergency Capacity: CARE International, Catholic Relief Services, the 
International Rescue Committee, Mercy Corps, Oxfam GB, Save the Children US, and World Vision 
International. Over a two-year period from March 2005, these agencies and their partners are jointly 
addressing issues of staff capacity, accountability and impact measurement, risk reduction and the use of 
information and communication technologies (ICTs) in emergencies, with the objective of improving the 
speed, quality and effectiveness of emergency response. For further information, please visit 
www.ecbproject.org. 
3 Please address all comments on this report to: paul [at] currion [dot] net 
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Key Findings 
 
NATIONAL CAPACITY 
• National capacity in the broadest sense is the single biggest issue in emergency 

response. In NGOs, country office and national staff capacity affects everything: 
implementation, monitoring & evaluation, training, security management, and so on. 

• While there will always be a need for external support in the event of an 
overwhelming catastrophe or political emergency, agencies’ priority should be to build 
the capacity of their country offices to respond on their own terms. 

 
INSTITUTIONAL SUPPORT 
• Senior management need to be more involved in ICT and information-related issues, 

both at headquarters and in country offices.  Current levels of disengagement reflect 
the low value attached to information – it is seen as a cost, rather than an investment. 

• We need to break down barriers between technical and programme staff, particularly 
in the field.  ‘Interaction’ does not mean working in the same office, but actively 
exploring new ways of working together to improve emergency response. 

 
STRATEGIC MANAGEMENT 
• A more coherent approach to ICT and information management is essential.  ICT 

management is fragmented within agencies between IT, radio communications and 
telephony; information flows are hindered by lack of clarity of roles and requirements. 

• Information flow between headquarters, country office and field offices must be 
defined and synchronized.  Bottlenecks between offices are more problematic than 
weaknesses within offices, and a current lack of clarity obstructs the work of all staff. 

• The result of the problems identified by the assessment is that agencies are unable to 
learn from experience and build institutional memory to inform future programming.  
Agencies must address this, particularly in face of high rates of staff turnover 

 
INFORMATION REQUIREMENTS 
• Agencies invest in security information, but need to pay more attention to information 

sharing between agencies and analysis of security information in the field. 
• Data collection – whether during assessment or monitoring – must be improved to 

provide a firm basis for decision-making. 
• Current processes of situation reporting must be reformed; agencies should move 

towards building situational awareness that benefits all staff at every level. 
 
EXTERNAL PARTNERSHIPS 
• External partnerships are essential: we do not possess the capacity to address every 

aspect of ICT.  Private sector actors are vital, but we must continue to exercise 
diligence to ensure that the relationship is demand-driven and not supply-led. 

• Agencies are individually or collectively engaged with a range of initiatives at 
headquarters; in the field agencies should engage more with UN clusters to support 
co-ordination and with common services (such as the HIC) to benefit from their work. 

• Institutional donors must be engaged in reform processes to ensure understanding on 
both sides as to why resources are being channeled in particular directions. 
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Recommendations 
The recommendations in this document: 
 
• Are based on the findings of the Global, Pakistan earthquake and Darfur 

assessments; for background to the recommendations, please refer to the relevant 
documents, available at www.ecbproject.org. 

• Are intended for IWG member agencies, with some relevance to wider bodies of 
which IWG agencies are members, such as NetHope or InterAction. 

• Are presented on a collective basis, rather than targeted at individual agencies; while 
some can be addressed internally, most recommendations are best approached 
jointly. 

The Report on Emergency Capacity 
1. From the Report on Emergency Capacity 
The original Report on Emergency Capacity contained a number of recommendations, 
under the heading “Result 4: Improved information and communications technology in 
support of humanitarian action and learning.”  In the interests of continuity, I begin by 
reviewing those recommendations, then expand upon them based on the findings of the 
ECB ITR Initiative Assessment (the Assessment) at headquarters and in the field. 
 
IR 4.1 Increased effectiveness through establishment of minimum ICT standards 
 
Sample activities: 
 
• Build on the initial progress in moving toward ICT standardization by establishing 

minimum ICT standards. 
 
Standardization should be a priority, and should be divided into the following categories: 
 
Hardware.  The priority for standardization should be security (radio) communications, 
which has an immediate impact on field operations. 
 
1.1 In the context of NetHope, IWG members should form a working group (open 

to other NetHope members) to develop Minimum Operating Standards for 
Telecommunications, with a clear focus on security, drawing on work already 
done by InterAction, CARE, etc. 

 
Software.  This area is much more difficult to address, and it is questionable whether 
development of standards would add much value to the work of IWG members.  Instead 
it would be better to focus on the third aspect of standardization: 
 
Data.  While they cannot address this issue solely through their limited group, 
 
1.2 IWG members should support, participate in or initiate efforts to develop data 

standards to be able to share mission-critical information more easily.  IWG 
members could begin with a pilot project to develop standards for classifying and 
sharing security information, as this is already under discussion in a number of fora. 
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1.3 IWG members should develop more coherent assessment and monitoring 

formats and processes.  There is clear advantage to be had by working with ECB2 
in this area, considering that they have already established protocols for joint 
evaluation.  

 
IR 4.2 Increased efficiency through shared resources (ICT training, technical 
support, joint procurement, etc.) 
 
Sample activities: 
 
• Collaborate to find ways to train field users on the ground 
• Plan for collaborative technical support in the next rapid-onset emergencies to which 

several IWG members respond 
• Conduct an evaluation of the NetHope initiative, including a look at coordination 

between IT personnel and humanitarian practitioners, and apply the lessons learned 
to future joint fundraising and procurement of equipment. 

 
The question of shared resources remains sensitive for agencies: while most 
interviewees during the Assessment agreed that it could yield benefits for their agency, 
some did not believe that sharing resources could be pursued much more than it already 
had been.  The Assessment suggests particular areas where joint approaches work to 
the advantage of all, particularly collaborative training and technical support in the field. 
 
1.4 Address the problem of high staff turnover, national and international.  This 

critical issue, while outside the mandate of the ECB ITR Initiative, affects all other 
capacity development and lowers the value of any investment in training. 

 
1.5 Establish a common service for ICT set-up, maintenance and troubleshooting, 

exploring the possibility of joint hires, time-share positions, or team 
approaches.  Since most organisations cannot afford and perhaps do not need a full 
time ICT specialist on each emergency response team, some kind of shared 
approach is the obvious solution.  Shared specialists could contribute support 
agencies in general communications, networking and helpdesk functions (although 
probably not with corporate applications that are unique to individual agencies).  A 
facilitator could be recruited or seconded through an IWG or NetHope member, to 
deal with issues such as customs, training and installation on a full time basis in 
emergency response.  

 
1.6 Create a shared knowledge base on the use of emergency 

telecommunications, built upon the ICT needs assessments described below 
and the experience of existing country offices.  This knowledge base – covering 
topics such as capacity and support requirements of different technologies, the 
legislative and technical environments of different countries, the characteristics of 
various vendors, and so on – should be web-based and open for agency staff to 
contribute and update on an ongoing basis.  If successful, the knowledge base could 
be extended into a shared workspace that would provide another level of support 
and co-ordination for emergency ICT staff. 
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1.7 Identify and register individuals with specific ICT expertise, possibly as part of 
this knowledge base.  Discuss the possible mechanisms (including funding) for 
developing this register into a shared helpdesk function that can provide remote 
technical support to all IWG agency staff in an emergency.  Remote support should 
also involve private sector actors who may be able to provide resources in-kind. 

 
1.8 Develop a flexible and coherent approach to joint ICT training, particularly for 

national staff.  This approach should consider several factors, beginning with 
specific requirements but also considering scale and urgency of emergency, size of 
agency operations and local capacity.  However, agencies should agree on a 
basic curriculum for capacity development that meets staff requirements, in 
particular for the two groups identified by the Assessment as most in need: 

 
• ICT staff, specifically in the area of telecommunications management and 

maintenance. 
• National programme staff, in a range of areas including basic computer skills, 

report writing, and survey design and analysis. 
 
1.9 Provide training through trainers already working within the IWG (or wider 

NetHope) membership and supported by the private sector actors already involved in 
humanitarian response.  A  range of ways to address the problem of training 
provision exists, including: creating mobile training teams drawn from existing 
agency ICT staff, establishing local training centres that can provide on-site 
support, working with local vendors to build their capacity to deliver training, 
creating regional training centres to provide continuity, and so on. 

 
1.10 Create a Research & Development capability within the NGO community to 

develop solutions to common problems.  This concept has significant potential, 
since it can offer a non-partisan approach, focus on solutions without being 
distracted by other agency responsibilities, seek independent funding on behalf of 
agencies from non-traditional sources, and examine ways to replicate examples of 
good practice between organisations. 

 
In contrast to the recommendation made in the Report, the Assessment found that 
NetHope is engaged in a continual process of reflection, and an evaluation would 
probably not have a significant impact on its work at this point.  However the 
Assessment clearly identified “co-ordination between IT personnel and humanitarian 
practitioners” as important,  leading to the following recommendations: 
 
1.11 Establish a Field Reference Group, an inter-agency group consisting of a 

mix of technical staff with field experience and field staff with technical 
experience, preferably drawn from headquarters and field locations.  The 
group’s primary role would be to discuss issues regarding ICT deployment in the 
field, but this could be extended to testing new technologies in field locations.  (The 
group could also form the core of the joint ICT assessment / support team described 
below.) 
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1.12 Promote travel to field and deep field locations by technical staff, both from 
country offices and headquarters.  It is vital that technical staff understand the 
specifics of the programming environment, and will increase understanding between 
technical and programme staff.  Travel should be included in technical staff’s job 
descriptions, obviously adjusted to the specific situation. 

 
1.13 Promote cross-fertilisation of staff skills through exchange and loan 

programmes, particularly returning international staff to their home countries 
in a professional capacity where possible.  This will encourage more local and 
regional networking, and will transfer skills and experience between country offices. 

 
IR 4.3 Increased shared learning 
 
Sample activities: 
 
• Increase usage of technology in support of learning, complementing other efforts to 

use a package of approaches for training to build competencies 
• Expand World Vision’s technology-driven H LEARN (Humanitarian Learning, 

Evaluation, Analysis and Research Network) project to benefit individual members of 
the IWG and the working group as a whole 

• Establish an annual meeting and exposition of a Humanitarian Forum to bring 
together practitioners as well as academicians, researchers, and donors, and use 
technology to reach large numbers of field practitioners 

 
Increasing shared learning is a significantly more complex undertaking than the two 
previous recommendations, since it deals with deeper issues of organisational culture 
and staff profiles.  The Assessment found that shared learning was needed, but not 
necessarily in the ways that the Report envisioned.  Increasing the use of technology 
in support of learning will increase the value of that learning only if: 
 

• it meets clearly articulated staff requirements; 
• it fits with existing staff learning patterns; 
• it complements existing learning initiatives. 

 
World Vision’s H LEARN initiative is impressive, and should be reviewed by other IWG 
members.  However, given the differences between World Vision’s and other IWG 
agencies’ organizational culture and business processes, H LEARN may not be the most 
appropriate approach for all.  CRS’ work in developing multi-media distance learning 
should also be reviewed by the ECB ITR Initiative, and naturally ongoing initiatives such 
as LINGOS should be incorporated into these discussions.  However Assessment 
findings suggest that the learning style of staff in emergencies may not match the 
assumptions of these initiatives; in order to answer these questions, we recommend 
that: 
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1.14 Further research should be initiated about how emergency response staff 
learn most effectively, particularly in the field. 

 
The idea of a Humanitarian Forum is appealing, but the concept would need significant 
review and investment to ensure it would be practical and useful.  Given the range of 
other findings from the ECB ITR Initiative assessments, such an undertaking should 
probably be reconsidered at a later stage of the project, particularly taking into account 
ECB findings on staffing issues. 
 
1.15 Maintain the ECB ITR Initiative’s explicit commitment to work with and 

through existing initiatives, and expand this commitment through strategic 
partnerships. 

 
Specifically, the ECB ITR Initiative has built good links with the management of 
NetHope, contributing to their review of the Network Response Kit and offering advice 
based on the Assessment findings.  We plan to continue this relationship, and are 
discussing how NetHope might offer a sustainable platform for pilot projects coming out 
of the ECB ITR Initiative.  ALNAP is a contact for ECB2, and the ECB ITR Initiative will 
not duplicate the contact unless it is agreed with ECB2.  The Online Incident Reporting 
Project Consortium referred to in the Report is one of a number of security information 
related projects.  Others are the Security Information Reporting System and the 
proposed security co-ordination body for Darfur; all should be considered for support by 
the ECB ITR Initiative if a pilot project relating to security information is agreed.  The 
NGO Training Managers’ Consortium falls outside of the ECB ITR Initiative, and should 
be approached through the ECB Staff Capacity Initiative4, if at all. 

The Assessment Findings 

Information and Communications Technology 

2 “Comms First” 
 
2.1 Review management of ICT within agencies, particularly at field level, and 

revise organisational structures to address fragmented management, where 
radio is managed by one unit, IT by another, and phone communications by a third. 

 
a. At headquarters, this will require different functional units to meet regularly to 

establish a common framework for emergency response.  Senior management 
must be involved in this process to ensure acceptance throughout the 
organisation. 

 
b. At regional and national levels, agencies should establish a single focal point for 

telecommunications with overall responsibility for a coherent approach, with 
particular attention to security management. 

 
 
 
 
                                                 
4 For further details on the ECB Staff Capacity Initiative, see www.ecbproject.org.  
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2.2 Develop an investment plan for “comms first,” the core of which should be a 

shared ICT preparedness fund to ensure that resources are available for ICT 
deployment before project funding is allocated.  IWG agencies could develop this 
investment plan in partnership with the private sector, combine financial and in-kind 
resources, and allocate funds on a request basis depending on agency capacity.  
While the initial focus would probably be on hardware – standing agreements with 
vendors and/or creation of call-down warehouse supplies may form part of this – the 
fund should also cover technical support on the joint basis outlined above, to ensure 
consistent ICT support.  

 
2.3 Incorporate ICT assessment into emergency needs assessments as standard – 

focusing in particular on emergency telecommunications.  This is essential if 
agencies are to implement a “comms first” approach to emergency response and 
establish good lines of communication with their field staff at the earliest opportunity. 

 
2.4 Deploy staff with the necessary expertise in the first wave responding to an 

emergency, in order to make ICT assessments the norm and ensure a “comms 
first” approach.  This will require all agencies to make ICT staff available for rapid 
deployment, or to train emergency staff in basic ICT skills. 

 
2.5 Carry out ICT assessments on a joint basis, or at the very least agree on a 

common format for ICT assessment to facilitate such assessments.  As a guide, 
such an assessment should include: 

 
- Physical Environment, including planned locations, terrain and climate, transport 

conditions, etc; 
- Communications Infrastructure, including existing coverage (landline and cell), 

internet service providers, market conditions and vendors, etc; 
- Regulatory Framework, including procurement constraints, customs regime, 

frequency allocation, licensing requirements, etc. 
 
2.6 Make the results of any individual agency’s assessment available to all 

agencies, on the ground and at headquarters.  Background information about ICT 
is agency-neutral and withholding it confers no advantage to any individual agency in 
terms of programming or fundraising.  The results of a joint ICT assessment should 
be used to ensure a more co-ordinated approach to setting up and maintaining 
emergency ICT, focusing in particular on more effective allocation of resources for 
better coverage in affected areas. 

 

3 Field Co-ordination 
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3.1 Develop guidelines for field staff to establish ICT co-ordination in future 
emergency responses.  Most ICT staff are not used to co-ordinating their work, and 
may not know the basics of arranging meetings, setting agendas, taking minutes, 
and so on; guidance on these basics would be valuable.  It is also worth setting out 
the basic issues around emergency telecommunications to ensure a consistent 
approach by these meetings; these guidelines should be developed with NetHope, 
but should be applicable even where NetHope is not involved, and should include all 
agencies. 

 
3.2 Ensure consistent NGO representation at UN cluster meetings for security and 

data communications as the basis for productive working relations beyond 
personal contacts.  The group meetings described above should form the basis for 
co-ordination with the UN, offering a consistent point of contact and a coherent NGO 
approach to emergency communications.  This will ensure that advocacy with both 
the UN and national government addresses relevant, common issues. 

 
3.3 Establish formal links at headquarters with the UN’s Security and Data 

Communications Clusters.  The focus of these links should be to more clearly 
establish the roles and responsibilities of WFP and UNICEF (as well as the overall 
role of OCHA), define how the NGO community can benefit and support these roles, 
and actively explore possibilities for collaboration (for example, cost-sharing for 
wireless networks in remote locations).  WFP in particular should be made aware of 
NGO capacity development in radio and other security-related communications. 

 
3.4 Promote awareness amongst member agencies of the Tampere Convention as 

an advocacy tool for ensuring rapid deployment of telecommunications 
equipment.  Staff in the field are generally unaware of the Tampere Convention.  
Agencies should ensure wide circulation of the Convention within relevant 
departments, and use it as part of their lobbying during emergency response. 

4 Deployment Requirements 
 
4.1 Develop a common methodology and tools for gathering ICT requirements 

from field users, both for hardware and software, to be able to compare 
requirements within and between organisations.  This methodology should focus on 
information requirements for specific tasks, including issues of capacity and access 
to resources, and derive technical and support requirements from there.  During this 
process, we must bear in mind that there may be critical differences in the 
information and communication needs of staff working in an emergency programme 
versus those working in a development programme. 

 
4.2 Develop clear and common criteria for assessing: 
 

a. The operational environments in which different technology options should 
be deployed, i.e. what factors should an ICT assessment identify to trigger 
deployment of a particular communications tool? 
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b. The utility of specific hardware or software for staff in the field, i.e. what 
factors enable us to decide whether to adopt a new technology, such as: ease of 
setup, ease of use, effectiveness for communications, cost per communication, 
reliability, security implications, and support availability. 

 
c. The impact of new technology on programme activities, i.e. how useful has 

the technology actually been for staff.  At present there is little to no 
measurement of improvements in staff effectiveness or efficiency due to new 
technology, and emergency response personnel do not possess the knowledge 
and experience to develop these metrics.  Indicators will need to be worked out 
from headquarters. 

 
4.3 Monitor the use of ICT staff time to ensure it is effectively allocated to mission-

critical tasks.  Most ICT staff in the field are clear about what their duties are, but 
many complain of spending much of their time on basic IT maintenance.  Monitoring 
the time allocation of IT staff may help to define training needs of programme staff 
and subsequently relieve IT staff of minor tasks. 

 
4.4 Ensure that ICT is included in all lessons learned, after action reviews, real 

time evaluations, etc.  ICT staff did not mention any learning processes being 
applied to their work, even where such processes were applied to programme 
activities. 

Information Management 

5 Data Collection 
 
5.1 Define the data requirements for operational and programme decision-making, 

both within and between agencies.  These definitions should draw on existing 
M&E tools used by member agencies, and seek to establish a baseline data profile 
that agencies can also use to develop country- and programme-specific M&E. 

 
5.2 Agree on a common baseline data set as the basis for all agency needs 

assessments.  Baseline data includes fields such as settlement locations, 
population numbers, damage to infrastructure, presence of basic services, etc.  A 
common data set would not preclude members from including their own agency-
specific questions, but would ensure that all assessments fit into a common 
framework. 

 
5.3 Invest in spatial data as a core part of data collection.  At minimum all 

emergency staff should have GPS capability (either Thuraya or a dedicated GPS 
unit) upon deployment, and the training to use it properly.  Spatial data is 
increasingly vital, and relief agencies (and local governments) would benefit from 
improved geographic information. 

 
5.4 Develop geographic information systems, either within the IWG membership or 

with outside agencies, to ensure that the NGO community has access to the map 
products it requires for its own work and to support government and UN efforts.  
Google or Yahoo! may be interested in providing their existing applications for 
humanitarian agencies at low cost or with added customisation and support. 
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6 Assessment Co-ordination 
 
6.1 Establish protocols for co-ordinating needs assessments between agencies, 

particularly by agreeing geographic coverage.  This will ensure more complete 
coverage and minimise the persistent duplication of assessments that is currently the 
norm. 

 
6.2 Establish a common survey mechanism that can stage joint assessments, 

possibly built on a standing capacity drawn from agencies.  This could start from joint 
assessments by a small number of agencies, as the success of joint evaluations with 
ECB2 demonstrates that there is both willingness and capability for agencies to work 
together more closely in this way. 

 
6.3 Develop protocols for sharing information between IWG member agencies at 

the field and headquarters levels, with  particular focus on developing, presenting 
and planning from agreed numbers for beneficiaries, requirements, etc. 

 
6.4 If such joint efforts can be agreed, approach the Inter-Agency Standing 

Committee to discuss developing a common assessment format and process 
to meet the needs of both UN and NGO actors.  A number of NGOs, particularly 
within the IWG, have already demonstrated their willingness in locations such as 
Kosovo and Iraq to participate in a rapid assessment of this type. 

 
6.5 Build a “Who’s doing What Where” mechanism as a basis for co-ordination 

with the UN, national governments and/or other NGO co-ordination bodies.  
The UN has repeatedly tried to implement the W3 in a number of locations, but the 
lack of organised participation by the NGO community has been the main reason for 
its failure. 

7 Information Flows 
 
7.1 Carry out a comprehensive inter-agency exercise to define the specific 

information requirements for emergency response: the type of information, 
how and where it is collected, and what it is used for.  This exercise must take 
into account the different requirements of headquarters and country offices, and the 
differences between national and international staff in terms of access to information, 
information requirements, and understanding of that information.  This exercise 
should link closely to the development of data standards described above. 

 
7.2 Assign focal points, allocate responsibilities and lines of communication for 

information flows as early as possible in the emergency response.  Agency 
preparedness measures should include developing model flowcharts for application 
in emergency response; field staff should be consulted to ensure that information 
flow is not headquarters-driven, and any such charts should be viewed as dynamic 
not static.  (Flowcharts would be useful primarily within agencies, but a similar 
exercise could be carried out between IWG members to improve information 
sharing.) 
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7.3 Create a specific position to act as focal point for key information flows as 
standard during an emergency response – possibly at headquarters, but 
preferably in the field.  Such a position (labelled variously as a Reports, Information 
or Communications Officer) would be responsible for integrating information flows, 
and working with staff to improve the flow of information. 

 
7.4 Develop a common format for situation reporting, enabling agencies to more 

easily share information with each other.  The format should balance geographic 
and sectoral requirements, and also quantitative (figures) and qualitative (narrative) 
components.  Common formats make reports coherent across organisations, and 
facilitate the development of joint reports for co-ordination (since activities can be 
compared more easily) and advocacy (since common issues can be more easily 
identified).  It would also shorten the learning curve for staff moving between 
locations, offices or organisations. 

 
7.5 Develop alternatives to ‘traditional’ models of situation reporting, exploring the 

use of web-based, non-hierarchical formats (such as blogs and wikis).  The 
current focus on extracting information from staff must give way to new ways of 
sharing information, ensuring that information-gathering processes add value for staff 
at every level of the organisation: the twin aims are better situational awareness and 
better institutional memory. 

 
7.6 Agencies should explore collective approaches to security management, 

particularly to provide analysis of security information.  Analysis is currently the 
critical deficit, but gathering and dissemination must also be reviewed and where 
possible improved. 

8 Monitoring 
 
8.1 Approach monitoring processes as “management information systems” in 

order to create the direct link between information gathering and decision 
making.  At present the links between monitoring and management are extremely 
weak; as a result, investment in monitoring is limited.  Monitoring must be 
institutionalised more strongly in agencies and positions; the recommendations given 
below identify ways in which this might be achieved. 

 
8.2 Emphasise monitoring responsibilities in job descriptions more clearly, and 

prioritise recruitment of staff with specific monitoring skills and responsibility.  
Agencies should also recruit or train more staff with specific experience in critical 
areas such as survey design and statistical analysis.  At present these skills are 
often lacking in agencies, making it less likely that these practices will be 
successfully applied in the response. 

 
8.3 Place monitoring more centrally in the organisational structure, preferably as a 

separate advisory unit reporting directly to the Director of Programmes or the 
Country Director.  This will enable monitoring being linked more clearly to project 
management in measuring progress, success and impact, and implement it across 
projects, not just within a given project.  Agencies must ensure that staff with 
management responsibilities recognise that accurate, reliable and timely data is 
essential for decision-making, and invest in it correspondingly. 
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8.4 Present monitoring to donors as a core cost, not a project cost.  Monitoring 

should be incorporated into all induction and orientation processes, and as a core 
part of any capacity development activities, particularly for national staff. 

 
8.5 Agree on a set of minimum data within sectors such as shelter, water and 

food, accompanied by basic monitoring tools – an “Indicator Bank” on which 
staff with limited experience can base their own monitoring activities.  This 
resource should be easily accessible to staff, taking into account existing standards 
(such as Sphere). 

9 Business Continuity 
 
9.1 Prepare more thoroughly for continuity in the face of the loss of offices or 

staff, putting into place more systematic back-up measures that staff are 
willing and able to comply with.  In the Pakistan and Darfur assessments, back-up 
procedures were present but it was questionable whether they offered as much 
protection as required.  In particular the use of shared folders is not enforced or even 
strongly encouraged, nor are file structures always coherent between or within 
country offices.  

 
9.2 Include specific reference to information and knowledge management 

responsibilities in staff job descriptions.  It should be clear to all staff that this is a 
critical aspect of their work, and that they will be evaluated on their performance in 
this arena just like any other. 

 
9.3 Ensure the security of documents critical for project activities, preferably 

decided upon by team members themselves and held collectively.  Backing up 
individual computers or entire servers is the traditional approach to business 
continuity, but this may not be appropriate in agencies where computers travel with 
individuals and staff turnover is high.  Storage in itself is not the critical requirement – 
ease of retrieval should be the focus. 

 
9.4 Develop mechanisms for capturing critical documentation that do not rely on 

storing “more” information but “better” information.  Such mechanisms may 
work along the lines of the “Black Box” concept raised by some field managers, with 
clearly defined criteria for what critical documents are needed by managers, stored in 
an easily accessible and portable form in case of emergencies.  Most agencies 
create shared directories and folders as early as possible, but this does not ensure 
that relevant and useful documentation is kept for all project activities; rather, the 
typical approach is to save as much documentation as possible.   

Support Requirements 

10 Staffing 
 
10.1 Develop better pre-deployment briefings, to ensure that potential staff are 

fully aware of what to expect.  One interviewee suggested that this briefing should 
take place before the candidate has accepted the position. 
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10.2 Develop better induction procedures, ensuring that staff are fully aware of 
their position within an international, regional and national structure.  While this 
will entail a longer process, it is important for (particularly national) staff to 
understand how external decisions affect them. 

 
10.3 Develop better orientation processes, helping staff to find their way both 

literally and metaphorically, within the organisation.  For example, introducing 
new staff to every single person in the office should not be confused with orientation; 
introductions should be targeted, based around the opportunity to ask questions. 

 
10.4 Reinforce existing guidelines on ICT and information use where they exist, 

rather than develop new guidelines.  We do not necessarily need new guidelines; 
often the need is for the systematic and consistence application of existing 
guidelines, such as proper use of email within an agency. 

 
10.5 Develop better continuity measures to ensure that project work continues 

even in the absence of a staff member, whether due to illness, leave or problems 
with travel permits.  Agencies are extremely poor at ensuring that work is managed 
beyond the individual and that teams are able to fill in gaps. 

 
10.6 Develop better handover procedures to ensure more continuity between 

staff in a specific position.  If gaps between staff in specific positions are the norm, 
procedures should take this into account; for instance, handovers should involve 
entire units, not just the individual being replaced. 

 
10.7 Invest in localisation of materials by translating key documents into local 

languages (and ensure that those translations are shared with other country 
offices that use the same languages).  The cost of translation is high, so agencies 
should pool resources if there are common documents requiring translation (such as 
the Red Cross Code of Conduct, etc). 

 
10.8 Involve existing staff more actively in the induction process for new staff; 

for example, have national staff brief international staff about local culture, or carry 
out mixed inductions of national and international staff.  It may also be possible for 
national staff to perform basic translation tasks.  

 
10.9 Engage other agencies in the above processes to share resources more 

effectively, for example, include key partner agencies in the induction, or carryout 
joint orientation for new international staff (since many briefings duplicate 
background on political, cultural and security issues). 
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