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Introduction 

Humanitarian crises continue to grow in complexity and scale. Statistics from the Aidworker Security 

Database reveal an increasing trend in security incidents affecting aid workers over the last decade. 

National staff are disproportionally affected by these security incidents (HPN, 2010). Through its work 

on humanitarian safety and security, RedR has found that at organizational level, the security 

personnel and procedures that are put in place, often form an additional or specialist part of 

operations rather than an integral part of day to day business. This highlights the need a more holistic 

approach to managing personal and organizational security, with a shared focus on the delivery of 

safe and effective humanitarian operations.  

In response to these concerns, in 2013/14 RedR implemented a “Safe and Effective Programs through 
Fully Integrated Security Management" (FISM) programme in Kenya. This was an 18 month pilot 
project supported by Office of US Foreign Disaster Assistance (OFDA), and implemented in partnership 
with the Harvard Program on Humanitarian Policy and Conflict Research (HPCR) and thirteen 
operational NGOs. It built on learning from an earlier organisation-wide Security Management training 
programme for CARE International in Kenya. The project aimed to further enhance the capacity of 
organisations to deliver safe and effective humanitarian operations by delivering capacity building in 
security.  

Post-project completion follow ups and an external evaluation conducted at the end of the project 
found that the pilot was considered highly relevant and effective with outcomes ranging from quite 
limited in some cases to transformational and irreversible in others. 

This paper is based on the project’s monitoring data and an external evaluation of the FISM project 
conducted by Bjorn Ternstrom (Team Leader) and Florence Oduor in April 2014. Methods to collect 
these data included key informant interviews with staff and participating organisations involved in the 
project. Project outcomes and impact were captured through comparison of baseline self-assessments 
with observations or changes in organisational practice exemplified by participants that were linked 
to the training and capacity building activities provided.  

In this paper, we will highlight the innovative aspects of the capacity building methodologies used for 
the FISM project, and the lessons learned through this pilot around training methodologies. These 
findings confirm and build upon a review conducted by InterAction and the European Interagency 
Security Forum on how to create effective security training for NGOs (Persaud, 2014). 
 

Methodology and design of the FISM capacity building project 

FISM was implemented through a blend of online and face to face training, discussion, action-

planning, and participatory activities. The project was organised in five essential phases: Start-up, 

including organisational self-assessments as baseline; Face to face training targeting four staff 

categories; eLearning and dissemination meetings; Concluding face to face workshops and 

organisational post self-assessment; and finally Programme closure. 
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Moving beyond the transfer of individual knowledge, or working on specific elements of security 
management (for example, developing Standard Operating Procedure) the project sought to facilitate 
organisational integration of security management in each stage of the project and employee life 
cycles through the application of six key design principles. The key design principles RedR applied in 
the FISM project are:  

1. A holistic approach to security management and a focus on infrastructure, not just 
component parts 
2. Creating an organisational culture of shared, not isolated responsibility for security across 
the organisation 
3. Building awareness and capacity in strategic areas and among key staff, and ensuring they 
have sound knowledge, skills and confidence in managing their own security 
4. Strengthening cross departmental relationships and consistent attention to security across 
all operational functions 
5. Defining a new role for security specialists and empowerment of security staff as change 
agents 
6. Addressing the need for institutional support driven by senior management 

 

Results of the FISM capacity building project 

Overall the evaluation concluded that FISM has been highly relevant to the participating organisations. 

The effectiveness of the project was also assessed to be high. This conclusion follows from “significant 

multi-source evidence that effects have gone beyond knowledge development and individual 

behaviour change”. A broad range of process/procedure/structure and physical changes have been 

implemented by participating organisations. All organisations made improvements to security plans, 

security procedures and/or Standard Operating Procedures, while some also included security in the 

staff inductions and/or appraisals. Over the course of the project most of the NNGOs had appointed 

Security Focal Points and these positions were generally still in place during follow ups. All 

organisations interviewed had implemented changes to a varying degree. The participants themselves 

identified these changes as initiated and/or supported by the FISM project. These observed changes 

in organisational behaviour and structure were assessed as sustainable or even ‘irreversible’ in 

organisational change terms.  

The following aspects of the methodology and design of FISM were found to have contributed to its 

success:  

Integration: The project took a cross-departmental approach to capacity building by targeted staff 
across departments: Senior Managers, Security, Human Resource and Programme staff. This was done 
to increase awareness and foster integration across the organisation. Interviews confirmed that 
Programme and Human Resource personnel often have insufficient knowledge, expertise and support 
to practically integrate security management into every aspect of their work. Our experience 
confirmed the importance of awareness raising, better communication and interdepartmental 
coordination rather than further developed security knowledge and expertise alone. Notes from 
follow ups during the course of the project recorded “improved collaboration noted in all 
organisations especially between HR, Security and Programmes.” In the evaluation, the project's 
emphasis on integration was consistently highlighted a real strength. Examples given of organisational 
change implemented indicate that some of the organisations now implement programming that is 
safer for their staff and material resources.  The integrative approach has repeatedly been cited as 
crucial to organisational changes implemented. 
 
Engaging senior management: Lack of senior management support had consistently been identified 
as a problem in implementing improved security practices, during follow up of RedR’s mainstream 



Training exercises for disaster resilience conference 
Coventry University, 16-17 July 2015 

3 
 

personal safety and security and security management trainings. Although the FISM project was 
designed with specific activities to address this constraint, difficulties were still experienced in keeping 
senior management on board particularly as part of the on-line learning activities and in the latter 
stages of the project. The importance of senior management engagement and commitment was 
confirmed in a number of the interviews during the evaluation.  
 
Soft skills development: Evidence from the internal follow ups and interviews conducted during the 
evaluation indicate that new skills for security staff around relationship mapping and a positive 
attitude from all kinds of staff in seeing ‘security as everyone’s responsibility’ were key elements in 
organisational changes that have taken place. This supports the assumption about the need to 
complement security staff skills with training on how to influence organisational behaviour and the 
importance of broad engagement of all relevant staff in understanding and effecting improvements 
in security management. 
 
Blended learning: The evaluation confirmed that a blended approach is an effective way to build skills. 
Views about on-line and e-learning components were mixed. This partly reflects constraints with 
access and technical maturity issues. The project evaluation notes that the process of developing these 
components involved a steep learning curve for both RedR UK and Harvard in the design of 
appropriate media and finding an efficient, effective and collaborative approach to doing this. Much 
of the challenge is in capturing the interactive, situational character of face-to–face training 
methodology while addressing the need to predefine content in order to develop good e-learning 
tools.  Different participants have had different preferences regarding the components included. All 
were appreciative of face-to-face trainings and on-site visits (monitoring and mentoring).  

 
Longer term approach to building capacity: The project evaluation results and findings from the 
monitoring and mentoring visits confirm that a longer term approach to learning and capacity building 
is an effective way to facilitate improvements in individual and organisational awareness and 
behaviour around security. It also provides a better basis for assessing the impact of the capacity 
building support provided. Improvements in organisational security practice were noted in all 
participating organisations to some degree and in several cases, there was tangible evidence of 
improvements in the provision of humanitarian assistance as a result of changes in security 
management and practice.  Examples include changes to the patterns of food distribution to mitigate 
losses and risk to beneficiaries and involvement of community members in monitoring security risks. 
 
Conclusion 

The capacity building approach and methodologies adopted were very effective in facilitating 
improvements in security management. Those cited of particular value or significance include the 
organisation-wide approach to integration of security, and recognition and support for the role of 
security staff as change agents.  
  
The longer term and blended nature of capacity building facilitated an incremental approach to 
enhancing capacity in individual and organisational security management and practice. One aspect 
which was not explored and will be included in future projects is attention to the potential for 
networking and peer support between participating organisations in further improving their security 
management capacity beyond the scope of the project.   
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