Mission Report

Joint Stand-By Arrangements Field Monitoring Mission

Yemen and oPt – June 2010
Background/purpose

As part of their global emergency surge capacity, UNICEF, UNHCR and OCHA have developed operational partnerships or so called stand-by arrangements with a number of agencies (18 for UNICEF / 14 for UNHCR / 12 for OCHA) that provide them with much needed additional resources to respond to humanitarian crises. Resources include staffing, technical modular packages and expertise in numerous support areas.

The way the standby arrangements are operated are quite similar for the three agencies, and to a large extent they collaborate with the same partners. Challenges and opportunities are therefore often the same and many of the lessons learned will apply to all three organisations and their respective standby partners. UNHCR, OCHA and UNICEF are thus increasingly working together to streamline and harmonise their agreements with the standby partners.

As part of the regular consultations on stand-by arrangements UNICEF, UNHCR, OCHA and their partners have agreed to carry out joint field monitoring missions on a regular basis. A first mission took place in Sudan and Kenya in late 2008. A second mission would as such also be an opportunity to gauge progress made during the past 2 years since the previous mission, against the action points/conclusions generated then.

For 2010 the three UN Agencies selected Yemen and oPt, as both countries are information-rich cases having benefited from a number of stand-by deployments and are both complex emergencies.

Given SBP deployments so far in both countries in support of the various agencies and the agencies different mandates, UNICEF and UNHCR visited Yemen, while OCHA and UNICEF visited oPt.
The partners were represented by the Norwegian Refugee Council (NRC), the Swedish Civil Contingency Agency (MSB) and Swiss Development Cooperation (SDC).
NRC, MSB and SDC represented as such all stand by partners during the mission. The findings and recommendations are based on a general approach for all standby partners.

Objectives

The overall aim of the mission was to assess how the standby arrangements are operationalised i.e. how are they applied at the field level in both agencies, and basically what works and what does not.  

In particular, the mission of  OCHA , UNICEF, UNHCR and Partners was to address the following elements:

· Review past and ongoing deployments and jointly identify lessons learned;

· Determine the circumstances in which standby arrangements are requested and implemented and how they complement the HR internal surge capacity mechanisms;

· Identify more opportunities and address constraints;

· Recommend ways to further improve the system and further develop it by re-visiting the rationale / intent / coverage and the whole range of processes involved.

Methodology

An Interview Questionnaire was developed for all deployees (the Questionnaire is attached as an annex to this report)

The mission met the Representative/other senior staff, as well as administration/operation staff. The approach of using in-depth quantitative interviews made the process highly participatory, with good representation of OCHA, UNICEF and UNHCR staff in all locations, as well as of the stand by staff deployed to different missions in the same locations.  The findings of the mission are consolidated into the following report, jointly produced by the participants to the mission, and will cover the main issues identified, lessons learned and recommendations.

The report will be shared with all OCHA, UNICEF and UNHCR standby partners, and its findings will be presented at the annual consultation between the three UN Agencies and their standby partners in Geneva, scheduled to take place by end of this year, for reflection and discussion over the findings.  Action points, as well as a related timeframe, will be added during the session in Geneva.
YEMEN – 3 TO 10 JUNE – NRC,MSB,UNHCR AND UNICEF

The mission visited UNHCR and UNICEF offices in four different locations: Sanaa, Aden, Hodeidah and Haradh. 

In Aden the mission visited UNICEF and UNHCR operations in Basateen urban refugee settlement
and in Harad, the Al-Mazraq camps 1 and 3.
Participants:

Benedicte Gjaever – NRC

Lina Elisasson - MSB

Ane Tvedt – UNICEF

Johanna Haener – UNHCR

KEY FINDINGS FROM THE JOINT MONITORING MISSION TO YEMEN

	FINDINGS


	RECOMMENDATIONS/ACTION POINTS

	General Findings



	· All together there is an overall recognition and appreciation of the stand-by arrangements. Key attributes remain that it is a quick and flexible mechanism that from a diverse pool of profiles can provide strong and suitable candidates. 

· Sby Staff interviewed mostly feel that their capacity is being used appropriately and that they are adding value to the operation. 

· Security was not satisfactory and offices and accommodation in Harad was not MOSS-compliant.


	

	Pre-deployment/upon arrival 



	Briefing

· Sby Staff received briefing from their agency; from Geneva (UNHCR) and upon arrival. It was highlighted however that the brief given upon arrival should be more up to date on the current situation in country and the response with a follow up conversation with supervisor on the particulars of to the deployee’s assignment. 

	Briefing 

· Suggestion to make a “welcome file”. This would help staff to start  work more quickly on arrival (Incl. country and operation specific information, ‘Who is who in the office’, list of administrative tasks that need to be done, etc)

· Send email to staff prior to departure with a briefing kit, confirmation of airport pickup and accommodation (or provides staff with briefing kit when picked up at airport) UNHCR already does this. 

· Exiting briefing kit needs to be regularly updated and is too generic.

· The staff should be given a mobile phone with a calling list when picked up at the airport. UNHCR already does this

· Staff to talk with the supervisor first day in office if possible

· Could be beneficial to initiate contact between staff and supervisor already before departure



	Deployment Related issues



	ToR

· Most sby staff found that their ToR matched the actual assignment. ToRs that did not match entirely or were too basic were revised and adapted with supervisor upon arrival or underway. 
· Some sby staff mentioned that the level of responsibility they were given exceeded what was mentioned in their ToR, and that they were asked to fill a too big gap/ covering more than one position.

	ToR

· ToRs should always be discussed upon arrival. Supervisor to make it clear what are the responsibilities. New responsibilities to be discussed - and adapted into the ToR

	Integration

· Integration has been a problem for some staff (particularly those arriving early on in the emergency), most likely due to lack of knowledge and information at CO about status etc of standby staff. Integration problem was mostly relevant at county level, and  not an issue in the field offices were staff felt as “one family”.

· All sby staff said that they were perceived as UN staff by other interlocutors like authorities, NGOs and other UN Agencies and that having the profile as secondee/expert on mission had not interfered with their ability to work with others. More related to internal admin issues etc. 
· All sby staff interviewed feel that they have easy access to their supervisor.

	Integration

· Integration issues have been readdressed with new mgmt, as well as CO becoming more experienced in using standby arrangements. According to standby staff there is now a better understanding and ”acceptance” of standby staff and their role among other staff at CO.  Standby staff also acknowledged that integration is a problem not specifically to sby staff but for all staff going on shorter missions - also internal UN deployments.
To help integration, however it was recommended that incoming staff should be announced to all staff in the receiving office through a ”welcome to a new colleague” email including the post, responsibilities, duty station, contact details etc of the standby staff.

· UNICEF Geneva to continue to send guidelines and one-pager to CO before arrival of the sby staff to clarify entitlements, responsibilities etc. 

· UNHCR in the process of developing this as well as an excel spreadsheet with information on entitlements, rules & regulations for different standby partners. Will share.


	Security 

· Yemen is currently at security phase III. Security was not satisfactory and offices and accommodation in Harad was not MOSS-compliant. The risk is exacerbated by the fact that communication equipment cannot be used in large areas in the country. Due to restrictions from the government UN cannot use VHF radio equipment. 

· Both UNHCR and UNICEF are using rented vehicles with external drivers 

· Mine contaminated areas are not mapped

· Lack of clarity among staff over no-go areas. 

· UNDSS had given instructions for Harad, but so far UNDSS has not been in Herad to do assessment

· Concerns regarding the new location of UNHCR.

· There is insufficient security brief upon arrival.

· There is a lack of clarity on the issue of medical evacuation and security evacuation. 

· No staff were familiar of an overall security evacuation plan
	Security

· Security is not only an issue for standby staff, and Representatives are fully aware of the situation and that standby staff are under the responsibility of UN.  Both Reps had raised security issues with UNDSS and it is a major concern for both offices. (one of the reasons why UNHCR High Commissioner has asked the UNHCR office to limit international staff to a minimum) 
However, as this remains a major concern for staff it is recommended that 

· Reps continue to address the issue with UNDSS/ follow up with new country security advisor

· Staff should be better informed of the “no-go areas”. The information concerning this was perceived different at country level versus the field.

· Staff in Harad should ideally have VISA to Saudi Arabia for evacuation purposes. 

	Staff welfare

· R&R

Harad is a difficult duty station and R&R only every 8 weeks is long for all staff.  The current cycle of 8 weeks for Harad seems unreasonable compared to the Sanaa R & R which is also 8 weeks.

· In addition there is a lack of privacy and opportunities for a better work/life balance as staff work and live in the same premises


	Staff welfare

· CO to explore the possibility for shorter R&R cycle, preferably every 6 weeks for Harad.  
· Staff themselves should also take initiative to go out of Harad  at weekends if security allows

· Sby staff as well as UN staff have to accept that work/life balance in the 1st phase of an emergency ( 6 months) is almost inexistant, and thus have to find mechanisms to cope with the stress 

(important criterion  for the rosters and needs adequate focus in induction trainings)

	Admin support:

· Visa

UNHCR and UNICEF have applied different methods in obtaining visas/or different type of visa. For UNICEF the process has been lengthy, resulting in delays of deployments and in some instance staff staying in country without legal permit. 
	Admin support

· Visa

Has been an issue for the UNICEF office. Was addressed during the mission and seems  to have been solved as the office is now more familiar with the implications of new restrictions imposed by the government. The CO is now requesting issuance of working visa from the beginning, which should ease the process

	Entitlements, support:

· There are some misunderstandings at CO admin relating to sby staff  entitlements, compared to other staff and consultants.

· Most staff received tools etc needed to perform their work, except for  a few specific cases in which  staff did not receive appropriate equipment for a particular task,  or there were delays before staff had office space  
· Staff deployed to work in field offices directly with the emergency expressed frustration and found it difficult to do emergency work as rest of the operation was in transition from development mode. They found a lack of needed support and appropriate and quick response from Country level.  


	Entitlements, support:

· UNICEF  Geneva continues to send guidelines and one-pager to CO before arrival of the secondee

· UNHCR Geneva in the process of developing this as well as an excel spreadsheet with information on entitlements, rules & regulations for different standby partners. Will share upon completion.

· Office space and equipment should be planned for and available when staff arrives, in order for staff to perform as expected and for CO to get the most of the deployment

· All secondees should receive copy of guidelines/one-pager from their agency prior to deployment

· Some admin hurdles can be solved by CO creating 1 usd contract to enter standby staff into system



	Proms:

· Still an issue for UNICEF deployees. Lack of access to proms could make it challenging for some to perform their task in the best possible manner. 


	Proms:

· This issue has been addressed with IT section at HQ in NY several times. Standby staff will not be able to get access to proms.  

	Code of conduct:

· Most staff had received and signed the COC from the seconding agency. There has been a misunderstanding with the UNHCR office which was not aware that Sby staff also has to sign the COC of UNHCR upon arrival. This was however clarified during the mission. 
	Code of  conduct:

· COs to make sure that staff sign the UNICEF/UNHCR code of conduct upon arrival

	Sustainability:

· Sometimes there are gaps between standby staff/ regular staff ( or new sby staff) comprising achievements and continuity


	Sustainability:

· All parties involved should work to ensure handovers between deployments



	Other findings and needs identified



	· Need for more female staff, particular in areas where there are sensitive ’gender issues’. 

· Lack of cultural sensitivity from some staff.  Needs to be stronger addressed at induction training

· Staff called for  more trainings, especially cluster training

· There is a need to inform also field offices about the SBA and raise awareness on what kind of support they can request and the overall recruitment process

Deployment needs

Field offices have identified some needs, however due to imposed staffing ceiling UNHCR has not come forward with additional needs at the moment. 

For UNICEF, there is a need for support for  

· emergency coordinator, while awaiting the establishment of the post and recruitment 

· nutrition expert 

· education experts (to deploy in the field - Harad and Amran in particular)

· reports writer


	· Ensure that requests specify where there is a gender issue 

· Important to strengthen understanding of clusters through induction training

· Standby staff to be included and invited to UN trainings 


oPt – 15 to 17 June 2010 – NRC, MSB, SDC, OCHA and UNICEF

Key findings/recommendations

· All together there is an overall recognition and appreciation of the stand-by arrangements. Key attributes remain that it is a quick and flexible staffing modality that complements well other surge mechanisms.

· Deployments turned out to be more successful when secondees were assigned to specific projects/tasks and not used as gap fillers in core functions that require continuity.

· In cases when SBP support do not relate to sudden/new/unforeseen emergencies but more structural support (not applicable to OCHA), it is recommended that SBP requests are fully integrated in the staffing plan of the COs (and not as add on resources). This should help better use stand-by arrangements and improve overall relevance of the work that the secondees will perform. Action Point: encourage COs to include stand-by capacity in their contingency/preparedness plan.

· In situation where stand-by personnel are deployed to perform core functions/structural needs, the deployment should be used as an opportunity to achieve specific objectives on top of the functional role. This could include building national capacity, mentoring of more junior stand-by personnel, preparedness activities, or any other specific tasks/projects that can be added to the ToRs to enhance the programme. Action Point: to apply as need be as this remains context and agency specific.

· Great emphasis was put by both COs on the role of the management to make the secondment successful. COs need to invest in stand-by deployments and provide appropriate guidance, attention and support in order to make the most out of a secondments. Action Point: management should be made more accountable for successful SBP deployments.
· CO suggested that there would be potential added value to establish direct contact between the partners and the CO at different stage of the deployment or when an issue arises. Action Point: to be further discussed at time of annual consultation if partners interested.

· It is recommended that direct contact between secondees and CO is established prior to the arrival of the secondees. Action Point: standby focal point in each agency to ensure contact details are communicated. Important to limit the exchange to essential information only.
· In addition to technical skills, soft/interpersonal skills were mentioned as key to successful mission. Action point: SBP partners to take this element into consideration in the recruitment and pre-deployment preparation phases.
· SBP support is recognized as an important resource to support cluster coordination function. Action Point: SBP to further build capacity in this domain in collaboration with UN agencies as per their related cluster lead.
· Value of field monitoring visit was confirmed. Such mission is also the opportunity to recognize the specificities of all partners, UN and SBP.

· Annual Consultations is the appropriate forum to discuss the dates/location/format of future joint field monitoring missions.

Key findings/recommendations specific to oPt

· When possible it would help if secondees could receive diplomatic passport in lieu of national passport, if to travel to Gaza as part of their assignment. Action Point: as applicable depending on standby partners.
· Stand-by personnel must be deployed with a service visa and not with a tourist visa.

· Given the particular context and well functioning offices oPt could serve to support mentoring/on the job training initiatives. Both COs agreed in principle to this approach, subject to adequate timing and availability of coaching capacity. Action Point: each agency to follow up with its CO and interested partners.

· Experience of oPt shows that when systematically done, special induction briefings and packages provided to secondees upon their arrival favor the smooth and effective integration in the work environment, the office, and the team. Action Point: to be promoted in other COs that receive a large number of stand-by personnel.
· COs expressed great satisfaction over the quality of the stand-by personnel deployed in their office over the last two years.

· In the protracted context specific to oPt, secondees are expected to liaise with the militaries and they should be prepared accordingly. Action Point: civil military and negotiation skills to be considered in the selection of the candidates and preparation of the deployment.

· In the context of oPt, COs mentioned that duration of assignment should be for a minimum of 6 months so as to embrace the complexity of the situation.

Annex 1

Questionnaire for deployees:– Mission Yemen 5 June

1. Introduction of the Mission and the Team Members

2. Presentation of the secondee including tasks, 1st secondment, , TOR, mission length etc..

3. General Questions:.

· Did you find the the tasks in the TORs matches the actual assignment?

· How long did it take for you to get into the job?

· Do you feel that your capacity is being used appropriately and that you are adding value to the operation?

· What would have helped you to better fulfil your tasks?

· Do you have easy access to your supervisor?

4. HR Questions:

      -  Did you receive a proper briefing before and at arrival? If yes was it useful?

· Give an overview of the different briefs (SBP, Agency, Receiving Office etc…)

· Do you feel part of the organisation and the receiving office, and do you feel part of the UN Family and how are you perceived by other interlocutors (authorities, NGO’s, other UN Agencies etc.)

· Did you receive all tools required for your work (computer, telephone etc.)

· Have you signed the code of conduct, did you receive a brief on the content and do you understand the meaning as well as the consequences in case of breach?

5. Security, Entitlements

· Do you know your entitlements, if yes, how have you been informed?

· Have you been informed about the procedures of the following:

·  Medical evacuation

·  Security Evacuation Plans

·  Security level

·  Rules and Regulation to follow

6. Miscellaneous

     -  What is the frequency and nature of contact with your 

         Agency

-  Any other comments to help the UN partner and standby partner improving its work?
Annex 2
Tentative Agenda for Joint Monitoring visit on Standby Arrangements

Benedicte Giaever (NRC)

Lina Elisasson (MSB)

Johanna Haener( UNHCR)

Ane Tvedt (UNICEF)

4 – 10 June 2010

	Date
	Activity
	Comments

	Friday 4 June  
	Arrival – 00:50, turksih airways
	Pick to be assumed by UNHCR;  and one car for the day

	00:50
	Arrival of three person- Pick up and check in in Taj Hotel
	

	13h00
	Lunch at Claire Bourgeois’   house
	

	Overnight in SAna’a
	
	

	Saturday 5 June
	
	

	02h00
	Arrival of Benedicte Giaever
	Pick up UNHCR and UNHCR provide car for the day

	09h00
	Briefing session with UNDSS (TBC)
	

	
	Meeting with RC/HC (TBC)
	

	
	Meeting with OCHA (TBC)
	

	
	Meeting with UNHCR-ICMC colleague,  Gemma Wood
	

	12h30
	Leading to the airport
	

	14h15
	Flight to Aden – Confirmed FO186 
	Ticket by UNHCR

	15h00
	Arrival in Aden, pick up an check in MERCURE
	

	
	Welcome and meeting with HSO, UNHCR and UNICEF
Meeting with Melanie Tate, ICMC
Meeting with Leenart Hanson, Swedish contingency agency)
Meeting with Johnatan , ex- Canadian secondee
	

	Overnight in Aden
	
	

	Sunday 6 June
	
	

	
	Visit to Basateen, refugees urban area in Aden
	

	16h00
	Departure to the airport
	

	17h05
	Flight to Sana- IY 853 M
	

	17h50
	Arrival in Sana, check in Taj hotel
	Pick up UNHCR

	Monday 7 june
	
	

	05h00
	Pick up from airport
	Pick up UNICEF

	06h30
	Flight to Hodeida -FO170
	

	07h00
	Arrival in Hodeida
	Pick up by UNICEF/UNHCR

	
	Visit of Hodeida –UNCEF office 
	

	10h00
	Arrival in  Harad,  visit to the camp and settlement
 
	

	15h00
	Meeting with HSO, UNHCR and UNICEF
Meeting with Mounir Maalouli – NRC
Meeting with Fakhr Khan – NRC
Meeting with Simon Russell – NRC/Procap
Meeting with Asmae Abusharkh

	

	Overnight in Harad
	
	

	Tuesday 8 June
	
	

	
	Meetings and visits of office and accommodation
	

	15h00
	Departure from Harad to Hodeida
	

	18h00
	Arrival in Hodeida
	

	
	Flight to SAna –FO 175
	

	
	Arrival in Sana, pick up from airport and check in Taj Hotel
	Pick up UNICEF

	Overnight in Sanaa
	
	

	
Wednesday 9 June
	
	

	
	Further meetings in Sanaa
Debriefing with UNHCR/UNICEF  Representative
	UNICEF provide car for the day

	Thursday 10th
	
	

	
	Meeting with Yves Nzigndo – DRC
Meeting with Srdja Marotic - DRC
Preparation of Report
Visit of the old city 
Departure for Airport

	UNICEF will ensure transportation to the aiport

	19h00
	Dinner hosted by UNICEF Rep
	

	22h00
	Departure to airport
	

	01h45
	Flight Turkish airways
	

	
	
	


Annex 3
Visit to Occupied Palestinian Territory (oPt)

Joint UNICEF-OCHA SBPP Field Monitoring Mission

15 – 17 June 2010 

VISITING PARTY
Ms Toril Skjetne (NRC)

Ms Kajsa Nordmark (MSB)

Mr Giancarlo De Picciotto, (SDC)

Mr Julien Temple (UNICEF)

Ms Manga Mialaret (OCHA)

ACCOMMODATION
Legacy Hotel, Jerusalem (Booking confirmed for all mission members except SDC representative based in Jerusalem))

Tel:  + 972 (0)2 6270800

CONTACT NUMBERS
OCHA-oPt, Jerusalem

Ms. Juliet Dryden, Donor Relations Consultant


Tel: + 972 (0)2 5829962


Mobile:  + 972 (0)52 6781067 


Ms. Suhad Sakalla, Executive Associate


Tel: + 972 (0)2 5829962


Mobile: + 972 (0)54 3311802


Tuesday, 15 June:

13:00 – 13.45
Meeting with Mr. Philippe Lazzarini, Head of UN OCHA-oPt



Venue: OCHA Jerusalem office

13.45- 14.45
Meeting with Ms Shirine Rofa Smeir, Finance Analyst and Ms Maureen Koussa Kando, Administrative Associate

14.45 – 15.30
Meeting with Ms Reena Ghelani, Deputy Head of Office/Senior Advisor on Protection and Access 
15.30 – 15.45
Coffee Break

15.45 - 16.30
Meeting with Ms Roz Willey, HAO, Head of Field and Coordination Unit

16.30 – 17.15
Meeting with Mr Foad Hudali, Head of Information Management Unit

End of Day

Wednesday, 16 June:

08.30 – 10:00
Meeting with UNICEF Special Representative, Jean Gough, Deputy Special Representative, Douglas Higgins, Chief of Operations, Philippe Ankani

10:00 – 10:30
Meeting with Romina Manning, Field Security Specialist 

10:30 – 14:30
Tour to UNICEF’s Ashdod Warehouse with Regine Weber, Supply Manager and Jesper Betzer, (standby partner) Logistics Specialist.  (Lunch en route)

14:30 – 15:00
Meeting with the Child Protection team, 

15:00 – 15:30
Meeting with Monica Awad

15:30 – 16:00
UNICEF Debrief with Jean, Douglas and Philippe

Hotel booking confirmed at the Legacy Hotel

Thursday, 17 June:

09.00 – 11.15
OCHA Jerusalem and Barrier Tour 

11.15 – 11.30
Coffee Break

11.30 – 12.15
Meeting  with Ms Siv-Iren Velmer, Advisor on Residency Issues, Seconded Staff - NRC 

12.15 – 13.00
OCHA Debrief with Philippe and others. 

                           Travel to Jordanian Border

End of Mission

