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FOREWORD

Flooding, an earthquake, armed conflicts between States, civil war, persecution
- there are many reasons why people may be forced to flee their homes and
leave their relatives and belongings behind. They find themselves homeless, often
fearful and traumatised, and in a situation of displacement where life changes
radically and the future is uncertain. Refugees or internally displaced persons
(IDPs) may have no other option than to seek protection and assistance in camps.
Although camps are necessarily a choice of last resort, they often represent the
only option for displaced persons in need of assistance, safety and security.

In situations of conflict and natural disaster camps may be needed for only a
matter of months. Often the reality is that camps last for years and sometimes even
for decades. Regardless of their life span, they can only offer temporary assistance
and protection and do not represent a durable solution for displaced persons.

Despite their temporary nature, camps exist to ensure that the basic human
right to life with dignity is upheld for the camp community. Once camps are
established efficient and sensitive management is needed to ensure that they
function effectively in what are often complex and challenging circumstances.

Where humanitarian assistance and protection in a camp are not organ-
ised, coordinated and monitored the vulnerability and dependence of the camp
population increases. Gaps in assistance, or duplication of humanitarian aid, can
lead to partial and inequitable provision of services and inadequate protection.
Working to raise the standard of living in camps and camp-like settings, and to
uphold the rights of camp residents, the Camp Management Project advocates
for the use and implementation of key guidelines, international legal instru-
ments, standards and the best practices outlined in this newly revised Camp
Management Toolkit 2008.

Since the Camp Management Toolkit was first published in 2004, the field
of camp management has undergone a process of rapid and significant de-
velopment. Today, camp management is recognised internationally as a vital
humanitarian sector for the assistance and protection of displaced persons in
camps and camp-like settings. This is clearly reflected in the inclusion in 2005
of the Global Camp Coordination Camp Management (CCCM) Cluster within the
cluster system and the subsequent increased frequency of camp management
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training workshops worldwide. The use of the Toolkit in more than a dozen IDP
and refugee contexts has significantly contributed to this development.

We hope that the Camp Management Toolkit 2008 provides relevant and con-
structive reference and practical support for national and international humani-
tarian staff, community leaders and authorities, IDPs and refugees involved in
camp management and camp operations. We hope it will enable them to manage
their tasks more efficiently and effectively.

The Camp Management Project 2008!

Danish Refugee Council (DRC)

International Organization for Migration (I0M)

International Rescue Committee (IRC)

Norwegian Refugee Council (NRC)

United Nations High Commissioner for the Refugees (UNHCR)

United Nations Office for the Coordination of Humanitarian Affairs (UNOCHA)

o One of the greatest values of the Camp Management Toolkit 2008
is that it is made by the field for the field. It is thus important for us to
receive feedback from you — the readers and users. This will help us

to measure and evaluate the impact of the Toolkit on the daily work
of those engaged in camp management. We encourage you to send
your input and reflections to: camp@nrc.no

»» For more information on the Camp Management Project and the CCCM Cluster,
see the Toolkit Appendices 1 and 2.

Please note this Toolkit is available free of charge at www.nrc.no/camp

CAMP MANAGEMENT TOOLKIT | FOREWORD

3


http://www.nrc.no/camp

ACKNOWLEDGEMENTS

PROJECT COORDINATION: Nina M. Birkeland, Gunhild Louise Forselv, Veit Vogel
EDITORIAL BOARD: Laila Badawy, Nina M. Birkeland, Gillian Dunn, Christian Gad, Belinda
Holdsworth, Mathijs Le Rutte, Lea Matheson, Jane Wanjiru Muigai, Ruth Mukwana
EDITORS: Camilla Bentzen, Jennifer Cline Kvernmo, Emma Hadley, Veit Vogel

LANGUAGE EDITOR: Tim Morris

DESIGN, LAYOUT AND PRINTING: Fete typer, Oslo, www.fetetyper.no

MAIN CONTRIBUTING AUTHORS: Joseph Ashmore, Sakura Atsumi, Laila Badawy, Nina M.
Birkeland, Gillian Dunn, Shelley Gornall, Emma Hadley, Mathijs Le Rutte, Lea Matheson,
Jane Wanjiru Muigai, Adriano Silvestri, Lindsay Spainhour, David Stone, Ellen Vermeulen,
Veit Vogel

WITH SUPPORT AND ASSISTANCE FROM: Eva Ahlen, Philippe Allard, Karuna Anbarasan,
Astrid Sofie Arne, Lynda Attias, Eric Batonon, Joseph Bekele, Chris Bleers, Tina van den
Briel, Helge Brochmann, Andreas Capjon, Tiziana Clerico, Tom Corsellis, Vance Culbert,
Sara Davidson, Marit Elverland, Matthew Everitt, Kelly Flynn, Jon Fowler, Emanuela Gillard,
Mireille Girard, Sajith Gunaratne, Edith Heines, Kritte Hoffritz, Gisela Holmen Yngrot, Roald
Hgvring, Emma Jowett, Joanina Karugaba, Hassan Khaire, Joann Kingsley, Bob Kitchen,
Hans Christen Knaevelsrud, Damian Lilly, Anne-Marie Linde, Sara Lindvall, Helge Lyberg,
Kim Mancini, Lamin Manjang, Yannick Martin, Jenny McAvoy, Hanna Mollan, Sarah Mu-
scroft, @yvind Nordlie, Kate Norton, Nuno Nunes, Hakan Ohlsson, Benson Okabo, Cecilia
Omole, Christian Oxenboll, Natalia Pascual, Ariana Pearlroth, Elisabeth Pender, Patrice
Pontcharra, Ron Pouwels, Qurat Sadozai, Lily Sanya, Shaun Scales, Guglielmo Schinina,
Gerry Simpson, Mark Slezak, Atle Solberg, Anne Soucy, Karl Steinacker, Paul Thompson,
Antonella Vitale, Eli Waerum Rognerud, Katrine Wold, Svante Yngrot, Alfredo Zamudio, Jake
Zarins, Jennifer Zimmermann

We also would like to thank the Internal Displacement Monitoring Centre (IDMC) in Geneva
for their administrative support.

PUBLISHER: Norwegian Refugee Council PHOTO CREDITS: Peter Biro, Kritte Hoffritz,
The Camp Management Project Norwegian Refugee Council, Sujewa da
St. Olavs Plass | Postbox 6758 Silva, Mark Slezak, Veit Vogel

0130 Oslo, Norway

Email: camp@nrc.no The Camp Management Toolkit is funded
Website: www.nrc.no/camp by the Norwegian Ministry for Foreign

Affairs (MFA).
ISBN: 928-82-7411-185-0

CAMP MANAGEMENT TOOLKIT | ACNOWLEDGEMENTS


mailto:camp@nrc.no
http://www.nrc.no/camp

TABLE OF CONTENTS

SECTION I: INTRODUCTION

CHAPTER 1 WHAT IS CAMP MANAGEMENT? 21
KEY MESSAGES 22
INTRODUCTION 23
KEY ISSUES 25
Who is Responsible for Camp Management? 25
Camp Management and the Role of a Camp
Management Agency 26
Roles and Responsibilities in IDP situations where the
CCCM Cluster is Activated 29
Partnerships and Stakeholders in Camp Management 32
Why is the Camp Manager’s role so Essential? 35
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 36
TOOLS 38
READING AND REFERENCES 38

CHAPTER 2 ROLES AND RESPONSIBILITIES 41
KEY MESSAGES 42
INTRODUCTION 43
KEY ISSUES 44
Managing and Training Staff 44
Coordinating and Monitoring Services 47
Ensuring the Care and Maintenance of Camp
Infrastructure 55
Managing Information 57
Communicating with the Camp Population 63
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 65
TOOLS 72
READING AND REFERENCES 73

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS 5



6

SECTION II: CORE MANAGEMENT TASKS
CHAPTER 3  PARTICIPATION AND COMMUNITY INVOLVEMENT
KEY MESSAGES
INTRODUCTION
KEY ISSUES
Achieving Participation
Assessing Capacities
Employing Camp Residents
Voluntary versus Paid/Compensated Participation

Ensuring Appropriate Representation among Different
Groups

Training and Coaching

Information Campaigns

Misuse of Participation

Conflict Resolution and Participation

Host Community and Participation

CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS

READING AND REFERENCES

CHAPTER 4 COORDINATION
KEY MESSAGES
INTRODUCTION
What is Coordination?
Coordination - The Camp Management Agency’s Role
KEY ISSUES
Coordination Mechanisms
Coordinating with Partners
The Coordination Process
CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS
READING AND REFERENCES

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS

75
76
77
81
81
88
89
90

91
95
97
98
99
100
102
104
105

107
108
109
109
110
115
117
124
130
134
135
135



CHAPTER 5 INFORMATION MANAGEMENT 137

KEY MESSAGES 138
INTRODUCTION 139
KEY ISSUES 141
What Does Information Management for a Camp
Management Agency Entail? 141
Data and Information Collection 143
Data Analysis 148
Information Dissemination 150
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 158
TOOLS 160
READING AND REFERENCES 161
CHAPTER 6 ENVIRONMENT 163
KEY MESSAGES 164
INTRODUCTION 165
KEY ISSUES 166
Roles and Responsihilities 166
Shelter 170
Water and Sanitation 171
Domestic Energy 173
Environmental Management Plan 175
Agriculture 177
Livelihoods 178
Livestock 179
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 180
TOOLS 184
READING AND REFERENCES 184

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS 7



8

CHAPTER 7 CAMP SET-UP AND CLOSURE
KEY MESSAGES
INTRODUCTION
KEY ISSUES
Camp Set-Up
Camp Management Set-up Responsibilities
Site Selection for Planned Camps
Site Planning
Camp Closure
Durable Solutions
Camp Management Responsibilities
CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS
READING AND REFERENCES

SECTION III: A SAFE ENVIRONMENT
CHAPTER 8 PROTECTION IN A CAMP SETTING
KEY MESSAGES
INTRODUCTION
KEY ISSUES
Protection for Whom?
Protection by Whom?
Protection Agencies and Referrals: Who Does What?
Protection Activities for a Camp Management Agency

What Protection Knowledge Does a Camp
Management Agency Need?

CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS
READING AND REFERENCES

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS

187
188
189
190
190
191
193
201
208
210
218
228
232
234

237
238
239
241
241
244
248
253

259
269
271
271



CHAPTER9 REGISTRATION AND PROFILING 275

KEY MESSAGES 276
INTRODUCTION 277
Registration 277
Profiling 280
KEY ISSUES 281
Role of the Camp Management Agency in
Registration/Profiling 281
Registration Methodologies and Principles 284
Profiling Methodologies and Principles 302
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 306
TOOLS 308
READING AND REFERENCES 308
CHAPTER 10 PREVENTION OF AND RESPONSE TO 311
GENDER-BASED VIOLENCE
KEY MESSAGES 312
INTRODUCTION 313
What is Gender-Based Violence? 313
KEY ISSUES 315
Causes and Factors Contributing to GBY 315
Role of a Camp Management Agency 318
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 326
TOOLS 328
READING AND REFERENCES 328
CHAPTER 11 PROTECTION OF PERSONS WITH SPECIFIC NEEDS 331
KEY MESSAGES 332
INTRODUCTION 333
Groups with Specific Needs 333
KEY ISSUES 335
Boys and Girls 335

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS 9



Out of School and Unemployed

Adolescents and Youth 343
Women with Specific Needs 345
Older Persons 348
Sick Persons and Persons with Disabilities 352
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 356
TOOLS 358
READING AND REFERENCES 358
CHAPTER 12 CAMP SECURITY AND STAFF SAFETY 363
KEY MESSAGES 364
INTRODUCTION 365
KEY ISSUES 367
Breakdown of Law and Order: Crime,
Violence and Abuse 367
Camp Management Responsibilities 368
Militarisation of Camps 370
Relationship with the Host and Local Community 375
Staff Safety 378
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 383
TOOLS 385
READING AND REFERENCES 385

SECTION IV: CAMP SERVICES

CHAPTER 13 FOOD DISTRIBUTION AND NON-FOOD ITEMS 387
KEY MESSAGES 388
INTRODUCTION 389
KEY ISSUES 390
Roles and Responsibilities 390
Working with Distribution Service Agencies 392
Distribution Systems 393

10 CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS



Camp Distribution Committees 395

Information Announcements 395
Organising Distribution Sites 396
Safety at Distribution Sites/Crowd Control 399
Persons with Specific Needs and Groups at Risk 400
Food Aid 402
Non-Food Items (NFls) 405
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 410
TOOLS 413
READING AND REFERENCES 414
CHAPTER 14 WATER, SANITATION AND HYGIENE 417
KEY MESSAGES 418
INTRODUCTION 419
KEY ISSUES 421
Roles and Responsibilities 421
Water Supply 423
Sanitation 430
Persons with Specific Needs/
Persons at Heightened Risk 444
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 445
TOOLS 450
READING AND REFERENCES 451
CHAPTER 15 SHELTER 453
KEY MESSAGES 454
INTRODUCTION 455
KEY ISSUES 457
Planning for Shelter Interventions 458
Types of Shelter Programmes 462
Methods of Implementation 463
Care, Maintenance and Upgrade of Shelter 466

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS 11



12

Risks

Infrastructure Services

Beneficiary Needs

CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS

READING AND REFERENCES

CHAPTER 16 HEALTH CARE AND HEALTH EDUCATION
KEY MESSAGES
INTRODUCTION
KEY ISSUES
Roles and Responsibhilities
Assessments
Vaccinations
Nutrition
Structure of Health Care Services
Health Information Systems
Control of Communicable Diseases and Epidemics
Reproductive Health
Mental Health and Psychosocial Support
Health Education
Health Priorities at Camp Closure
CHECKLIST FOR A CAMP MANAGEMENT AGENCY
TOOLS
READING AND REFERENCES

CHAPTER 17 EDUCATION
KEY MESSAGES
INTRODUCTION
KEY ISSUES
Roles and Responsibilities
School Environment

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS

467
475
477
479
482
482

485
486
487
489
489
491
493
498
506
511
514
522
523
525
526
528
532
532

537
538
539
541
541
542



Cross-Sectoral Aspects in Education Programmes 543

Community Involvement 544
Curriculum 545
Other Education Programmes 546
Teachers 548
Sexual Abuse and Exploitation 551
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 552
TOOLS 555
READING AND REFERENCES 556
CHAPTER 18 LIVELIHOODS 559
KEY MESSAGES 560
INTRODUCTION 561
KEY ISSUES 562
Roles and Responsibilities 562
Employment Opportunities 566
Trade 569
Agriculture, Horticulture and Animal Husbandry 570
Training and Income Generating Projects 570
Grants 573
Microfinance Schemes 573
Involvement of Camp Residents 574
Female Participation 575
CHECKLIST FOR A CAMP MANAGEMENT AGENCY 576
TOOLS 578
READING AND REFERENCES 579
CHAPTER 19 583
Appendix 1: The Camp Management Project 583
Appendix 2: Cluster Approach and Camp
Coordination/Camp Management (CCCM) Cluster 585
Appendix 3: List of Acronyms 591
Appendix 4: Key Agencies and Websites 594

CAMP MANAGEMENT TOOLKIT | TABLE OF CONTENTS 13



14

ABOUT THE CAMP MANAGEMENT TOOLKIT

WHAT IS THE CAMP MANAGEMENT TOOLKIT?

Taking a comprehensive and holistic look at camp management as a recognised
and vital humanitarian sector, the Camp Management Toolkit incorporates a wide
range of relevant information on various aspects of camp operations, particularly
the roles and responsibilities of a Camp Management Agency.

The Camp Management Toolkit highlights essential issues of protection and
service provision in camps and camp-like settings and provides practical advice
for camp management staff on how best to ensure the overall coordination and
management of a camp and uphold the rights of displaced persons. It is an ad-
visory manual and does not attempt to develop agency policies or directives.

o Please note that the Camp Management Toolkit does not
advocate for establishing camps, nor does it promote camp life!
Rather, it takes a pragmatic approach recognising that camps are
sometimes the only option and a last resort for hosting displaced
persons. Once the decision for camp set-up is made, humanitarian

agencies engage in a range of activities that seek to uphold the
rights of, and best meet the needs of, displaced persons. These
tasks involve the design of the camp, the implementation of its
development and maintenance and the planning of durable solu-
tions and exit strategies.

The Camp Management Toolkit is applicable to camps for both refugees and
internally displaced persons (IDPs) and in both conflict situations and natural
disasters. It is written to complement existing sector guidelines and standard
works such as The Sphere Project’s Humanitarian Charter and Minimum Standards
in Disaster Response and UNHCR’s Handbook for Emergencies, amongst others.

The term camp is used throughout the text to apply to a variety of camps
or camp-like settings - temporary settlements including planned or self-settled
camps, collective centres and transit and return centres established for host-
ing displaced persons. It applies to ongoing and new situations where due to
conflict or natural disasters, displaced persons are compelled to find shelter in
temporary places.

CAMP MANAGEMENT TOOLKIT | ABOUT THE CAMP MANAGEMENT TOOLKIT



Since 2004, the Camp Management Toolkit has been actively used in the field.
As a result of the advocacy and awareness raising that has taken place, several
hundred individuals and organisations have downloaded the Toolkit from the
project website (www.nrc.no/camp); and even more have received it while at-
tending camp management training workshops. These have included staff from a
range of UN agencies, international organisations, local and international NGOs,
universities, research institutions and governments. Countries where the Toolkit
is or has been actively used include Liberia, Sudan, Pakistan, Sri Lanka, Burundi,
Uganda, Indonesia, Timor Leste, Georgia, Lebanon, the Democratic Republic of
Congo, Kenya, Chad and Ethiopia.

This revised 2008 version of the Camp Management Toolkit is published by
the Camp Management Project — a joint initiative of the Danish Refugee Council
(DRCQ), International Organization for Migration (IOM), International Rescue Com-
mittee (IRC), Norwegian Refugee Council (NRC), United Nations Office for the
Coordination of Humanitarian Affairs (OCHA), United Nations High Commissioner
for Refuges (UNHCR). It contains a large number of new case examples of good
practice and lessons learned, reflecting comments and suggestions from field
colleagues around the world. It contains updated sector-specific information as
well as the latest essential online and printed information.

We hope that the Camp Management Toolkit will be one of the reader’s first
reference sources when managing or working in camp operations. We equally
hope that it will be read and actively used by international humanitarian staff
as much as by local camp managers, community leaders, authorities, service
providers and, most importantly, by displaced persons themselves.

0 The Toolkit is a ‘living document’ and strives to both reflect

and be informed by the constantly evolving field of camp man-
agement.
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HOW TO USE THE TOOLKIT

The organisation and structure of this 2008 updated version of the Camp Man-
agement Toolkit are different from previous versions. While the 2004 version was
organised chronologically, following the life-cycle of a camp from planning and
set-up to closure, the 2008 version is divided into four thematic sections:

e l:Introduction

e |l: Core Management Tasks

e lll: A Safe Environment

e |V: Camp Services (see table of contents).

This re-organisation has been chosen to

e bring more clarity and shape to a diverse, inclusive and complex humanitar-
ian sector

o reflect the different levels of accountability - direct and indirect - that a
Camp Management Agency holds in each particular sector or aspect of the
operation

o make it easier for readers to quickly scroll and find information about a topic
regardless of what stage in the life of a camp they are engaged with

e provide a more logical categorisation of topics and activities reflecting the
operational essence of camp management.

INTRODUCTION TO THE TOOLKIT SECTIONS

Section I: Introduction
Section | provides an introduction to the Camp Management Toolkit 2008 and
the sector of camp management as a whole. As a relatively new and fast-devel-
oping humanitarian sector, it is important that there is a shared understanding
of what camp management is (Chapter 1), and what it seeks to achieve.
Camps and camp management can be highly context specific, and depend-
ent upon the nature and the particular circumstances of the camp operation.
Experience shows that one of the greatest challenges, both at the onset of a
new emergency and equally in situations of protracted displacement, can be to
mutually agree on the roles and responsibilities (Chapter 2) of those involved.
Such clarity is a vital prerequisite for an effective camp response. It also un-
derpins the accountability of humanitarian actors to the displaced community.
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Section Il: Core Management Tasks

Section Il outlines in more detail the core management tasks undertaken by a
Camp Management Agency. These are all basic and cross-cutting issues, which
are vital to ensuring standardised provision of assistance and protection to a
camp population.

Ensuring community participation and involvement (Chapter 3) is essential
for a Camp Management Agency, both for ensuring effective camp management
and for developing the capacities, self-esteem and dignity of camp residents
which, unfortunately, are so often undermined by displacement.

Coordination (Chapter 4) and information management (Chapter 5) are the
activities through which relevant, accurate and up-to-date information about
the camp is used among partners. Collecting and sharing data and information
are key to identifying gaps and needs in camp operations and planning and
implementing accordingly.

The way in which natural resources and the environment (Chapter 6) are used
and protected is equally central in a camp operation. Environmental issues need
to be considered across camp sectors and beyond camp boundaries as they affect
not only the lives of the camp residents, but often the host community as well.

An exit strategy for camp closure needs to be considered when planning for
camp set-up. Camp set-up and closure (Chapter 7) cannot be seen in isolation but
rather as the start and end points of the interconnected processes in a camp’s
life-cycle. Sound planning of camp set-up and closure according to standards
has a direct impact on the daily life of camp residents, but also on the way a
camp will be managed.

Section Ill: A Safe Environment

Upholding the rights of displaced persons is central in the work of a Camp Man-
agement Agency. Therefore, Section Ill of the Toolkit looks at a range of protec-
tion-related issues, information and guidelines to be aware of when working in
camp operations. These involve general and specific considerations on protection
in camp settings (Chapter 8) including an outline of the roles, responsibilities
and mandates of specialised protection agencies.

Registration (Chapter 9) is a key protection tool and a foundation for the
provision of equitable assistance and protection. Additionally, registration infor-
mation is of particular significance in protecting groups who are most vulnerable
to gender-based violence (Chapter 10), and persons with specific needs (Chapter
11). Those are all potentially at greater risk in camp settings and require therefore
special assistance and care.
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Camp safety and security (Chapter 12) are essential for everyone involved in a camp
operation - camp residents, authorities and also the staff of humanitarian organisa-
tions. Effective safety and security management is an essential prerequisite for ena-
bling a Camp Management Agency to operate in an often insecure environment.

Section IV: Camp Services

The final section of the Toolkit focuses on specific humanitarian sectors and

services that usually exist in camps, as well as the related assistance provided to

meet the basic needs and fundamental human rights of the camp population.

The aim of the Camp Management Toolkit is not to cover all possible services
that may be provided in a camp. Rather, it focuses on those that usually come
first in a camp operation such as:

e Food and Non-Food Items Distribution (Chapter 13) - ensuring that the
displaced have enough food to eat and sufficient supplies and items for
personal hygiene, well-being and household activities.

o Water, Sanitation and Hygiene/WASH (Chapter 14) - providing safe drinking
water and appropriate sanitation and hygiene facilities to avoid epidemics
and diseases and keep people in good health.

o Shelter (Chapter 15) - ensuring not only people’s physical protection against
the weather, but providing a space of privacy and dignity.

e Health Care and Health Education (Chapter 16) - raising awareness of the
most crucial risks to the physical and mental health of camp residents as well
as appropriate measures to avoid or treat the most common illnesses.

o Education (Chapter 17) - highlighting the importance of providing education and
training particularly to children and youth in order to facilitate their personal
development and make (re-) integration upon return or re-settlement easier.

o Livelihoods (Chapter 18) - outlining the possibilities for implementing and
promoting livelihoods and income-generating activities which increase the
camp population’s self-esteem, food security and economic independence.

CROSS-CUTTING ISSUES

Most of the topics in the Camp Management Toolkit are interconnected and have
relevance for and explicit links to other sectors and chapters. Such topics as GBV,
protection, participation and community involvement, information management and
environment are cross-cutting in nature and their messages are integral to the Toolkit
as a whole. In addition, information on cross-cutting issues such as gender, age, HIV/
AIDS, and environmental issues has been integrated throughout the chapters.
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THE CHAPTER STRUCTURE

All chapters have the same outline or core structure and are divided into:
e Key Messages.

e Introduction.

o Key Issues.

e Checklist for a Camp Management Agency.

e Tools.

e Reading and References.

Understandably, each chapter has its own character, owing to the nature of each
topic and the fact that they have been written by a range of experts - from within
the Camp Management Project or external consultants. The chapters have been
carefully and thoroughly edited and streamlined, whilst retaining the personal
style and approach of the authors.

Key Messages
These reflect the chapter contents and highlight some of the most essential infor-
mation and issues to consider when dealing with the relevant aspect or sector.

Introduction

Depending on the nature and topic of the chapter, the introduction either takes
an overall glance at the chapter contents, or summarises and concludes, or
provides important background information.

Key Issues

Most of the information in every chapter is given here. Key Issues are flexibly
structured. Readers will note that the roles and responsibilities of a Camp Man-
agement Agency are not consistently structured in a separate section, but are
worked into the overall text where they fit best.

Checklist for a« Camp Management Agency

The checklist reflects and recaps on the chapter contents, and contains additional
details to check on when operating in the relevant sector or with specific tasks.
It is intended as a practical tool and a ‘reminder at a glance’ for field staff, which
can assist in planning, monitoring and evaluation. It is not however, intended as
a chronological or all-inclusive list of ‘to do’ action points which can be ticked
off, as such a detailed tool is always context specific.
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Tools

Tools have been collected from field colleagues and sources around the world.
Many have been developed by staff looking for a context-specific answer to a
particular need. As models and blue-prints, they can provide practical support
to camp management projects and field staff internationally. Whilst some of the
tools have been developed for a single context or camp only, others are more
generic and/or internationally- recognised.

Essential Reading and References

All camp management staff should consistently seek further information and
input from other sources. They should always strive for professional develop-
ment and learn from examples of best practice. For this reason an updated
and eclectic list of essential relevant publications, guidelines and handbooks is
attached to every chapter.

o Almost all the tools, publications and other documents referred

to are available on the Toolkit CD attached to every hardcopy binder.
Weblinks are provided for downloadable online resources.

BOXES AND SYMBOLS

Red and black coloured boxes are included in every chapter. They have been
used where important information or examples of good practice may not have
been possible to work into the logical flow of the text, but were still very relevant
to provide. Two different symbols and colours distinguish between:

0 Case examples, practical tips, lessons learned and good practice
from field practitioners and camp situations worldwide.

o Technical facts and information, things to be particularly aware

of when managing a camp.

Other symbols used are:
»» Links to other chapters, tools or essential readings and references.
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KEY MESSAGES

>

States, in line with the obligations and responsibilities of sovereign bodies,
are responsible for providing protection and humanitarian assistance to
internally displaced nationals and refugees within their territories - including
those living in camps or camp-like settings. In situations where the authori-
ties are unwilling or unable to provide protection and/or assistance to the
displaced population, humanitarian actors have a duty to support the State
to do so.

Whilst camps are an option of last resort they are sometimes the only choice
for the temporary provision of protection and assistance to displaced popu-
lations forced to flee their homes due to natural disaster or conflict.

The key aim of camp management is to ensure that standards in the camp
are upheld so as to allow the displaced population to enjoy their basic hu-
man rights whilst striving for durable solutions.

Camp management (or Camp Coordination and Camp Management in a
cluster response) is a vital form of humanitarian assistance because it co-
ordinates protection and assistance programming and takes a holistic ap-
proach to upholding basic human rights and meeting the needs of the camp
population.

Filling gaps in provision and avoiding duplication depends on effective
coordination at camp level with the service providers and the camp popula-
tion and information management between the Camp Management Agency
and the Sector or Cluster Lead Agency and other stakeholders - including
government representatives.

Central to camp management is a sound understanding of the importance
of the mobilisation and participation of the camp population - including
individuals and groups most at risk — in decision-making processes and the
daily life of the camp.
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o Legal Instruments
Camp management is informed by key instruments of international
law. For further information on rights and duties in relation to refu-
gees and internally displaced persons (IDPs) see especially:
1951 Convention Relating to the Status of Refugees and the 1967
Protocol
The Universal Declaration of Human Rights, 1948
The Geneva Conventions of 1949 and the two protocols of 1977
The Guiding Principles on Internal Displacement, 1998

INTRODUCTION

An earthquake, flood, tsunami, civil war, regional conflict, a failed peace accord
- these and other events can rapidly leave people homeless and in need of protec-
tion and assistance. Whether it is an unexpected natural disaster causing people
to be internally displaced from their homes, an eruption of conflict resulting in a
sudden influx of refugees or other catastrophic events, emergencies can strike
anytime and anywhere. For those who have lost property, lived through traumatic
events and are suddenly left outside the safeguards of their own homes and
communities, camps offer a safe place to run to, a place where they can receive
medical treatment, food, shelter and protection. Whilst camps cannot provide
permanent or sustainable solutions, if they are well-managed they can provide
a temporary refuge where vital and often life-saving assistance can be offered.

The overall aims of camp management are to raise the standard of living
in the camp, to ensure that assistance and protection programmes are in line
with internationally agreed laws and standards and therefore enable the camp
population to enjoy access to their basic human rights. Camp management must
provide effective coordination at camp level between the humanitarian assist-
ance and protection programmes being delivered and the displaced population
or beneficiaries. A Camp Management Agency works with a wide range of camp
stakeholders to ensure that the camp population has equitable access to the
assistance and services that they need and have a right to. It does so through
the management of information about the camp and the population; through
developing coordination forums and advocating for adequate provision; through
developing partnerships with all those involved and by effectively mobhilising
camp residents to participate in leadership structures, decision-making and
the daily life of the camp.
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»» For more information on community participation, see chapter 3.

»» For more information on coordination, see chapter 4.

»» For more information on information management, see chapter 5.

»» for more information on services and technical assistance in camps,
see chapters 13-18.

Camps exist to ensure that the basic human right to life with dignity is upheld
for displaced communities. Camp management best practice is based on an
understanding that all activities in a camp should be undertaken with the core
aims of ensuring the protection of the camp population from abusive or degrad-
ing treatment and upholding their rights, including to food, shelter, health care
and family unity.

For a Camp Management Agency every intervention in the daily life of a
camp, or camp-like setting — whether, for example, repair of shelter roofs, set-
ting up of a pre-school or distribution of commodities — must be done in such a
way that camp residents’ vulnerability to violation, deprivation and dependency
is reduced and opportunities to enjoy their rights and participate meaningfully
and equitably are maximised. Likewise, it is the duty of the Camp Manage-
ment Agency to ensure that while displaced persons - refugees and internally
displaced persons (IDPs) - are staying in a camp they receive legal recognition
and protection, through registration, issuance of birth and death certificates and
assurance they will not be forced to return home against their wishes before it
is safe to do so.

»» For more information on protection, see chapter 8.
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KEY ISSUES

WHO IS RESPONSIBLE FOR CAMP MANAGEMENT?

The straightforward answer to this question is that the State is responsible for
the management of camps and temporary settlements within their borders.
This responsibility is in line with the obligation and responsibilities of a State to
provide protection and humanitarian assistance to internally displaced nationals
and refugees within its sovereign boundaries.

In situations where State authorities may be either unable or unwilling to
provide assistance and protection to refugees, UNHCR (United Nations High
Commissioner for Refugees), has an international mandate and responsibility for
their protection. Working closely with UNHCR and other UN and/or international
organisations, who take responsibility as Sector Leads, the camp management
role is usually undertaken by an international or national non-government or-
ganisation - ()NGO.

In situations where IDPs have been forced or obliged to flee their homes
as a result of conflict or natural disaster no single agency has a mandate for
their protection. In response to the rising number of IDPs, the need to ensure
predictability and accountability in international humanitarian responses to
humanitarian emergencies and to clarify the division of labour among organisa-
tions, the UN’s Emergency Relief Coordinator (ERC) - the UN Under-Secretary
General who heads the UN Office for the Coordination of Humanitarian Affairs
(OCHA) - launched the Humanitarian Response Review in 2005. This has
contributed to more precise defining of roles and responsibilities within the
different sectors of humanitarian response. The Inter-Agency Standing Com-
mittee (IASC) - the primary forum for coordination of humanitarian assistance
which brings together key and non-UN humanitarian partners - has designated
global cluster leads in 11 areas of humanitarian activities, including camp
responses. The primary source of information about the cluster approach is
at www.humanitarianreform.org.

The global cluster leads for Camp Coordination and Camp Management
(CCCM) for conflict-impacted IDPs is UNHCR and the International Organization
for Migration (IOM) for those internally displaced by natural disasters.

The CCCM Cluster can be ‘activated’, or set up at national level in new or ongo-
ing emergencies, based on recommendations made by the UN Humanitarian
Coordinator (or Resident Coordinator).S/he does so in consultation with na-
tional authorities/counterparts, country level IASC partners, the ERC and the
global IASC. The CCCM Cluster then acts as a forum for humanitarian actors:
national authorities, UN agencies, international organisations (the Red Cross and
Red Crescent Movement and the International Organization for Migration) and
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national and international NGOs and endeavours to ensure they work together
in partnership to coordinate effectively and raise standards in camps or camp-
like settings.

In situations where refugees or IDPs seek temporary shelter in a camp, or
camp-like setting, all organisations with a role in camp coordination and camp
management and other humanitarian workers, through their presence in the
field, play a critical role in meeting the needs of displaced people, through the
provision of services, assistance and protection. Meeting these requirements
is part of fulfilling the fundamental right of all people, refugees and IDPs, to life
with dignity and freedom from cruel, inhuman and degrading treatment.

»» for more information on the CCCM Cluster roles and responsibilities, and the Lead
Agencies please see the section ‘Partnerships and Stakeholders in Camp Manage-
ment’ later in this chapter; Appendix 2, and the Reading and References section.

CAMP MANAGEMENT AND THE ROLE OF

A CAMP MANAGEMENT AGENCY

Camp management operates at the level of a single camp. Usually, but not
always, an (I)NGO will undertake the role of Camp Management Agency and
will often establish an office(s) inside the camp(s) it manages. Camp manage-
ment responds to the changing needs of a dynamic camp environment, and is
therefore by its nature, non-prescriptive and context specific. The nature of the
emergency, the extent and patterns of displacement, the type of camps that are
established, the resources available and the capacities of key stakeholders will
all contribute significantly to the specific activities that a Camp Management
Agency undertakes in the course of a camp’s life cycle.

Ideally, a Camp Management Agency will be present from the onset of an
emergency, allowing them to play an important role in selecting the location of
the camp(s), and in the first phase of camp design and set up. However, in reality
a Camp Management Agency often becomes operational at a somewhat later
stage, after the camp is already established. The activities of a Camp Manage-
ment Agency are therefore dependent on a number of local variables as well
as their agency mandate, programme resources and the capacities and needs
of other stakeholders.
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Q A Camp Management Example from the Field
In post-tsunami southern Sri Lanka in 2005 there was a dispersed,
fragmented and highly mobile camp population, living in relatively small
sites around the coast of the island. Some families were self-settled,
preferring to stay close to their original land, whilst others had moved
to camps or sites. These were built by a diversity of agencies lacking
the mandate or resources to manage or maintain the sites and shelters
they had constructed in the emergency phase. With over 50 small sites
in one district alone, it was not feasible for a Camp Management Agency
to establish a permanent on-site presence. An international NGO re-
sponded by initiating a Transitional Settlement Site (camp) Management
Project, with the initial aims of developing camp management aware-
ness amongst humanitarian and government actors and building the
capacity of the camp or site populations to self-manage. To do so, they
developed a programme of camp management training and coaching.
The process of building permanent houses for the site populations took
longer than everyone had hoped, changing field realities and the needs
of the camp populations and the humanitarian community. Coordinated
by the Government of Sri Lanka and UNOCHA, the Site Management
project responded to the new situation by implementing activities to
meet three objectives:

e training and coaching camp residents, aiming specifically to build
functioning and representative camp committees able to take re-
sponsibility for the continued management of the sites

o implementing a repair and upgrade programme for site infrastructure
and shelters using camp resident and host community skills and
labour

o taking over the updating of a cross-sectoral, cross-site database
and disseminating information to support the government and other
humanitarian agencies to plan appropriate interventions.

The tasks undertaken by camp management will evolve and change as the
camp moves through set up and design, into a phase of care and maintenance,
and finally towards phase-out and closure. It is vitally important to identify
sustainable and durable solutions for the displaced population — whether return,
local integration or resettlement.
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o It should be remembered that at all stages a Camp Management
Agency requires, above all else, the humanitarian space in which to

operate. That implies access to the camps, assurances of security for
agency staff and the invitation, or at least the consent, of the national
authorities of the country in which they are operating.

»» For more information on setting up and closing camps, see chapter 7.

The work of a Camp Management Agency encompasses activities in one single
camp that focus on:

coordinating services (delivered by NGOs and other service providers)
establishing governance and community participation/mobilisation
mechanisms

ensuring the maintenance of camp infrastructure

information management (including collecting and disseminating data
appropriately)

advocating for, or providing, key services in gap areas

monitoring the service delivery of other providers in accordance with agreed
standards.
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¢ Mobile Teams in Pakistan

In situations where it is not feasible for a Camp Management Agency
to have a permanent presence in a camp, mobile camp management
teams may be used. This was done by a Camp Management Agency in
Pakistan after the 2005 earthquake. With camps scattered over a large
geographical area, the mobile teams worked to give support and advice
to less experienced actors working in camps. The mobile teams firstly
implemented a camp management training programme for agencies
working at camp level, including local government authorities and civil
society organisations. Focusing on issues including coordination, winteri-
sation of camps and technical standards, the mobile camp management
team then travelled between camps to provide follow-up.

Their objectives were to:

e visit the camps where camp management training
participants work

e advise and coach the participants in their daily work

e intervene directly in camp management where necessary

« report on and document the improvement (or deterioration)
of the situation in the camps.

The information that the mobile teams gathered included:

o camp data: name, location, population

o date of visit

o sectoral gaps and challenges

o the condition of the camp prior to and after camp
management training.

ROLES AND RESPONSIBILITIES IN IDP SITUATIONS WHERE THE
CCCM CLUSTER IS ACTIVATED

The global CCCM Cluster has outlined the roles and responsibilities in the man-
agement and coordination of camps in IDP responses. These guidelines, which
should be read in full - see References at the end of the chapter - are sum-
marised below.

Camp Administration (Supervision)/Role of Governments

and National Authorities:

Camp Administration refers to the functions carried out by governments and
national (civilian) authorities that relate to the oversight and the supervision of

CAMP MANAGEMENT TOOLKIT | CHAPTER 1 — WHAT IS CAMP MANAGEMENT

29



30

activities in camps and camp-like situations. It comprises such sovereign State
functions as:

designating, opening and closing camps

securing land and occupancy rights for a temporary settlement, resolving
disputes arising from land appropriation and preventing claims against
individuals/agencies living/working in a camp

providing security, maintaining law and order and guaranteeing the civilian
character of a displaced persons’ camp

issuing documentation, permits and licenses (such as birth certificates, ID
cards and travel permits) to camp inhabitants

protecting citizens and preventing evictions, relocations or any other further
displacement of those living in the camp before they can regain their original
homes in safety and dignity or are offered other residence that conforms to
international standards

facilitating access to camps by humanitarian agencies.

Camp Coordination: The Role of IASC-designated Cluster Leads:

The primary objective of the Camp Coordination function is to create the humani-
tarian space necessary for the effective delivery of protection and assistance.
Camp Coordination also entails:

coordinating roles and responsibilities directly relating to the development

and support of national/regional plans for establishment and management

of camps

ensuring these plans incorporate exit and solutions strategies

coordinating roles and responsibilities in the overall humanitarian camp

response, including ensuring adherence to agreed IASC standards and op-
erational guidelines regarding the CCCM Cluster

ensuring situational assessment, operational planning, strategic design, moni-

tored implementation, technical support and overall cluster coordination

ensuring that during the humanitarian response there is full and appropriate
consultation with:

1. beneficiary populations, making sure they are involved in needs asses-
sment, delivery of protection/assistance and development/implementa-
tion of durable solutions

2. national government authorities - or, if not-present, the non-state
actor in effective control of the area where the camp(s) are situated

3. humanitarian and development partners within the CCCM Cluster
- including camp managers and service delivery partners, as well as
other cluster and/or sector partners and the IASC country team

4. other actors such as civil society, donors, the diplomatic community,
local/host communities and the media.
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providing appropriate support to national authorities, including capacity
building

establishing an open dialogue with the authorities so as to be in a position
to discuss any problem that might arise as a result of efforts to comply with
obligations a government, UN agencies and humanitarian organisations
have undertaken

promoting and encouraging government ownership of the protection and
assistance strategy for camps and camp-like temporary settlements
ensuring that international standards are being applied and maintained
within and amongst camps

identifying and designating Camp Management Agencies and service
providers

monitoring and evaluating service provision

effectively addressing issues of poor performance by camp management
and/or service delivery partners

providing training and guidance to all humanitarian partners

setting-up and maintaining assessments and monitoring and information
management systems

ensuring that all partners and service providers have access to, and share,
operational data at the camp and inter-camp levels to help identify and
address gaps and avoid duplication by service providers.

Camp Management/Role of Camp Management Agency, normally
National or International NGOs:

Under the overall coordination and support provided by the Camp Coordination
Agency, the respective Camp Management Agencies will closely collaborate with
the on-site authorities (the Camp Administration) and liaise with them on behalf
of all humanitarian actors and service providers.

Camp management encompasses those activities in one single camp
that focus on:

coordination of services (delivered by NGOs and others)

establishing governance and community participation/mobilisation
mechanisms

ensuring maintenance of camp infrastructure

data collection and sharing of the data

provision of defined services

monitoring the service delivery of other providers in accordance with
agreed standards

identifying gaps in the provision of protection and assistance and
avoiding duplication of activities
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o referring all problems that cannot be resolved at the camp level to the CCCM
Cluster Lead Agency/Camp Coordination Agency

e assisting the Camp Coordination/Cluster Lead Agency in defining the stand-
ards and indicators that are to be applied in particular responses requiring
camp or camp-like situations.

The Camp Management Agency should also feed information and data to the
Camp Coordination Agency and to any information systems which might have
been set up within the cluster.

PARTNERSHIPS AND STAKEHOLDERS IN CAMP MANAGEMENT

The Camp Management Agency works in close coordination with a variety of

other actors or stakeholders, all of whom have a vested interest in the life of the

camp. Key partnerships for a Camp Management Agency include:

o the Sector or Cluster Lead Agency for the camp response (e.g.: UNHCR, IOM)

e the national government and/or on-site authorities where the camp is es-
tablished

e service providers and other humanitarian workers in the camp - often NGOs,
INGOs or community-based organisations

e protection actors in the camp - often mandated protection agencies such as
UNICEF, UNHCR or the International Committee of the Red Cross (ICRC)

e the camp population - including leaders, representatives, women, men,
girls and boys

e the host population - those living in the vicinity of the camp or nearby
towns/villages.

The Sector/Cluster Lead (Camp Coordination

Agency in a Cluster Response)

The Camp Management Agency works closely with the Sector or Cluster Lead
Agency, whose responsibility it is to coordinate with national authorities in the
provision of an overall camp response. It is under their guidance and support
that inter-camp coordination is assured, and levels of assistance between camps
are monitored to ensure standards are comparable. Should this not be the case,
the inequalities can create a ‘pull factor’ as people from other camps and sur-
rounding host communities move to camps with better services or facilities,
sometimes known as ‘Hilton” camps. All problems at camp level, that cannot be
resolved may be referred by the Camp Management Agency to the Sector or
CCCM Cluster Lead Agency.
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The Authorities

A Camp Management Agency also works closely with on-site authorities (known
as Camp Administration in a CCCM Cluster response) and liaises with them. On
specific issues the Camp Management Agency may do this on behalf of all hu-
manitarian actors and service providers in a camp. Often sector-specific NGOs
may work directly with relevant departments or line ministries such as education
or health on sector-specific interventions. The Camp Management Agency may
ask for the support of the Sector or Cluster Lead in advocating for government
backing for specific initiatives, or in the face of a particular challenge.

o It is of the utmost importance that a Camp Management Agency
should work to develop positive, cooperative and mutually beneficial
partnerships with the authorities in the interests of soliciting their
support and developing their capacity to uphold the human rights
of the displaced population. The State authorities are responsible
for providing protection and assistance to IDP and refugee popula-

tions on their territory. Whilst an agency may only be present for the
duration of an emergency, the authorities were often in place long
before an agency’s arrival, and may be there long after the depar-
ture of humanitarian relief programmes. However, developing and
maintaining an effective partnership can be complex, and might at
times be affected by limited mutual understanding, political agendas,
conflicting priorities and/or a lack of capacity and resources.

The Service Providers
Effective camp management, should also work to empower service providers.
It is a key function of a Camp Management Agency to enable others to deliver
appropriate and effective assistance. With effective camp management support,
service provision that is equitable, impartial and accessible for groups with spe-
cific needs and especially vulnerable groups should be ensured. Agencies will
expect accurate and up-to-date information on the camp population and camp
life; facilitation in developing mutually beneficial partnerships with the Sector or
Cluster Lead and national/local authorities and forums for effective coordination.
Likewise, service providers should enjoy opportunities and guidance in develop-
ing effective community mobilisation and participation as part of their projects.
This, in turn, can promote their initiatives and gives beneficiaries chances for
input and feedback, which can have a positive impact on quality.

A more challenging dimension of the partnership with service providers
can be that the role of camp management is also to monitor and report on the
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standard of assistance and provision. A Camp Management Agency’s role in
relation to monitoring service-providing agencies must be clearly outlined in
MoUs (Memorandums of Understanding) and supported by Sector/Cluster Lead
Agencies to ensure it has legitimacy and is respected. Best practice in camp
management involves developing relationships of mutual trust, respect and
support. Although inter-agency competition, incompatible agendas, disagree-
ments, politics — or simply a lack of accountability - can all make for difficult
negotiations, a Camp Management Agency has a responsibility to advocate for
coordination and to identify ways in which all parties work in a cooperative and
transparent manner for the good of the camp population. The level of services in
a camp can fluctuate or change for many different reasons. It is the role of camp
management to find out what the status is at any given moment, the reasons
for it, and take appropriate action with all those involved.

Camp Management Agencies also work with authorities, with the Sector/
Cluster Lead Agency and with service providers to define the standards and
indicators to be applied within the camp. Identifying and agreeing on common
standards for the provision of services and assistance plays an important role
in a Camp Management Agency’s ability to hold service providers accountable,
and to advocate for improvement if standards fall below an agreed minimum.

The Camp Population

Working to mobilise the camp population and to ensure effective govern-
ance, representation, involvement, and participation - vitally, also including
groups and individuals with specific needs - is central to the role of a Camp
Management Agency. How this is achieved, the processes employed, and
the resulting outcomes, is, once again, highly context specific. However,
it is arguably one of the greatest disservices that humanitarian organisa-
tions can do to a displaced community, if they work for them instead of with
them. Displacement renders people vulnerable and dependent, and if they
additionally become passive beneficiaries of support and assistance, their
dependency and therefore their vulnerability are further increased. Actively
developing positive partnerships with the camp population is one way of us-
ing and developing the capacities — and thereby restoring the independence
and dignity - of the camp population.

The Host Population

For a nearby village, town or other local community, hosting o camp population
can place significant demands on precious and limited resources. Often the host
community may be poor, lacking economic and natural resources, few livelihoods
opportunities and inadequate or non-existent facilities. They may have needs as
great, if not greater, than the displaced population, and may feel that their land,
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livelihoods, culture, security or natural resources - particularly water — are under
threat from the camp population. They may resent the camp population and the
assistance that the camp population is receiving, especially if they do not share
the same ethnicity, language, history or traditions. They may be fearful of the
impact that the camp will have or the trouble it could cause them.

The role of the Camp Management Agency is to establish and promote effec-
tive links with the host community such that their fears and needs can be heard
and participatory action taken to ensure that the impact of the camp on the host
community is effectively managed - insofar as this is possible. Establishing fo-
rums and lines of communication and ensuring host community representatives
at camp meetings is important, as is jointly exploring scope for interventions
- particularly in health and education - which could be mutually beneficial for
camp and host communities. Furthermore, action should be taken by the Camp
Management Agency to ensure that scare natural resources, like firewood and
water, are protected and alternatives are found whenever possible. The Camp
Management Agency should undertake advocacy with other humanitarian agen-
cies providing assistance to consider the needs of the host population when
identifying their beneficiaries.

WHY IS THE CAMP MANAGER’S ROLE SO ESSENTIAL?

The roles and responsibilities of a Camp Management Agency are diverse, exten-
sive and often challenging, even where humanitarian assistance programmes are
functioning well. Building effective relationships with the camp population and
establishing trust and legitimacy in the eyes of the displaced community, involves
more than ensuring their participation. It also entails increasing their experience
of equitable access to services, security, protection and empowerment.

A Camp Management Agency should at all times promote a holistic ap-
proach to assisting a camp population which takes into account their physical,
psychological, cultural, social and emotional well-being. This is achieved through
establishing and maintaining an inclusive overview of the many aspects and
stakeholders involved in the life a camp. The agency must work for the promo-
tion of adequate and appropriate assistance and protection, which enables
displaced women, men, boys and girls to enjoy access to their basic human
rights in a camp setting.

Above all else, it is incumbent upon all those involved in camp management
to heed the advice given by the Active Learning Network for Accountability in
Humanitarian Action (ALNAP):

«Every humanitarian agency (should) look beyond people’s immediate material needs to

wider questions of personal safety, and the dignity and integrity of the whole person».
Protection — An ALNAP Guide for Humanitarian Agencies, p.14

CAMP MANAGEMENT TOOLKIT | CHAPTER 1 — WHAT IS CAMP MANAGEMENT

35



CHECKLIST FOR A CAMP MANAGEMENT AGENCY

O The Camp Management Agency has signed an MoU with the national au-
thorities outlining roles and responsibilities in the provision of assistance
and protection to the displaced community.

O The camp(s) have been established as a last resort to provide temporary
assistance and protection for people forced to leave their homes due to
conflict or natural disaster.

O The search for durable solutions has been prioritised from the outset.

O The Camp Management Agency’s project planning is in line with, and takes
account, of International law, standards, guidelines and codes.

O The establishment and development of effective information management
and coordination systems with other key stakeholders in the camp response
is planned so as to ensure the equitable and impartial provision of assistance
and protection.

O Participation of the camp community is planned for in all interventions.
Camp management activities are planned, implemented, monitored and
evaluated in ways that promote effective governance and the representation
and involvement of the camp community in all areas of camp life.

O Systems are in place for the collection, analysis, storage and dissemination
of data and information about life in the camp to a range of stakeholders
- but with due regard for data security and confidentiality.

O The mandate, objectives and capacities of the Camp Management Agency
are clear and well known - including the provision of any additional sector-
specific assistance that the same agency may also be providing.

O The protection of persons with specific needs, and groups and individuals most
at risk is integrated (mainstreamed) into all camp management activities.

O The Camp Management Agency works to develop ainclusive, transparent,
supportive and mutually beneficial partnerships with the national authori-
ties, the Sector/Cluster Lead Agency, providers of services and assistance,
the camp population and the host community.
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O The overall aim of the Camp Management Agency’s programming is to raise
the standard of living in the camp and to enable the camp population to
enjoy access to their basic human rights.

O The Camp Management Agency refers any issues that it is unable to solve
at camp level to the Sector/Cluster Lead.
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o Almost all the tools, publications and other documents referred
to are available on the Toolkit CD attached to every hardcopy binder.
Weblinks are provided for downloadable online resources.

Linda Richardson and Gill Price, 2007. A/l In Diary. A Practical Tool for Field
Based Humanitarian Workers. www.allindiary.org/uploads/final_All_in_Diary_cd.pdf
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KEY MESSAGES

>

The Camp Management Agency is responsible for the coordination of assist-
ance, protection and services at camp level. This entails building effective
partnerships with a diversity of stakeholders.

The Camp Management Agency works to establish effective and representa-
tive camp governance and for the promotion of camp residents’ participation
in decision-making and in the daily life of the camp. Well-functioning camp
environments depend upon the direct and indirect participation of camp
residents. This can take many forms.

The human resources required and the composition and organisation of
camp management staff will differ according to context. The inclusion of
women on the staff, clear roles and responsibilities, as well as training and
staff development are central to the quality and accountability of a Camp
Management Agency’s work.

Effective information sharing is key to avoiding duplication of activities,
filling gaps in provision and ensuring consistent monitoring and reporting
procedures. Within Camp Coordination and Camp Management (CCCM)
cluster structures, the Camp Management Agency needs to contribute to
formulation of a sound CCCM terms of reference. Such a ToR is key to a
strategy that reflects the needs on the ground and establishes and maintains
links with other clusters.

Camp Management Agencies need to establish transparent and inclusive
partnerships with all stakeholders involved in the camp. Developing moni-
toring and feedback systems with service providing agencies - including
effective and accessible systems for handling complaints and incorporating
lessons learned - builds trust and legitimacy.

CAMP MANAGEMENT TOOLKIT | CHAPTER 2 — ROLES AND RESPONSIBILITIES



INTRODUCTION

0 It is 25 minutes to a coordination meeting in the camp. A line of
angry camp residents is outside the office wanting to talk about flood-
ing in their block. The food rations from the Food Pipeline Agency are
running low. A meeting needs to be scheduled with the Camp Food

Committee to alert them as soon as possible. They need to sensitise
the greater camp community to the fact that the full food ration will
not be available this month. The monthly report was due yesterday.
A call comes on the radio that a high-level donor representative is
en route to the camp for an unplanned inspection tour. Your boss
wants you to ensure the visit goes smoothly.

What do you do first?

For those who have been in the role of a camp manager, or worked for a Camp
Management Agency, this hypothetical scenario is not so out of the ordinary.
Daily operations in an IDP or refugee camp often pull staff in multiple directions,
rarely making the task of ranking priorities straightforward.

The Camp Management Agency’s job is one of constant motion. Responsible
for coordinating other service providing agencies, monitoring humanitarian
standards and indicators, listening and managing situations of potential conflict,
promoting harmonious relationships and participation and addressing admin-
istrative tasks and broader staffing and agency issues. A camp manager can
take the role of a mayor, an ambassador, a diplomat, a finance officer, a protec-
tion monitor, a technician, a trainer and an all-round fixer. Camp management
requires quick thinking, innovation and careful planning.

Camp management interventions can take many forms - from a mobile team
visiting numerous camps infrequently, to a permanent on-site presence. In many
cases, a national or international NGO, made up of a team of staff members, is
responsible for day-to-day camp management operations. Each situation will
determine the most appropriate and feasible management structure. If account-
ability is to be ensured, it is essential that roles and responsibilities are clear. A
Camp Management Agency needs a clear and transparent ToR which matches
needs on the ground. The Agency must have sufficient capacity (both funding
and human resources) to carry out the required tasks.
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The tasks or core responsibilities of a Camp Management Agency can roughly
be grouped into six categories:

e managing and training staff

¢ coordinating and monitoring assistance and services

e setting up governance and community participation mechanisms

e ensuring the care and maintenance of camp infrastructure

e managing information

e communicating with the camp population.

KEY ISSUES

MANAGING AND TRAINING STAFF

Camp Management Agency Core Staff

Agency funding, human resource policies and the context will determine many
of the staffing and human resource decisions made when assembling the Camp
Management Agency’s core team. Each setting will require a different staff com-
position or organisational structure. An agency’s core staff and their capacity will
determine much of the effectiveness of daily operations. In most settings there
will be a diversity of tasks and variety of professional backgrounds required.
Expertise in information management, construction, water and sanitation and
community mobilisation or training may all be required. It is important to ensure
that the gender balance within the team broadly reflects the ratio of men and
women within the camp population. It is also vital to employ staff with sufficient
maturity and experience to manage challenging situations and confidential
information with sensitivity and sound judgement.

Key staff proficiencies include:

o willingness and ability to assume responsibility

e anopen and inclusive approach

e an ability to prioritise and plan

e communication and coordination skills

e the ability to manage conflict and reach and build consensus

e innovation, flexibility and a solution-oriented approach

e apositive and proactive approach to community mobilisation and
participation.
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o When engaging camp management staff, it is important to en-
sure good representation of women — ideally reflecting the ratio
of men and women in the camp. Given the profile of the displaced

population — usually comprised primarily of women and children
— staff with skills in specific technical sectors, or a background in
protection, prevention of gender-based violence and human rights
is always recommended.

Recruitment

Different stages of operations and changing needs on the ground require dif-
ferent personnel, skills and capabhilities, so a flexible approach that allows for
building the capacity of team members should be implemented from the outset.
In many settings, camp residents can act as qualified and professional members
of a camp management team. Where personal qualifications and host country
employment laws permit, Camp Management Agencies should consider recruit-
ing both paid and voluntary staff.

0 One recruitment method is to seek out trained personnel in the
displaced population during registration exercises. If professional

documentation is unavailable, proficiency examinations can be of-
fered as a means of verifying skills.

Training

It is important to remember that training is ongoing and can be undertaken both

formally and informally. The Camp Management Agency is responsible for striving

to increase the capacity of camp management staff to perform their specific job

functions. All staff working in a camp should also receive training in:

e interviewing and observation techniques

e monitoring, reporting and documentation (based on standards like Sphere
or best practice guidelines, like the Camp Management Toolkit)

« vulnerability categories and persons with specific needs (noting any special
assistance that these beneficiaries may qualify for)

e protection, human rights and gender awareness

e community mobilisation and participation methods.
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Camp Management staff should be trained and supervised to report on gaps

in humanitarian assistance and protection, on any violent or criminal incidents

that could affect the population and the stability of the camp, and to be able to

identify those groups and individuals most at risk and with specific needs:

¢ individuals with specific needs, such as the sick, older people or those with
disabilities

e those at risk of gender-based violence (GBV)

e new arrivals in the camp

o households with specific needs such as female-headed households

e unaccompanied or separated children.

Codes of Conduct

Codes of conduct can be agency-specific, be developed specifically for one camp
or be universal in their application - most notably, the Code of Conduct of the Red
Cross and Red Crescent Movement and NGOs in Disaster Response Programmes (see
Reading and Reference section of this chapter). They seek to establish standards
for ethical behavior among camp staff and promote greater accountability and
transparency for all agencies working in a camp setting. Each staff member and
volunteer should have the applicable code of conduct explained to them and be
required to sign a copy of it upon commencement of employment. It is essential
that both training and codes of conduct are translated as appropriate, and are
available in the language(s) that camp management staff can easily understand.
Where a translator is used, it is important to double check the accuracy of the
messages communicated.

To encourage proper treatment of refugees and IDPs, training or camp-wide sen-
sitisation on the Camp Management Agency’s code of conduct should cover:

e humanitarian principles

o confidential reporting procedures

e complaints and investigative mechanisms

e actions that will be taken if any member of staff violates the code.

0 Many donor agencies now require the signing of a code of con-

duct statement as a standard component of their sub-agreements.
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Each setting will require an appropriate reporting structure and procedures.
Measures to ensure confidentiality of reports need to be balanced with encourag-
ing camp residents to come forward and report abusive behaviour by community
leaders or Camp Management Agency staff.

»» For information on protection and procedures for reporting and investigating
complaints, see chapter 8 and the Tools section.

COORDINATING AND MONITORING SERVICES

Ensuring gaps in assistance are filled, avoiding duplication of activities and ensur-
ing equitable provision of services needs regular and systematic monitoring of
service delivery in the camp. Many sector-specific agencies carry out monitoring
of their own projects, and the Camp Management Agency needs to coordinate
closely with them to ensure that monitoring activities are complementary. All
should recognise that effective monitoring, and the information it generates,
inform relevant and effective coordination.

This will require:

e using well-planned and field-tested monitoring tools

e obtaining accurate, relevant and up-to-date information

¢ having capacity to analyse the data to extract useful information

e sharing information in a timely and transparent manner

o facilitating coordination forums for both information sharing and joint plan-
ning of specific programmes.

A variety of coordination fora can assist a Camp Management Agency in co-
ordinating service delivery. Regular sector-specific meetings with agency or
programme heads - are essential - and quite distinct from meetings used to
discuss political developments, overall security conditions and staff concerns.

An often stressful and uncertain climate on the ground, combined with
differences of opinion between agencies providing services can lead to inter-
agency conflict. A breakdown of communication can prove challenging for a
Camp Management Agency and have negative consequences for the provision
of assistance to the camp community. It is therefore important that the Camp
Management Agency licises with other agencies frequently and establishes and
maintains harmonious relations.

At the same time, holding agencies accountable for programmes - including
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the failure to show up for coordination meetings or declining to share essential
information which may impact the programming of others working in the camp
- is an important way of gaining legitimacy with the camp population and up-
holding their rights.

o The Camp Management Agency may also be involved in other
aspects of camp operations as a service provider. For example, they
may also provide teacher training, health services, shelter repair

or income generation projects. While the responsibilities may be
carried out by different staff members of the saume agency, those
activities may or may not be considered part of camp management
operations.

»» For more information on coordination and information management, see chapter
4 and 5.

Monitoring and coordination help to uphold standards and hold agencies ac-
countable in the provision of services and assistance. Where performance levels
are poor, and quality or quantity is inadequate, the Camp Management Agency,
with the support of the Sector/Cluster Lead as appropriate, has a duty to advo-
cate strongly for agreed-upon standards and minimal levels of assistance.

Monitoring of all sectors operating within the camp should take place, with an

emphasis on:

o commodities like food and non-food items (NFls)

o technical services related to water, sanitation, health and nutritional
status

e cultural and psycho-social programmes, including education and youth
activities

e maintenance and development of infrastructure such as roads, drainage
and educational or communal facilities.

The Camp Management Agency’s monitoring of services provided by other
agencies does not substitute for those agencies’ own responsibilities to moni-
tor how people can access their projects and the progress and efficiency of
their services. However by carrying out monitoring across sectors, the Camp
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Management Agency is able to get an overview of the standards in the camp,
and a holistic understanding of daily life and the provision of assistance. This
is especially important as camp services and assistance programmes do not
operate in isolation.

Often projects impact directly and indirectly on each other, often with posi-
tive consequences, but sometimes with unintended or negative results. Working
to raise the standard of living in the camp necessitates monitoring a broader
picture - the overall quality of life for the camp population. It is part of a Camp
Management Agency’s responsibility to understand the impact that projects
have, not only in themselves, but as part of a whole camp response.

0 Monitoring by the Camp Management Agency is even more im-
portant when assessing the conditions of persons with specific needs.
Members of the camp population like unaccompanied and separated
children, children living in foster care or group homes, child-headed
households, single older persons, households headed by older peo-
ple, or people with disabilities, have needs and protection concerns
that should be analysed throughout displacement.

0 Monitors can be recruited and trained from among the displaced
community.

Formalising Roles and Responsibilities with Service Providing Agencies
Identifying and formalising roles and responsibilities between agencies provid-
ing services in the camp is crucial to addressing gaps and can help to avoid
misunderstandings. In some instances, it may also enhance a Camp Manage-
ment Agency’s legitimacy. Formalised written agreements on who does what,
when, where and how, even simply stated, may improve coordination and could
serve as an advocacy tool when services are below standard. Camp Manage-
ment Agencies should have copies of agency agreements and work plans for all
partners operating in the camp. Drawing up a simple non-binding inter-agency
agreement or Memorandum of Understanding can also assist in formalising
the sharing of resources and stipulating entitlement to services provided by
programmes within the camp.
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Reporting to and Coordinating with the Sector/Cluster Lead

A Camp Management Agency is accountable, as part of the overall camp re-
sponse strategy, to the Sector/Cluster Lead. Management in any one camp is
invariably part of a broader strategy, involving a diversity of stakeholders and
organisations.

In situations where the cluster is active, a distinct ToR and strategy for the
CCCM Cluster needs to be established for each specific context, and roles and
responsibilities will, to some extent, be context dependent. However, in general,
as stated in chapter 1, the CCCM Cluster Coordinator will:

e apply standards in camp management

¢ monitor and report on the impact of displacement in all of the camp settings
in the region

o advocate for resource mobilisation to the HC (Humanitarian Coordinator)
and globally

e train and build capacity of national and regional actors including the Camp
Management Agency.

Ensuring that the CCCM ToR and strategy reflect the needs on the ground is a
pre-requisite for effective camp management. It is equally important, in a context
where the cluster approach is implemented, to establish the link between the
CCCM Cluster and other clusters in order to avoid duplication of activities and
ensure consistent reporting and monitoring procedures.

Problems that can not be addressed at camp level should be referred up to the
Cluster Lead/Camp Coordination Agency. In turn, the Camp Coordination Agency
will intervene with authorities, donors and other stakeholders when problems
arise. Issues such as the involvement of representatives of State bodies in protec-
tion incidents, or misbehaviour by an agency representative working in the camp,
could be problems that require the Camp Coordination Agency’s attention.
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o One advantage of working and cooperating with a Camp Coordi-
nation Agency may be where camp populations are in opposition to
authorities, particularly in situations of internal displacement arising
from ongoing conflict. Camp Management Agencies operating in
these environments may find it difficult to obtain the humanitarian

space necessary to operate. The Camp Coordination Agency, which
has a closer diplomatic link to the government authorities, may be
able to ensure that regional frameworks are put in place to clarify the
camp management role. Moving disagreements up to the national
level can reduce pressure on the daily activities of Camp Manage-
ment Agencies.

Working with Integrated Missions

Increasingly, UN peacekeeping and peacemaking missions are deployed to ar-
eas of ongoing conflicts and to post-conflict settings. In an integrated mission
a Special Representative of the Secretary-General has responsibility for all the
elements of the mission - political, military and humanitarian. Mandates for
integrated missions can range from immediate stabilisation and the protection
of civilians and supporting humanitarian assistance, to assisting in the develop-
ment of new political structures and disarming, demobilising and reintegration
of former combatants. The integrated mission approach subordinates the indi-
vidual components of the UN system to a cohesive whole to achieve political
stabilisation and promote recovery.

While the integrated mission approach is a constructive attempt to address
shortcomings in UN interventions, it does pose ethical and/or operational chal-
lenges for a Camp Management Agency or other humanitarian agency. When
the mission includes military forces from the UN or different international bod-
ies (such as NATO or the African Union) the array of objectives pursued by the
integrated missions can lead to confusion and at times contradiction between
the actions of agencies.

For example, the arrangement between the military and humanitarian ele-
ments of an integrated mission means that the impartiality of humanitarian
assistance is sometimes viewed as tainted because of the support given to one
particular ethnic group or political fraction. The issue is then one of ensuring
humanitarian space that allows non-military, apolitical actors to reach and as-
sist displaced populations.
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Further complications, like the impact of human rights abuses created by peace-
keepers, are often felt by all international agencies working in a regional area
or country. Sexual misconduct continues to be one of the most common human
rights abuses against displaced populations and often remains unpublicised
and unpunished by peacekeeping command structures.

Integrated missions can offer some advantages to Camp Management Agen-
cies. UN missions usually have considerable monetary and logistical resources
that can be mobilised to address specific needs within camps. Access to these
resources however often requires many administrative formalities.

Q Integrated Mission Support in Post-Conflict Liberia

Following Charles Taylor’s departure from Liberia in July 2003, the UN
became comprehensively engaged. Two agencies initiated a programme
to phase out the camps in the capital, Monrovia, in which an estimated
310,000 IDPs were living. The 2004-2005 Camp Phase Down strategy
was closely linked to an organised and spontaneous return process.
Return policy and operations were organised by a Joint Planning Team
for IDP return which was initially led by a third agency managing the
returns process. The United Nations Integrated Mission provided political
support for the camp phase-out and returns process, but offered little
in terms of material or operational support.

Given the scale of displacement and the numbers of IDPs requiring
return assistance the returns process was significantly under-funded.
Despite having the logistical capacity to provide trucks - and despite
repeated requests - the integrated mission did not provide vehicles,
forcing the agencies supporting return to make other inadequate ar-
rangements. Despite the availability of vast resources, there was a lack
of political will to deploy these assets for humanitarian operations.

By contrast, however, the integrated mission greatly assisted camp
management and camp phase-out efforts. The mission used its network
of radio stations and print media outlets to assist with an information
campaign on camp closure and return plans. This assistance proved
invaluable and agencies working on return and registration modalities
and their partners would not have been able to access such support
and inform IDPs outside an integrated mission model.
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o (DNGOs implementing Camp Management on the ground may
feel disenfranchised by a seemingly monolithic integrated mission.

They may have inadequate humanitarian space or autonomy in which
to operate, and feel that their mandates are being subsumed into
the overarching political strategy of the UN Mission.

Leadership and Participation of Camp Residents

Experience has shown that creating a well-functioning camp environment is
dependent upon the direct and indirect participation of camp residents. A commit-
ment to participation, a belief in its value and a resourceful and positive approach
are important for Camp Management Agency staff. Participation and mohilisation
can take many forms. Some ways of engaging camp residents include:

44
44

holding leadership elections to elect camp leaders and representatives
having formal meetings and dialogue with both traditional and elected
leaders

establishing informal contacts within the camp

developing camp committees whose members are representative of the
camp population, with a specific technical or cross-cutting sector focus:
these may include a Water, Sanitation and Hygiene (WASH) committee or
those representing older people and women

engaging members of the camp population as volunteers in specific tasks/
projects which use and/or develop their skills e.g.: carpenters, teachers
ensuring that camp management feedback procedures and complaints
mechanisms are in place, and forums developed for the camp population
to contribute and be listened to

offering employment to camp residents such as cash-for-work initiatives
encouraging community participation through such groups as neighbourhood
watch schemes, care groups for persons with specific needs and recreation
groups

ensuring the representation and involvement of groups with specific needs
and those at heightened risk.

For more ideas on the participation of camp residents, see chapter 3.

For more information on working with persons with specific needs,
See chapter 11.
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Community Leaders and Representatives

In some cases, it may require a special effort by the Camp Management Agency to
find a balance between respecting traditional or self-organised leadership struc-
tures and ensuring equitable representation of all groups within the camp.

Firstly, it is important to recognise how ‘leaders’ have been identified:

e Did the population become displaced as a unit and maintain their traditional
leadership structures?

o If displacement was more disruptive is the population now self-organising
and how is it promoting certain people as leaders?

e Isthere little actual organisation?

o Are those with apparent power simply presenting themselves to the com-
munity and camp agencies as leaders?

Secondly, the Camp Management Agency has to determine the extent to which the
leadership structure is representational and working in the interests of camp resi-
dents. This requires speaking with different members of the community as much as
possible and trying to get a holistic picture of intentions, capacities and any gaps.

Unless there is no structure at all or there is deep dissatisfaction with the
leadership from the community, it is generally advisable to assist the community
to self-organise or work with whatever structures are in place. Gaps with regards
to representation and equitability in the system should be addressed through
complementary mechanisms, not by ignoring or bypassing the existing one.
For example, if the Camp Management Agency finds women's representation
to be lacking, it may be able to encourage a male and female leader for each
constituency or area. However, care must be taken that this would not be just
a hollow exercise in which the women still have no real voice. A more effective
method may be to support a network of women's groups which then have a
single voice at the highest levels. In addition to gender representation, minority
groups should also be assured equal representation.

In working with the community to design and set up camp governance struc-
tures, the Camp Management Agency needs to be aware of how leaders are
selected; and not advocate for artificial or culturally inappropriate procedures.
Equally, community leaders and representatives need to be given clear functions
and written, agreed upon ToRs. Humanitarians should respect and act upon
any fears the community may have of corruption and opportunities to create
patron-client systems. Ensure transparency and openness in all processes to
avoid suspicions and temptations to abuse positions.
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Agree upon codes of conduct for leaders and group members. Transparent
ToRs, confidential complaints’ mechanisms, removal procedures and mechanisms
to ensure rotations of membership are all issues to be considered in order for
effective governance and participation to be established.

By-laws

Under stable camp conditions, establishing guidelines governing the use of public
facilities can be one method to discourage the misuse of common camp facilities
and prevent possible tensions. Such guidelines (or by-laws) should be the result
of genuine cooperation between all stakeholders, notably the camp residents.

0 Refugee Grievance Committee - Sierra Leone

In Sierra Leone a refugee grievance committee was established, to deal
with minor offences and disputes within a camp, thus engaging refugees
in their own problem-solving and conflict mediation. The committee used
alternatives to in-camp detention for offenders through the use of such
community-imposed sanctions as fines and community work.

»» Other examples of governance structures can be found in UNHCR’s “Operational
Protection in Camps and Settlements”.

ENSURING THE CARE AND MAINTENANCE
OF CAMP INFRASTRUCTURE

Maintenance of Camp Infrastructure

Ensuring the maintenance of camp infrastructure such as roads, distribution
sites and drainage is typically the responsibility of the Camp Management
Agency. The Camp Management Agency may undertake the work themselves,
or coordinate it with other service providers, depending on factors including
budgets and capacity. Where there are temporary emergency facilities on
site, for example while families are constructing their houses, the upkeep of
latrines and bathing facilities can fall to a Camp Management Agency as well.
Community systems for garbage and waste treatment and removal can be
shared with the WASH cluster lead agency, while in urban settings the local
authorities may be responsible.
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Creative ideas for caring for and maintaining public facilities, such as latrines
located at clinics, schools and market places, can be addressed by special camp
committees.

0 In post-tsunami Sri Lanka, part of the Site (camp) Management
Project entailed working with the local authorities to upgrade the provi-
sion of latrines in transitional sites (camps). One significant challenge
was to ensure that the latrines were regularly emptied, a task for which
the municipal council had limited capacity. The solution was a joint
venture whereby the Camp Management Agency funded a private ‘qully
sucker’ - a vehicle equipped with a pump - to undertake clearing a back-
log of work in a short time period, whilst simultaneously advocating for
government support. With the most urgent needs attended to through
a private contractor, the local council was able to gradually take over
and make longer-term and more sustainable arrangements.

Environmental Protection
Environmental concerns are a feature of every camp and need to be taken
into account from the moment a site is being selected to after it has been
responsibly closed. Early preparation, sound planning and good coordina-
tion between all stakeholders - from the affected communities to national
authorities — should start at the very beginning of camp operations. Soil
erosion and the loss of natural vegetation cover are some of the most
common and visible environmental impacts. Others such as ground water
pollution and soil contamination might be less visible but are equally im-
portant. The nature and scale of these concerns will vary according to the
physical location and nature of the operation.

Care and management of the environment within and around the camp
should be coordinated with the Camp Coordination Agency, National Authorities
and host community.
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o An environmental management plan made together with camp

residents/committees (or, where available, village-based environ-
mental groups), can identify the priority areas to be addressed.

»» for more information on the environment, see chapter 6.

MANAGING INFORMATION

Registration

In most contexts the management of information is closely linked to the registra-

tion of camp residents. Registration is the starting block for a Camp Management

Agency in order to provide baseline information on the characteristics of a popula-

tion, which in turn can inform additional assistance programmes and the effective

coordination of distributions. Furthermore, registration:

e ensures all camp residents’ access to basic rights and services during dis-
placement

¢ identifies which groups and individuals in the camp population have specific
needs and are in need of special assistance or protection

¢ enables humanitarian agencies to monitor the movement of the displaced
population - both those leaving the camp and new arrivals.

Registering people - including women, unaccompanied and separated children
- can reduce vulnerability, increase access to assistance and diminish incidents of
exploitation. Whilst registration in IDP camps will often be done by the Camp Man-
agement Agency, in refugee camps it clearly falls under the mandate of UNHCR.

»» See Chapter 9 for specific guidance on setting up registration systems.

Identification of Persons with Specific Needs

Displaced populations hardly ever constitute homogeneous groups. Variations
in gender, ethnic origin, physical ability and age can all affect vulnerability and
coping strategies during displacement. Properly identifying the needs and im-
pact of the disadvantages faced by groups with specific needs and those at
heightened risk is a major challenge for a Camp Management Agency in order
to prevent their situation from deteriorating even further.
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0 Women and children are often more at risk of sexual violence and
exploitation and often face more difficulties than men when traditional

ways of living and support systems are disrupted. People living with
HIV/AIDS may suffer from physical disabilities and may be stigma-
tised, leading to even greater disadvantages in a camp setting.

The list of individuals or groups with specific needs and those at heightened risk

is not fixed. Varying within each context, common categories are:

o female-headed households

e pregnant and breast-feeding women

o children (younger than five, separated, unaccompanied children and former
child combatants)

o older people

o people with mental disabilities

o people with physical disabilities

e persons living with HIV/AIDS or other chronic diseases.

»» For information on persons with specific needs, see chapter 11.
»» For more guidance on groups at heightened risk, see chapter 10.

Camp Population

In most planned camp situations, a camp’s population will be established through
an organised registration and referral system in cooperation with the national
and local authorities and the Camp Coordination or Sector Lead Agency. In order
to avoid multiple registrations a single registration system should be established
and agreed by all actors. This information forms the basic demographic data-
base for overall camp population figures throughout the life of the camp and
should be updated regularly to reflect births, deaths, arrivals, departures and
other fluctuations in the population.

o Harmonise lists kept by service providers and camp population

figures into a central camp database that can be used by all service-
providing agencies.
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»» For more information on registration, see chapter 9.

The confidentiality of camp residents’ private information must be respected.
Routines for systematically backing up and protecting the sensitive data ob-
tained in the registration process must be in place prior to gathering information.
Data security is of particular importance in conflict situations when rival ethnic
groups or authorities may have a vested interest in obtaining lists of who has
been received into a camp. The sensitive nature of camp residents’ data extends
to information on human rights violations, which may be also detectable from
registration information. Information on survivors of gender based violence
(GBV), or on children who have been separated from their parents or carers,
should also be treated with great sensitivity and care.

»» Forinformation on registration and information management,
See chapters 9 and 5.

Protection Monitoring and Reporting Critical Incidents

The task of managing information can also be associated with tracking protection-
related incidents in a camp setting. This is an extremely sensitive task that must
always be accompanied by extensive staff training from a specialised protection
agency. Protection information can be used to improve either the humanitarian or
security situation. The impact and effectiveness of protection monitoring in camps
is dependent to a large degree on the availability of response capacities within
the local society and administration or amongst the humanitarian community.
Responding to protection incidents falls to the mandated protection agencies.
In refugee settings this responsibility is always led by UNHCR.

When a Camp Management Agency undertakes protection monitoring work

there must be both clarity and capacity to ensure that the task is undertaken

responsibly. This involves clear understanding of:

e the agency’s mandate

o the specific situation, the actors involved and their agendas/capacities in
relation to protection

o the sensitivity of the information and the harm that can potentially be done

e what data/information is specifically required and why

e the need to train staff

e the accountahility to the camp population in terms of response capacity:
what feedback can they expect?
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o the possible consequences of collecting data on the abuse of human rights
and other protection issues
e the possible consequences of not collecting data on these issues.

This will enable a Camp Management Agency to carry out protection monitoring
work knowing why it is being done; what response capacity is in place, what the
camp population can expect and should be informed about, and what security
and confidentiality procedures must be followed to ensure compliance with the
Do No Harm principle.

Do No Harm

The Camp Management Agency and other actors working in the camp should
carefully consider whether any assistance programme or advocacy activity can
put the camp and host populations or others at risk of security threats, depriva-
tion of basic services and/or compromise the dignity and integrity of the displaced
population. The safety and security, dignity and integrity of displaced persons
should be at the centre of all assistance programmes.

0 The Do No Harm project is a collaborative effort, arising from
experiences of humanitarian workers in many different contexts in
the early 1990s, who recognised the challenge of providing humani-
tarian assistance in conflict settings in ways that did not exacerbate
or intensify the conflict, but rather contributed to peace. The Do No
Harm principle requires humanitarian agencies to reflect upon the
consequences, both intended and unintended, of their interventions. It
seeks to identify the ways in which international humanitarian and/or
development assistance given in conflict settings may be provided
so that rather than worsening conflict and divisions, it helps those
involved to disengage from fighting and develop systems for settling
the issues which underpin conflict. The project urges humanitarian
workers to address the complexities of providing assistance in conflict
situations — to achieve clarity and minimise the risk of harm for the
societies where assistance is provided. The Do No Harm principle can
assist the Camp Management Agency and the other stakeholders
working in the camp to understand the complex relationship between
the context of the conflict, the camp setting and the humanitarian
assistance that is being offered to the camp population.
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o Obtaining accurate information on what are often personal and
highly sensitive, or culturally taboo protection issues can be very
challenging. Not least it involves the establishment of trust between

Camp Management Agency staff and the population. For example,
when interviewing women, the use of well-trained female staff and
small, confidential and consistent focus groups, through which trust
can be built over time, may help to yield accurate information.

»» for more information on focus groups, see chapter 3.

Q Camp Monitoring: an Example from a Sudanese IDP Camp
Camp management staff collecting information had been trained, were
well-known to residents and were regularly seen moving about the camp.
The topics about which they gathered information changed, often as a
result of seasonal changes. In the rainy season they collected informa-
tion on cholera and flooding of shelters when it was important to quickly
contact relevant agencies to fix a broken water pump, register new ar-
rivals or distribute sand to an area that was flooded. In their work they
helped to defuse seemingly small local issues which could have rapidly
escalated and had camp-wide security and well-being implications.

The form they used was this:

CAMP MONITORING FORM

Collected by: Date:
Sector where information was received:

Food and Water

Reported lack of food/poor quality food

Reported lack of water/poor quality water

Health

Increase in presence of mosquitoes or other insects

Dangerous materials affecting health

Other evidence of health problem
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Sanitation

Flooding in camp or other drainage issues

Flooded latrines or lack of latrines

Collapsed or otherwise dangerous latrines

Accidents (physical well-being)

Accident involving latrine

Other accident

Shelter

Lack of plastic sheeting

Damaged shelter or lack of shelter (other than plastic sheeting)

Abandoned shelters

Education

Incident relating to school infrastructure and educational tools

Procedural failure, including distribution issues

Failure to register

Complaint relating to distribution (food and non-food items)

New arrivals in camp

New arrivals of IDPs (number of people and sector)

Unusual events inside camp

Unusual trade

Unusual or confusing NGO activity or lack of activity

Unusual meeting

Allegations, complaints and rumours

Allegations or complaints made against specific people or group of people

Rumour circulating the camp

Security

Presence of armed persons or unauthorised unarmed persons
inside the camp

Shooting inside camp

Shooting outside/on perimeter of camp

Disappearance

Incidents and Social Problems between IDPs

Violence between IDPs

Theft or attempted theft by IDP or unknown person inside camp

Problems faced by IDP women other than violence (for example,
consequences of unwanted pregnancies)

Other

Information or description of incident

»» For more information on protection, see chapter 8.

62 CAMP MANAGEMENT TOOLKIT | CHAPTER 2 — ROLES AND RESPONSIBILITIES



COMMUNICATING WITH THE CAMP POPULATION

Mass Communication and Information Dissemination

Access to information is a basic human right. Everyone needs and wants to feel
they are informed about the situations surrounding their lives - be they security
issues, the whereabouts of family or friends, current debates and opinions,
prospects for the future or opportunities for making choices or decisions. In
situations where a crisis has interrupted the lives of the displaced population, an
information vacuum often develops. Unfortunately, in the absence of information
it is common to find rumour or deliberate spread of misinformation.

o “In practical terms information is power — and the more infor-
mation is shared with refugees about issues of concern to them,
the more involved, engaged and empowered they will be. Accurate
up-to-date information will assist them to make informed choices

and decisions. Sharing information with the refugee community
demonstrates trust, openness and respect for them and their ability
to make sound decisions on the basis of the information presented.”
UNHCR, Operational Protection in Camps and Settlements, Specific
Protection Issues.

To ensure that information is received and understood by women, men, girls and
boys a variety of strategies need to be used. It is important to:

field test information before it is widely circulated in order to understand
how to present key messages

realise that use of certain words can have different impacts on different
target groups

utilise a variety of techniques to share key information: holding meetings -
which may include house-to-house visits for populations that are not mobile;
radio or newspaper announcements; information boards; formal addresses
from key persons in the community; employing educated and respected
members such as heads of religious communities or teachers to hold discus-
sion groups

follow up to make sure that messages have been understood and acted
upon. This often overlooked step provides an important option not only for
clarifying that messages have been understood, but also to receive important
information back in relation to the issues under discussion.
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»» For more information on information management, see chapter 5.

The following table gives a good overview of the communication strategies used
to disseminate information:

uniform for all camp resi-
dents

ACTIVITY STRENGTHS CHALLENGES
- details of announcements - not everyone who needs to
. can be listed and referred to know the information may
Notice (Bulle- . o )
. « information is standard and pass by the notice board or be
tin) Boards

able to read.

Story Boards

- good with non- literate
populations

- suggestive way of recalling
information

Community « simple way to announce and | + not all members of the camp
(Town Hall) extend question and answer may be able, invited, feel com-
Meetings time to all fortable to come
+ able to reach house bound « time consuming for staff
House Visits persons < may open up questions that the
staff may not be able to answer
- creative, widely enjoyed « dramatic presentations may
Theatre + can be easily remembered lead to misinformation with no

opportunity to correct or clarify

Key Leaders

likely to be respected

may have their own political
agenda in sharing the

information
Adapting + could be familiar and well - original conclusion of story may
Traditional loved be remembered rather than the
Stories new message
+ easy to remember and enter- | + may not be suitable for all
tainin subjects (content
Songs ining ubjects ( )

+ may be too short a method for
a long message

Camp Parade
[Rally

+ great at raising awareness of
people who may not be im-
mediately interested in town
meetings or religious events.

« celebratory in nature.

* no opportunity for questions
and answers
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CHECKLIST FOR A CAMP MANAGEMENT AGENCY

MANAGING AND TRAINING STAFF

O

Staff on the team at camp level have a balance of skills and capacities
- whether in protection, assistance, technical sectors, administration, IT,
information management and/or community mobilisation.

Women are adequately represented on the team - ideally reflecting the ratio
of men and women in the camp.

All camp management staff have clear ToRs, job descriptions, roles and
responsibilities.

There are clear procedures for the monitoring and appraisal of staff
performance.

There is a plan in place for ongoing training and staff development.
Awareness and specialised training on protection is provided to staff.
All staff are clear on the mandate of the Camp Management Agency.

All staff have been trained in and signed the code of conduct, in an
appropriate language.

Staff have been trained in integrating the needs of people with specific needs
into programming.

STANDARDS, POLICIES AND OPERATIONAL GUIDELINES

O

Adequate and appropriate standards, indicators, policies and operational
guidelines have been established and disseminated to shape camp level
interventions.

The aims and capacities of the Camp Management project are clear and
transparent and in line with the overall camp response strategy.
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The Camp Management Agency coordinates effectively with the Cluster or
Sector Lead Agency in ensuring standards are maintained.

The Camp Management Agency’s mandate and project plan have been made
available to the camp residents.

Information on the applicable code(s) of conduct has been made available
to the camp population.

There are complaints and feedback mechanisms in place in the camp.

The camp population (including women and children) know where to report
a case of humanitarian misconduct or abuse.

There is a designated reporting officer for the Camp Management Agency
and the camp overall.

Standards, policies and guidelines are part of the training that staff members
receive.

Standards are monitored and reported on regularly.

COORDINATING AND MONITORING SERVICES

|

A comprehensive assessment of the protection and assistance needs of the
camp population has been carried out.

Coordination and monitoring procedures are agreed upon, and well-
communicated to all key stakeholders.

Ongoing monitoring at the camp level is in line with, and feeding into a total
camp response strategy.

The Camp Management Agency has the trust and legitimacy required to
coordinate effectively at camp level.

A range of effective coordination forums are being used at camp level.
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The Camp Management Agency is advocating for coordination, monitoring
and feedback.

Ongoing, community-based assessment and monitoring systems are
in place.

Participatory strategies involving camp residents - (including women,
children and groups with specific needs) - are being monitored.

Available national services are being mobilised and coordinated to benefit
the camp population.

Service providers are coordinating and collaborating towards shared goals
and the benefit of the camp population.

A protection focus is integrated into the monitoring of sector-specific inter-
ventions.

The protection and care of groups and individuals with specific needs and
those at heightened risk is being monitored.

Protection monitoring work is being carried out with due regard for staff
training, confidentiality and response capacity.

The cultural, religious and social appropriateness of specific sector
programmes is being monitored.

A reporting system exists for all interventions being monitored.

The views and concerns of a range of stakeholders, including the camp
residents, are captured by the reports.

There are mechanisms to ensure that lessons learned in coordination and
monitoring inform future planning.

The Camp Management Agency is providing coordination and monitoring
which are effective in ensuring the provision of assistance and protection

programmes in the camp.
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SETTING UP GOVERNANCE AND COMMUNITY
PARTICIPATION MECHANISMS

O

O

Local leaders are regularly involved and consulted.

Leadership is representative and legitimate in the context of the camp
population.

There are agreed upon codes of conduct in place for camp leaders.

Participatory strategies and forums are used to implement camp activities
and deliver services.

Children and women are provided appropriate opportunities to talk about
their concerns, ideas and questions.

Groups with specific needs are involved in the life of the camp.

Information about the services and programmes within the camp is well-
mapped and disseminated.

Community coordination forums, mechanisms and information channels are
effective.

Sector specific and cross-cutting Camp Committees are established.
Camp Committees have clear and agreed upon ToRs.

The camp community is represented in decision-making processes.
There are effective complaints and feedback mechanisms in place.

There are procedures for ensuring that feedback from the camp population
informs changes and programme planning.
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ENSURING CARE AND MAINTENANCE OF CAMP
INFRASTRUCTURE

O

(]

The infrastructure in the camp meets agreed standards and indicators.

Existing standards enable the displaced population to enjoy their basic
human right to life with dignity.

Sector-specific service providers have the capacity to repair and maintain
camp infrastructure.

National authorities have the capacity to take responsibility for the upkeep
of camp infrastructure as appropriate.

The Camp Management Agency has the capacity to fill gaps in the care and
maintenance of camp infrastructure as needed.

The general living conditions and social organisation of the displaced popu-
lation allow for the protection and care of persons with specific needs.

The status of the camp infrastructure is being reported to the Cluster/Sector
Lead Agency and in coordination meetings.

MANAGING INFORMATION

O

The Camp Management Agency is working closely with the Cluster/Sector
Lead (Camp Coordination Agency in a CCCM response) on the management
of information.

The national authorities are involved in effective management of
information.

There are agreements with service providers about who is gathering what
information and why, at camp level (to avoid duplication and camp com-
munity data fatigue).

The camp population is registered.

Detailed demographic information is being regularly updated.
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O

Data is stored in a secure location and being treated confidentially.

A baseline database has been established on camp welfare issues for future
comparisons.

Camp management staff are trained in the collection of data.
Data is being collected for a reason.

Data is being analysed and disseminated for the benefit of all service
providers.

Information is cross-checked for accuracy and regularly updated.

There is response capacity in place for the data that is collected.

COMMUNICATING WITH THE CAMP POPULATION

O

The camp population knows the roles and responsibilities of the Camp
Management Agency.

The Camp Management Agency and the camp population have a relation-
ship built on trust and mutual respect.

The local language is used when interacting with the camp residents.

When translators/interpreters are used, the message to be communicated
is double-checked for accuracy.

A variety of information dissemination and sharing mechanisms are being
employed.

The needs of the non-literate are being catered for.
Complex messages are being handled sensitively and with clarity.

The camp population knows what information channels are available to
them, both to give and receive information.
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Camp Committees and other representative groups are used as vehicles for
the dissemination of information.

Camp leaders act to facilitate effective communication between the camp
population and the Camp Management Agency.

The needs of groups with specific needs are accounted for in communication
mechanisms.

There are agreed upon and effective ways for dealing with disagreements
and disputes between the camp population and the Camp Management
Agency.

There is a Communications Officer on the camp management staff.

Communication between the camp population and the Camp Management
Agency is a safe, accessible and two-way process.
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o Almost all the tools, publications and other documents referred
to are available on the Toolkit CD attached to every hardcopy binder.
Weblinks are provided for downloadable online resources.

e The global Camp Coordination Camp Management (CCCM) cluster is cur-
rently drafting generic Terms of Reference for a Camp Coordination Agency
and for a Camp Management Agency. Both documents should be ready and
accessible in 2008. Further information can be found at
www.humanitarianreform.org

e Checklist for Camp/Cluster Coordinator

o Inter-Agency Network for Education in Emergencies (INEE) - Code of Conduct
for Teachers (sample)

e People In Aid, 2007. Information Note. Basic Elements in a Human Resource
System. www.peopleinaid.org/pool/files/publications/basic-elements-in-an-hr
system-final.pdf

e People In Aid, 2004. Information Note. Developing Managerial Competencies.
www.managing.peopleinaid.org/files/Developing%20managerial%20competenc
1€5%20%20People%20In%20Aid%20information%20note.pdf

¢ Performance monitoring form for CM Teams

WASH and CCCM Clusters, 2007. Roles and Responsibilities Matrix.
www.humanitarianreform.org/humanitarianreform/Default.aspx?tabid=311
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KEY MESSAGES

>

The participation of the camp population in decision-making and in the
daily life of the camp helps to ensure that programmes are equitable and
effective.

Participation can positively impact the health, well-being and safety of the
camp residents and camp staff.

Special attention should be given to ensuring that all groups are able to
participate, including those with specific needs and/or those who are mar-
ginalised and lacking a voice in decision-making.

Whilst developing participation structures and procedures may require
targeted effort and additional resources, it is an essential way of reinforcing
a sense of dignity, reducing vulnerability and helping to build local capacity
without undermining peoples’ own coping strategies in times of crisis.

Participation should be based on assessments of existing structures which
can be used to support participatory methods.

While participatory approaches should respect local culture there needs to
be due regard for culturally-embedded power relationships which may be
exploitative or oppressive.

Participation and community involvement can take many forms, and should
be planned and integrated into all stages of the project cycle - assessment,
planning, implementation, monitoring and evaluation - and all phases of a
camp’s life cycle - from design and set-up to closure.
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INTRODUCTION

It is vital to remember that participation is a basic human right and that it pro-
motes many other rights. It is enshrined in article 27(1) of the Universal Declaration
of Human Rights that “everyone has the right freely to participate in the cultural
life of the community, to enjoy the arts and share in scientific advancement and
its benefits”.

The aim of this chapter is to provide Camp Management Agencies with the
insights required to ensure that camp residents are empowered to play an active
role in decision-making and in the daily life of the camp community. Participa-
tion and community involvement is an extensive topic and this chapter aims to
heighten awareness, not provide an exhaustive list of methodologies. Please
refer to the additional guidance provided in the Tools and Reading and Reference
sections at the end of this chapter.

Participation and involvement is part of any social group and fundamental to
developing and strengthening a well-functioning community. The dynamics of a
particular participatory structure are determined by the culture(s) of the group,
and their beliefs, norms, values and power relationships. Best practice for a Camp
Management Agency is to observe and understand existing or developing partici-
patory structures and dynamics in the camp, and to use, support and strengthen
them, in order to ensure a well-functioning, living and working environment which
respects local culture and maximises local skills and capacities.

The aim of participation in camp settings is not just to ensure that different
groups have a voice, but that they are heard and able to take part in making cru-
cial decisions which affect their lives. There is a fundamental difference between
consultation and participation. Whilst there may be considerable frustrations
if a Camp Management Agency does not consult the community, it can be even
worse to consult, but then not act on, or simply ignore the recommendations.

Humanitarians sometimes make the mistake of assuming that participation is
automatically viewed as a ‘good thing’ by all. While the humanitarian community
may tend to aim for an equitable and all-inclusive approach, this is not the norm
for many cultures. Camp Management Agencies may therefore find themselves
at odds with the population in this respect. That is why it is essential that they
understand the context and find a balance between cultural sensitivities and
giving voice to those who would otherwise not be heard.

Ensuring effective participation and community involvement can be time-
consuming and require targeted effort. Decision-making or the completion of a
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task can be slowed down because of it. Sometimes Camp Management Agencies
may find themselves needing to make decisions without the full participation
of residents that they would normally seek - especially when lives are at stake.
There is a balance to be struck. Camp Management Agencies, while always
aiming for the fullest participation possible, may sometimes need to make fast,
urgent and judicious decisions with a smaller group of people.

Expectations of participation need to be clear and agreed by both the
displaced population and the Camp Management Agency. Transparent and
well-managed expectations are important. The camp residents or the Camp
Management Agency may expect much more from participatory initiatives than
is realistically feasible. For some, successful participation may be measured by
personal gain instead of community gain. Where this is the case, promoting
community participation may become a very demanding and disappointing
exercise. The Camp Management Agency should be realistic, transparent and
specific about what can be achieved for everyone involved.

What Do We Mean By Participation and Community Involvement?

For all humanitarians the goal of participation is to include all key stakeholders. In
the context of camp management, participation means that the residents, and in
some cases the host community, are involved in discussions and decision-making
concerning the day-to-day life of the camp. This includes how it is set-up, how it
is run, cared for, maintained and how adjustments are made to ensure maximum
and equitable protection and service delivery for all residents.

Participation can take many forms, and it should be planned for and implemented
as part of the complete programme cycle:

e during assessments

e as part of strategic planning and design

o through implementation

e during monitoring

e inevaluation processes.

The ultimate goal of participation is a feeling of ownership - that residents feel
they are investing in, and responsible for, the camp and the activities that take
place within it.

Participation should be understood as an on-going process, a means to
coordinate between agencies and displaced people to uphold rights, achieve
goals, improve assistance and reduce vulnerability.
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o Community participation is a planned process whereby individu-
als and groups from among the displaced community identify and

express their own views and needs, and where collective action is
taken to reflect those views and meet those needs.

Why is Participation Important?

Populations that are living in camps or camp-like settings during times of conflict
or due to natural disaster are more vulnerable to deprivation, violations of their
basic human rights, violence and abuse. Displaced populations are likely to feel
disempowered, living in a place that is not their home and does not grant them
access to many of the assets - such as a house, land or job - that give them
security and independence in normal times. In a camp setting, communities are
to a large extent reliant on others for goods and services they are normally able
to find or provide for themselves and their families. Participation, especially in
governance, mitigates those effects by giving people back some power - build-
ing self-reliance and a sense of achievement, influence and control - restoring
some of the dignity that has been taken away. It gives people an opportunity
to make choices that restore some sense of normality, enabling them to be the
subject, and not the object of their own lives. Participation and involvement
creates opportunities for people to solve their own problems and can lead to
growing self-esteem and help them overcome trauma.

Participation is important because:

e it builds dignity and self-esteem

e it helps to ensure that interventions are appropriate and effective

e it raises standards in the camp

o it develops skills for life after displacement

e it puts people back in control of their own lives - decreases dependency
and increases self-reliance.

Participation can have a positive impact not only on camp residents, but also
on camp staff. Well-managed participation leads to a trusting and more open
environment where both the residents and the staff feel respected and able
to communicate their views and contribute. This environment leads to greater
transparency and accountability and may reduce conflict and corruption. Par-
ticipation contributes to a sense of ownership and the resulting responsibility
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is likely to have a positive impact on the achievement of overall objectives. For
example, where the displaced community is actively and directly involved in
activities such as the construction of washing facilities, they will generally take
more responsibility for their maintenance and care.

0 Participatory Approach to Cleaning Camps in Sri Lanka

Camps in post-tsunami Sri Lanka were faced with the challenge of how
to deal with garbage. Camps were small and routinely littered with rub-
bish, only a fraction of which was collected by municipal councils. Using
the Buddhist concept of shramadana (‘donation of work’), everyone in
one camp - residents together with the camp (site) management team
- got together on a ‘clean-up day’ with tools provided by the Camp Man-
agement Agency. As follow-up, camp committees were established to
monitor and to work with private and local government service providers
which are now employed to keep the garbage under better control.

What are the Different Levels of Participation?

As stated above, the ultimate goal of participation is a sense of ownership.
Depending on the phase of the disaster and particular context, the Camp Man-
agement Agency may plan for any or a combination of ‘levels’ of participation
and a variety of involvement strategies and methodologies. This ‘participation
ladder’ is a helpful way to understand the degree to which there is community
involvement:
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DEGREE OF PARTICIPATION | DEFINITION

Ownership The community controls decision-making.
. The community is wholly involved in decision-making
Interactive .
with other actors.
The community fulfils only a particular role with lim-
Functional ited decision-making power (for example, forming a

water committee which is then supervised by an NGO
staff member).

The community receives goods or cash in return for a

Material Motivation )
service or role.

The community is asked for their opinion on what
Consultation they would like to see, but their opinion has limited
sway in decision-making.

Information is gathered from the community, but they
Information Transfer are not involved in the resulting discussions which
inform decisions.

The community is informed of decisions and
Passive actions, but have no say in either the process or
the result.

KEY ISSUES

ACHIEVING PARTICIPATION

There are many ways in which the Camp Management Agency can encourage
and develop participation, but the most common way is through representational
groups. After assessing the context and existing participatory structures, camp
management works to find ways to support and further develop and/or adjust
them to ensure that participation is as representative as possible. Other ways
of involving camp populations include feedback and complaints mechanisms,
training, information campaigns and employment of camp residents. Members
of the host community may also benefit if included in these mechanisms.

Assessing Existing Social Structures

In o camp setting the population is rarely homogeneous. They may come from
different geographical locations and be differentiated by ethnicity, language,
religion and/or occupation/livelihoods. Accounting for this diversity, ensuring
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that everybody is represented, and that differences are managed can be a chal-
lenging aspect of effective participation. However, groups from the displaced
populations will doubtless share at least some commonalities. Either they come
from the same group of villages or region, or maybe they belong to the same
ethnic group or speak the same language.

Whilst in one context, established and cohesive social structures might there-
fore already be present in the camp elsewhere there may be multiple, disparate
and/or badly-fractured social structures - limited cohesion at best and tensions
or conflicts at worst. In addition, camp populations change and are often highly
transitory, with essential elements of the population leaving and/or arriving
at different times. It is all context dependent. An entire village may be rapidly
relocated and transformed into a homogenous camp, while another camp may
contain people from widely scattered origins and grow steadily over time. The
usual situation is somewhere between these extremes. Commonly people from
several communities arrive in the camp at different times, with their respective
leadership structures more or less intact.

It is the role of the Camp Management Agency to determine what different
social and leadership structures exist in the camp, what their status is and how
they can best be used in developing participation.

Examples of Participatory Structures

Representation, participation and involvement can take many forms and employ
a variety of tools and methodologies. These include:

e community groups

o focus groups

e camp committees for technical sectors (and sub-committees)
e camp committees for cross-cutting issues

o advocacy groups

e interest groups

e grievance committees

e working or project groups

o employing camp residents as volunteers or paid employees.

It is not expected that all of these groups are present in any one camp setting.
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Conflict Management

However small, cohesive or well-organised the leadership and representation
structures of a camp might be, participation in any social forum, in almost any
culture, inevitably and often frequently leads to situations of differences of
opinion and disagreements. More often than not, this results in tensions and
sometimes conflict. This is simply human nature. It is often exacerbated in a
camp where life is more stressful than usual. Conditions may be crowded, re-
sources may be scarce, unfamiliar communities may be co-habiting and feelings
of insecurity, boredom, fear and resentment may be high. Camp Management
Agencies need to be prepared to manage this, and to empower their staff to deal
with it effectively, as part of their participation strategy.

This may include providing training for staff and camp residents in effec-
tive communication - for example: non-violent communication skills, conflict
mediation and management training; using and enforcing codes of conduct;
following up complaints, and the use of procedures to remove or replace group
membership. It will also involve security procedures that can be implemented
to keep people safe if a situation gets out of hand.

© Talking Stick

A simple but effective example of a communication tool for use in
representational groups is to use a ‘talking stick’ for ensuring that
people take turns in contributing to debates and that the others lis-

ten. This is simply a stick which must be held by whoever is talking.
Anyone, at any time, who is not the holder of the stick, is obliged to
listen until it is their turn. It can be an effective way of preventing
some voices dominating, and of preventing a heated debate degen-
erating into a shouting match.

Community Leaders

When there is a sufficient degree of cohesion to allow leaders to be identified, the
Camp Management Agency should ensure that sheltered space is made available
for them to meet in comfort. In some cases, materials such as notebooks and pens,
sports and recreation materials may be provided. Frequent meetings between the
Camp Management Agency and groups of leaders should take place and groups
and representatives should take part in planning, programming, monitoring and
evaluating service provision and protection.
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Terms of reference and objectives for each group, particularly those making
decisions on behalf of the greater camp population, should be developed. A code
of conduct which establishes ethical guidelines and procedures for removal or
re-election may be required.

Community leaders is a broad category which is wholly context-dependent.
They may be:

o elected

o self-appointed

e traditional

o religious
e strong or charismatic people who came forward when the community was
in crisis.

Generally, community leaders are an important asset for a Camp Management
Agency and are easily identified simply by asking camp residents. It is important
to understand whom the leaders represent and whether they all have the same
level of representation and authority. For example, whether they are all leaders
of different villages, or claim to represent groups of villages.

It is also essential that every individual in the camp be represented at some
level, so gaps need to be identified, especially for groups with specific needs.
Asking the leaders to draw a common map showing their various supporters or
geographical areas can help clarify where there may be overlap or gaps.

If they have not already organised themselves according to traditional struc-
tures, it is helpful to do this by having geographical block or sector leaders. In
very large camps, it may be necessary to encourage several hierarchical tiers (for
example having community, block and sector leaders) so that a Camp Manage-
ment Agency can speck directly with a manageable number of individuals who
act as spokespeople for their constituency.

In some cases, there may be many people with various claims about their
role in the community, making it nearly impossible for an outside agency to
discern with whom it should be dealing. In these cases, it may be that the only
approach is to start afresh and ask the community to put forward representatives
and/or elect its leader(s). Traditional community leaders may feel threatened or
undermined in situations of new leadership. Electing and/or selecting those with
positions of power and representation needs to be handled with sensitivity, care
and respect. It should be done in a way which does not exclude anyone from
coming forward and volunteering for active participation. The Camp Management
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Agency needs to be aware of exploitative or manipulative activities undertaken
by those whose agenda is to gain or misuse power.

o In all leadership and participation initiatives the balance among
different groups (gender, ethnicity, religion), should be considered

and the choice of participants should ideally reflect their groups’
approximate proportions of the total camp population.

0 IDP Camp Management Capacity Challenges -
Voice from the Field

“One key strategy used here to build capacity in camp management
has been the training of IDP camp residents to take a leading role in
the management of their own sites. Camps here are increasingly run by
camp residents, as agencies and authorities become less active after the
emergency phase. IDPs often have more challenges in coordinating with
service providers to get the assistance they require. Possible reasons for
this are lack of telephone access and reliable communication mechanisms
and a lack of legitimacy in relating and referring their needs directly to
service providers, without the support of authorities or agencies.”

Community groups are usually made up of people who have a common char-
acteristic - for example women, adolescents or older persons. In large camps,
there may be several groups within each category. It is important to involve them
in governance issues. Whilst a culture may discourage women and youth from
having direct leadership roles, the Camp Management Agency can encourage the
acceptance of representatives from these groups. Community groups can also
advocate either within the larger coordination structure or directly to the Camp
Management Agency about issues of concern to them. Thus, for example, youth
groups may seek educational or vocational opportunities.

The formation of community groups may or may not be a widely used or
accepted part of a community’s culture. In general, small group meetings are
welcomed, and are seen as a positive force in a camp environment. This may
be especially true where other social opportunities may be lacking or disrupted,
and should therefore be encouraged.
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Focus groups are one of the participatory assessment methods, outlined in
The UNHCR Tool for Participatory Assessment in Operations. Focus groups are
discussion groups, which enable understanding and analysis of a certain topic.
The group is selected on the basis of a common characteristic - such as gen-
der, age or socio-economic status. The group’s discussion is facilitated by a
member of camp staff, whose role is to gain insights from members on their
experiences of a specific service or issue. The discussion is structured around
a few key questions, to which there are no ‘right’ answers. Focus groups are
especially effective because women, men, boys and girls of different ages and
backgrounds are affected differently by displacement and have different needs
and perceptions. Comparing the qualitative information provided by different
focus groups can help to provide a balanced and representative assessment
of a specific issue.

Camp committees are groups of community representatives, who have a spe-
cific sectoral or cross-cutting focus. Examples include committees for water,
sanitation and hygiene (WASH), health, women and the environment. There
may be many committees in a camp and they meet regularly. They may have
some technical expertise, but not necessarily, and may be trained to carry out
monitoring tasks for the Camp Management Agency, in their particular sector,
as well as representing the camp population at camp coordination meetings.
They then meet with other stakeholders, such as on-site authorities, service
providers, the camp manager and a representative from the host population.
They may also contribute to disseminating information to the camp population
following these meetings, giving feedback and following-up on agreed actions.
Sub-committees can be set up as a division of interest groups or committees.
Usually, their tasks and therefore lifespan are time-bound, and their responsibil-
ity to the larger group is smaller or more specific.

Advocacy groups provide a voice to those who may otherwise not be heard such
as children, the mentally or physically disabled, those who are sick, older people
and those living with HIV/AIDS. This can be the most difficult type of group to
help form and sensitivity is needed. Members of these groups may not wish to
come forward, or members of the family or community may not see their partici-
pation as necessary or positive. Some will be able to advocate for themselves
and others may find people to advocate on their behalf. For others, the visibility
involved in participation could jeopardise their security or further increase their
vulnerability or marginalisation. It is the responsibility of the Camp Management
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Agency, along with protection actors and other agencies, to ensure that these
groups and individuals are appropriately represented and supported.

Interest groups are centred on a common interest or issue which can be similar
to committees. Depending on the situation, interest groups can be less formal
than committees, in terms of monitoring and representation duties. The focus
might be camp security, teacher-parent licison or water point maintenance. These
groups may licise directly with relevant members of the population, or with the
NGO managing the relevant technical sector, but can also bring particular issues
to the Camp Management Agency’s attention.

Grievance committees can be established in order to deal with minor disputes
and violations of rules in the camp with a set of by-laws. Members of grievance
committees should be generally respected by the camp population and elected.
Punishments mainly consist of fines or community work. Areas in which grievance
committees can be involved must be clearly defined and the Camp Management
Agency should monitor their work closely. When defining issues which a grievance
committee can deal with, it is important to observe to what extent the values of
various groups in the camp population, as well as local legislation, correspond
with human rights, international laws and codes.

»» For more information on accountability and its relationship to participation, visit
the Humanitarian Accountability Partnership (HAP): www.hapinternational.org

Working or Project Groups

These are also groups set up for a specific time period and with a specific task
or objective, which is sometimes unexpected or urgent. Often these groups will
be selected on the basis of their expertise or knowledge, to compile information
or carry out a technical task. For example, if due to an unexplained illness the
water in several different wells needs to be tested or if there is a sudden decline
in the number of children attending a camp school, a project group or task force
might be set up.
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Q Participation in Northern Uganda- Voice from the Field
“In the northern district of Lira the insurgent Lord’s Resistance Army
displaced thousands of people in 2003. IDP camps were set up as people
poured in from insecure villages. There was no contingency plan of how
the continued war and the displacement would be handled. With little
knowledge of camp design and set up, one camp was spontaneously
occupied by over 24,000 IDPs from about 4,200 households. Over the
years the camp saw persistent outbreaks of fire that burned out two or
three blocks every time it happened. Sanitation was poor and conditions
crowded with no consideration given to space for toilets or drainage.
When the Camp Management Agency arrived in 2006 they identified
and trained staff who worked with the local council on issues around
camp design and maintenance. Sensitisation workshops were carried
out with the community, and a fire management committee was set up.
They were supplied with whistles and were tasked to alert the population
in the event of fire outbreak. Using labour from the camp, sanitation
facilities were upgraded. Block leaders and camp leaders headed the
six groups — each of 50 men - who identified community priorities, drew
up work plans and implemented the work. They relocated some of the
shelters and created fire breaks and drainage for improved sanitation.
Part of the work plan involved especially vulnerable individuals who
were helped to construct safer and energy-saving stoves. The result of
these initiatives was a reduction in fire risks in the camp and greatly
improved sanitation facilities.”

ASSESSING CAPACITIES

In addition to assessing the different social and leadership structures within the
camp, the Camp Management Agency should also proactively seek and identify
individuals with needed professional and personal skills. Information about

education levels and professions is often gathered during registration.

Even if that information is not readily available, it can be gathered through:
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Agencies implementing technical programmes will be seeking people such as
teachers, engineers or health workers among the population while all agencies
will require support staff such as administrators, translators and accountants.
Credentials such as diplomas may be lost but this should not pose a major chal-
lenge as tests can be sufficient to identify proficiencies and qualifications.

The Camp Management Agency should also think imaginatively about skills
within the population that could be used to enhance their relationship with the
wider community. For example artists or story-tellers can assist with information
campaigns and older people can provide much needed historical background
or contextual analysis.

) Local Expertise - A Voice from the Field

“In the Democratic Republic of Congo one international Camp Manage-
ment Agency has hired locally, meaning that local camp managers are
running camps of up to 20,000 people that might more often be run
by expatriates. One of the positive consequences of this has been their
thorough knowledge of the local situations and ethnic tensions. Local
staff are well aware of the importance of religious leaders and the need
to involve them in decision-making. A committee for religious leaders
has been created whose president is a member of the camp executive
committee.”

EMPLOYING CAMP RESIDENTS

Employment, whether paid or unpaid, is an example of direct participation. For
reasons of equality of opportunity, and in order to avoid corruption or nepotism,
community leaders should not be involved in the recruitment process.

In addition:

e The application and recruitment process needs to be formalised.

o The agency seeking staff should openly announce any vacancy.

e The agency must follow transparent and objective employment criteria.

A proportion of employment opportunities should be open to people from the
host community if at all possible. This not only provides economic support to the
host community, but helps establish contacts and can mitigate friction between
the locals and camp residents.
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o If technical work is being carried out in the camp requiring skilled
labour, and the expertise is not available within the camp, one option
is to recruit ‘master trainers’ from the host community who can be
employed to lead the project in the camp. Camp residents may then
apply for positions on the team as trainees. This arrangement allows

the camp population to work alongside the ‘master trainer’ in a sort of
apprenticeship role, being directly involved in the project and the life of
the camp, upgrading camp facilities and in the process learning a new
skill, which may lead to skilled and gainful employment opportunities
in the wider community.

VOLUNTARY VERSUS PAID/COMPENSATED PARTICIPATION
Deciding on which kind of jobs should be paid or otherwise remunerated while
others are not, can be a great source of friction. When it comes to participation in
committees or community groups such as teacher-parent associations and child
welfare associations, working on a voluntary basis may seem more acceptable.
However, opinions about paid and unpaid work are highly context-specific and a
Camp Management Agency needs to consider its strategy and the justification for
it, carefully. There are, however, a wide range of jobs which need to be done, for
which staff can either be employed earning a salary or receiving compensation,
or they can be mobilised to work on a voluntary basis.

o In situations where labour is paid, the Camp Management Agency
should see to it that all service-providing agencies harmonise salaries
of paid employees and expect equal amounts of output for volunteer

work. There should be agreement on which kind of employment will
be paid/compensated and which kind will not, early on in the life of
the camp.

When it comes to deciding whether or not to offer compensation there are several
factors to be considered. It may be justified to pay somebody who is working
full time as this will mean that s/he is unable to take on other paid work to sup-
port family members. Work which serves the wider interest - such as cleaning
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latrines in the marketplace - may justifiably be remunerated, while somebody
cleaning latrines in dwelling blocks may not. It is important to consider the risks
taken by the employee and whether offering payment will reduce susceptibility
to soliciting or accepting bribes.

o A Camp Management Agency needs to be transparent in its
communication about decisions over paid and unpaid work to avoid

misunderstandings or mixed messages and to lessen the risk of ru-
mour-generated tensions.

ENSURING APPROPRIATE REPRESENTATION

AMONG DIFFERENT GROUPS

Some groups or individuals are constrained from involvement by cultural, physi-
cal and/or psychological reasons. For a Camp Management Agency develop-
ing representative participation can require a great deal of time and support.
Often the most challenging task is to ensure those excluded or marginalised are
able to participate appropriately. In working with these groups the goal is most
often to reduce vulnerability to physical harm and/or exploitation. For a Camp
Management Agency, effective planning for their appropriate participation re-
quires accurate information but this may be difficult to come by. Often the most
vulnerable groups are also the least visible and the least known. For example in
a camp where most publicly available and disseminated information comes from
middle-aged men, it may be that they know very little about - or are prepared to
share little about - those who are sick, older widows living alone, children with
disabilities or women vulnerable to gender-based violence (GBV).

0 Access to information in relation to groups with specific needs

and those at heightened risk needs to be approached sensitively and
strategically with a view to reducing vulnerability.
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Persons with Specific Needs

In general, the following are groups at risk of insufficient levels of participation
ina camp:

e women

e children and youth

e child-headed households

o female-headed households

o older people

e persons with physical or mental disabilities
e ill persons

e persons living with HIV/AIDS.

As every context is different it is important for the Camp Management Agency
to identify other groups with specific needs and those at heightened risk or
marginalised within the camp. These may include members or ethnic or religious
minorities, single fathers or people not from the same areas of origin as the rest
of the camp.

0 Power and Participation

Engaging groups at heightened risk is far more difficult than engag-
ing the powerful. If only the powerful are involved, participation
reinforces existing power structures which may be exploitative or
oppressive. The Camp Management Agency should assess the po-

tential barriers to the involvement of certain groups. Barriers may
be visible, but many if not most, are not.

The Camp Management Agency needs to assess cultural opinions
on types of participation. Some societies are not familiar at all with
participation through expression of opinions or decision-making.
Strong hierarchical structures may complicate participation.
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Understanding the protection needs of women and involving them in planning,
design and decision-making can prevent many protection-related problems.
Whilst it is sometimes complicated and challenging, involving women is not
always as difficult as it is said to be. Even in male-dominated societies where
women are not in the public arena they are often key decision-makers within
the household. Humanitarian agencies can support women'’s participation by
focusing on issues around household concerns and the influence of the domestic
arena. Even if an issue is of camp-wide relevance, the Camp Management Agency
should try to bring it into the household level, thereby accessing women’s opin-
ions and recommendations without raising indignation or causing tensions. This
method is also found to address the needs of the community more effectively
as it depends on relationships, behaviours and influences which work. Strate-
gies to effectively involve women can make use of their specific social position
and existing cultural roles rather than trying to involve them in ways which go
against tradition.

o Camp Management Agencies need to be cautious, however, that
strategies chosen do not result in female repression being condoned,

supported or reinforced. Managers must be aware that displacement,
violence and conflict may sharpen the differences and/or the tensions
and inequalities between genders.

Constraints on women’s participation may in part be due to the many time-
consuming household tasks that are culturally seen as women’s responsibility.
Displaced women often have backbreaking responsibilities in caring for family
members and lack the time needed for other activities. Any type of participa-
tory initiative therefore, must be thoroughly planned, to take into account the
daily realities of people’s lives, their aspirations and others expectations. Goals,
objectives, potential constraints, additional support and follow up should all be
given due attention. Examples of additional support are child-care schemes and,
as appropriate and feasible, encouraging the sharing of domestic chores.
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0 Reach the Women! Voice from the Field

“In a refugee camp in Burundi, | soon realised that only men, both young
and old, came to the office with their problems, wishes or concerns.
Thinking that women should have no problem approaching me (a fe-
male camp manager), | wondered why this was happening. As | daily
made at least two walking tours of the camp, | understood that one of
the factors to explain this was that the women were busy - too busy to
come and see us, forever cooking, washing and looking after smaller
children around their hut. My daily trips became a tool to reach busy
women. Walking around enables camp management staff to ‘feel’ the
atmosphere, to listen and learn, to make oneself available and reachable
for those who don’t dare or don’t have time to come to your office. There
is also the visibility factor; the refugees feel that we are interested, we
get to know people, where they live, that babies grow... It is extremely
important.”

Some hold the view that communities should care for those unable to care for
themselves. In reality however, people are most often too busy caring for their
own families to care for others in the camp. Camp Management Agencies must
be aware of any traditional support systems and build on those in cooperation
with community leaders. Where absent, community support for those unable
to build their own shelter, collect their own water or walk to the community hall
must be organised. Camp Management Agencies may have to provide some
form of payment, either stipends, or food or construction material for work, to
ensure this level of care for vulnerable members of the community and those
with specific needs. Humanitarians need to remember that situations of crisis
and deprivation do not necessarily bring out the best in people. Most people
would rather spend their time looking for ways to support their own households,
and for many camp residents this in itself is challenging enough.
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o Participation and community representation are processes in
which relations and trust must be built, and are highly context de-
pendent. We must not reinforce traditional roles that restrain op-
portunities for some or go against international protection standards
but at the same time we cannot openly challenge traditional norms,

values and community structures. We should be careful not to impose
simplified ideas of democracy and decision-making processes or try
to reshape displaced communities. Without compromising protection
standards, we should identify more neutral strategies which can be
both culturally acceptable and effective.

TRAINING AND COACHING

Participation can be promoted through training and education, which can be
ways of identifying and maintaining existing skills or developing new ones.
Raising awareness or providing education on:

e human rights

o refugee rights

e the Guiding Principles on Internal Displacement

e right holders and duty bearers

o roles and responsibilities in the camp

e the importance of participation (amongst other topics)

e how to inspire, motivate and support community-based activities

e how to contribute to the development of coping strategies.

Coaching can be an effective way of following-up an initial training programme,
and providing on-going support and guidance for groups within the camp who
are developing new skills, or carrying out specific activities. For example, camp
committees trained in camp management may then have a weekly or fortnightly
coaching session with camp staff to support them to monitor a specific techni-
cal sector.

Training is an important way of creating a pool of qualified staff. The Camp
Management Agency should liaise with other service providers to provide addi-
tional training where needed and to pool training resources with other agencies
It should be remembered that recruitment needs change over time, staff may
rotate between positions and new members of committees are elected.
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o Training needs to be a continuous and on-going initiative and is

the responsibility of the Camp Management Agency.

Once again, when it comes to training, the needs and existing skills of local com-
munities and local authorities should be considered. Local government officials
may have an interest in camp management training and local communities may
be in need of job opportunities.

Training for staff can be planned for specific and technical activities, for
example registration, distribution or drainage projects, or can be more generic
and broadly applicable to various other camp management tasks, such as ad-
ministration, minute-taking or updating information boards.

Training of protection monitors and social workers must address contextual
needs and cultural issues and should also involve sessions on:

e protection and human rights

e monitoring methods

e interviewing techniques

o confidentiality and data security

e documentation

e groups at risk

e participatory assessment methods

o feedback and follow-up of monitoring.

Camp committees should receive training in involvement, participation and
representation as well as technical subjects related to their objectives.
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Q Participation in Situations of Protracted Displacement -
A Voice from the Field, Kenya

“In situations of protracted displacement, several years of assistance can
totally undermine community coping mechanisms. Accepting handouts
and taking no initiative in self-sufficiency leads to increased dependency,
which in turn only reinforces vulnerability and leads to a loss of dignity
and self-confidence. Over the years hundreds of agencies, monitors,
experts and assessment teams have visited, for hundreds of focus group
discussions, interviews and meetings. With hardly any improvement in
their lives, the people end up giving stereotyped answers, and it gets
harder to build trust or to get to the truth. The majority of community
representatives have taken part in numerous trainings over their life in
the camp. Most of these have related to raising awareness on key issues
within the camps, such as breastfeeding, drug abuse and living with
HIV/AIDS - which are all very much needed. What is important is for the
Camp Management Agency to support a more participatory approach
- to make training more interactive. Training needs to be more inclusive
too. Some camp leaders have been trained repeatedly while others have
never had the chance. In protracted situations the Camp Management
Agency needs to look into other sorts of training too that can build life
and professional skills, and technical training in professions which are
in high demand within the camp community.”

INFORMATION CAMPAIGNS

Information campaigns are a powerful tool for achieving wider community aware-
ness and participation on specific topics and activities. Unless security concerns
are too great, Camp Management Agencies may consider posting public informa-
tion about the conditions in the places of origin of the camp residents. This not
only helps to mitigate the frustration which can occur when displaced persons
do not receive news from home, but can also support informed decision-making,
encouraging the population to have a realistic timeframe and to participate in
discussions about long-term solutions.

Camp Management Agencies should arrange information campaigns around
their areas of responsibility, for example, the proper use and maintenance of
infrastructure. Other NGOs may also arrange campaigns around specific issues
such as measles vaccinations or personal hygiene.
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0 Information campaigns are more effective when they are creative
and use techniques which are familiar to the residents, for example

using pictures or composing songs. The needs of the non-literate, and
other groups with specific needs, should be taken into account.

MISUSE OF PARTICIPATION

Misuse of funds and assets and manipulation or diversion of aid is a real risk in
any humanitarian endeavour. Staff recruited from the displaced community may
be under daily pressure from their peers. In particular, staff involved in registra-
tion and distribution, may face many challenges and find it hard to resist bribes
or coercion from relatives, friends or community leaders. There are no quick-fix
solutions to address or mitigate these risks. It does help, however, to:

recruit with care and transparency

provide training

introduce a code of conduct

frequently rotate staff

ensure that all teams are comprised both of locally-hired staff and those
from the displaced community

develop clear job descriptions, with roles, responsibilities and terms of
employment clearly specified

use monitoring and appraisal procedures

encourage and model transparency, honesty and openness

institute confidential complaints procedures

be consistent in following up issues of misconduct

acknowledge and reward high standards of integrity.

o The Camp Management Agency should be aware of how par-
ticipation opportunities are perceived. Those who feel they are not

allowed to participate may be frustrated and angry. Tensions may
increase if participatory approaches are thought to privilege certain
groups or individuals.
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CONFLICT RESOLUTION AND PARTICIPATION

Displaced individuals, in particular in conflict environments and when living

in camps, may experience feelings of stress, anxiety and suspicion which

may easily fuel internal friction. The Camp Management Agency should be

aware of any intact traditional conflict resolution strategies and mechanisms

among the population. These should be built on to deal with camp conflicts

and may involve:

e grievance committees to solve internal conflicts peacefully.

o older people in peace-building initiatives - but only if they have the respect
of younger people

e community and group representatives, provided they are respected

o clarifying codes of conduct and camp rules and sanctions for infractions.

0 Community leadership may also be a source of conflict. When
leaders are not acknowledged or are perceived as corrupt or non-

representative, service providers and the Camp Management Agency
may be seen as biased by working with them.

Pre-displacement strategies may have vanished or have altered and it is the
job of the Camp Management Agency to identify alternative ways of mitigating
conflicts amongst camp residents. In certain non-emergency situations, the
introduction of camp by-laws may be considered. UNHCR has experience in
introducing camp rules and regulations and can be consulted on this.

Mitigating tensions and conflicts also involves:

e ensuring equal access to assistance and services

e transparent, timely and accessible information

e clarity of information on programmes, procedures and entitlements

e complaint procedures and response mechanisms

o effective follow-up and feedback in communication and decision-making
processes
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HOST COMMUNITY AND PARTICIPATION

As mentioned above, competition over resources and neglecting local needs
may increase friction between camp residents and local populations. The Camp
Management Agency plays an intermediary role between the displaced popu-
lation and local communities and should be proactive in identifying factors
which may give rise to increased tensions and working with both communities
to find solutions.

Assessing local needs is especially important in situations where local com-
munities are themselves impoverished or affected by the conflict or the disaster.
In some cases it may be that the host community has a standard of living that is
lower than that of the camp population. They may feel threatened by the pres-
ence of the camp and that it undermines their access to firewood, land, water
and employment. The host population may have concerns about the behaviour
of camp residents who leave the camp, especially if they are associated with
- or are thought to be linked to - armed groups. Local men may be worried if
women and children mix with camp residents, fearing threats to their culture,
religion, life-style and/or language.

Addressing such tensions between local and displaced communities touches

on many different aspects and requires an interagency approach. The Camp

Management Agency should establish contacts between camp residents and

local population and ensure that host community representatives are consulted

and present at camp coordination meetings. Possible ways to build relationships

include:

o employing local people in the camp

e advocating for service providers to assist the host population

e conducting social events and encouraging both communities to
participate

e planning and engaging jointly in reforestation activities

e supporting income-generating activities.

The Camp Management Agency needs to monitor interactions between commu-

nities and frequently liaise with local leaders and authorities in order to identify
potential friction and, hopefully, nip it in the bud.
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0 ‘More than People in Need’ — A Voice from the Field

“When the camp’s football team took part in the provincial football cup
- and managed to win it against local sides which included the police
and the military - | experienced the players and the trainer and all the
spectators as so much more than ‘just’ refugees or ‘camp residents’
- more than always demanding, always in need, always in difficulty.
| saw this crazy interest and engagement in the football tournament;
this crazy happiness that | recognised so well from football matches at
home. Suddenly we all had more in common, a relationship and more
to talk about than needs and problems.”
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CHECKLIST FOR A CAMP MANAGEMENT AGENCY

|

The time and resources needed for developing effective participation as
part of camp management is planned and budgeted for.

Camp staff are trained and supported in participation and involvement
mechanisms.

The current participatory structures in the camp have been assessed.
All the different groups in the camp population are identified.

Their differences and similarities are used to inform inclusive and appropri-
ate participation structures.

Groups with specific needs, those who are vulnerable or marginal are
represented, involved and participating.

The value of participation and involvement is advocated for by the Camp
Management Agency. Service providers in the camp employ participatory

methodologies.

Identified existing leaders have been met and participation is built from
there with additional meetings and mapping exercises.

Existing power structures within this population are used where possible
and representational and direct participation is ensured.

Traditional power inequalities have been identified and work is done to monitor
and redress the balance without alienating certain segments of the population.

Leaders have been elected, appointed or chosen.
ToRs, job descriptions and codes of conduct have been developed.

Capacity in the camp has been assessed among the displaced population
and the host population.
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O All service providers are encouraged to identify, hire and train men and
women from both local and displaced communities.

O Training and education is being used to encourage direct participation.
O Information campaigns are being employed as necessary.

O Different groups are meeting regularly, have adequate space and
consistent schedule.

O Camp staff and residents are trained in effective communication and conflict
management.

O Participation and involvement of the camp population is planned at each
stage of the project cycle - assessment, planning, implementation, monitor-
ing and evaluation.

O There are agreements between the Camp Management Agency and service
providers about paid/compensated and voluntary employment in the camp.

O There are complaint and response mechanisms in place.
OO The host community is involved and participating in the life of the camp.

O There is a monitoring system in place to check that there is an acceptable
level of community participation and involvement.

O The misuse or abuse of power in participation is being kept in check and
monitored (for example, by creating indicators on the number of groups, the
percentage of the population represented and ensuring this is disaggregated
by sex, age, and vulnerability).

O The abuse of participation through corruption, nepotism, peer pressure and
the pursuit of self-interest is being monitored and managed adequately by

the Camp Management Agency.

O Participation and involvement are evaluated as part of the Camp
Management Agency’s project cycle.
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o Almost all the tools, publications and other documents referred
to are available on the Toolkit CD attached to every hardcopy binder.
Weblinks are provided for downloadable online resources.

e M.B. Anderson, 1994. People-Oriented Planning At Work: A Practical Planning
Tool for Refugee Workers. www.sheltercentre.org/shelterlibrary/items/pdf/U
HCR_POPatwork.pdf

This programming tool designed for UNHCR staff and partners, helps to identify essen-
tial facts about any groups of refugees/displaced persons. These facts (on demograph-
ics, cultural values and customs) are necessary for effective planning. It also provides
instruments to organise the information in such a way that it can be used to make
good decisions regarding programmes and to implement effective programmes.

e Checklist for setting up and running a committee
e Checklist running a focus group

e Checklist for setting up a complaints and response mechanism (adapted from
the Good Enough Guide)

e Checklist for involving beneficiaries

¢ Minu Hemmati, 2002. Principles of Stakeholder Participation and Partnership:
Stakeholder Checklist. www.aiaccproject.org/meetings/Trieste_02/trieste_cd/
Stakeholders/StakeholderChecklists.doc

o Idealist On Campus. Power Mapping: A Tool for Utilizing Networks and Relation-
ships. www.idealist.org/ioc/learn/curriculum/pdf/Power-Mapping.pdf

e LesTermes de Référence du Comité Directeur du Camp des Réfugiés Congolais
de Gihinga (NRC Burundi). Developed in cooperation between Camp Administra-
tion, Camp Management Agency, other agencies present in the camp and refu-
gee representatives — while finally made official by the Camp Administration.

e Mac Odell, The “Do It Now!” Appreciative Toolkit. http://appreciativeinquiry.
case.edu/uploads/Do%201t%20Now-%20ExercisesPhoto-031.doc.
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A collection of over 30 exercises that can be used as ice-breakers or in specific
workshops to illustrate concepts of Appreciative Inquiry.

¢ Linda Richardson and Gill Price, 2007. All In Diary. A Practical Tool for Field
Based Humanitarian Workers. www.allindiary.org/uploads/final_All_in_Diary_
cd.pdf

¢ William M Weis, Paul Bolton and Anita Shankar, 2000. Rapid Assessment
Procedures (RAP): Addressing the Perceived Needs of Refugees and Internally
Displaced Persons through Participatory Learning and Action.
www.jhsph.edu/refugee/publications_tools/publications/rap.html

Provides useful tools and information for practitioners in any field who are inter-
ested in using Participatory Rural Appraisal technigues. In addition to introduc-
ing PRA conceptually, the manual guides practitioners in thinking through what
kind of organisational capacity is required to conduct PRAs and offers sugges-
tions on how to get started and issues to consider.
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Centre for African Family Studies, 1998. Empowering Communities: Participatory
Techniques for Community-Based Programme Development. http://pcs.aed.org/doc
ments.htm
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KEY MESSAGES

» Coordination is a core task for Camp Management Agencies. Through it
gaps are identified, duplication avoided, participation ensured, standards
raised and rights upheld.

Developing and maintaining a network of effective partnerships with the vari-
ous actors involved in the camp setting can facilitate coordination which will
lead to the provision of protection and assistance for all camp residents.

v

» Effective coordination is underpinned by reliable, up-to-date cross-sector
information which enables all actors involved to assess the needs of all
groups within the camp, and plan interventions to meet them.

» Coordination can involve information sharing, collaboration or joint pro-
gramming with partners. This will mean looking for ways that the diversity
of mandates, capacities and programming objectives among partners can
achieve complementary interventions.

» Successful partnerships, and hence successful coordination, is in part de-
pendent upon attitudes, skills and competences including active listening,
good leadership, clear and transparent communication and an ability to
establish consensus.
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INTRODUCTION

WHAT IS COORDINATION?

The aim of coordination for a Camp Management Agency is to ensure that hu-

manitarian services and assistance are delivered in a cohesive and effective

way to the camp population, such that the standard of living in the camp is

maintained, and full and equal access to basic human rights is ensured for camp

residents. In order to achieve this aim, the following activities are undertaken

by a Camp Management Agency coordinating at the camp level:

e strategic planning

e gathering data and managing information

e mobilising resources and ensuring accountability

o facilitating a clear and agreed division of tasks

o developing and maintaining a network of partnerships with key stakeholders
inside and outside the camp

e providing leadership.

Whilst many recognise the importance of coordination in a camp response,
effective coordination can be challenging to achieve on the ground. This is es-
pecially true in situations of conflict and disaster, where there is, by definition,
chaos and confusion and where a competitive agenda between stakeholders
may undermine cooperation. An effective coordinator believes in the principle
that more is achieved when people work together and that the whole is greater
than the sum of its parts. A coordinator works in ways that promote and develop
positive and effective relationships between stakeholders.

@ Levels of Coordination

In the management of a camp response for refugees or IDPs, coor-
dination can happen at many levels between different stakeholders.
From the perspective of camp management, and for the purposes

of this chapter, the focus will be on the role of a Camp Management
Agency and its responsibilities for ensuring effective coordination
between stakeholders inside a single camp, and working at the camp
level — or intra camp.

>
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Coordination also takes place between camps, or inter-camp. In IDP
situations where the CCCM (Camp Coordination and Camp Manage-
ment) cluster has been activated, this role is undertaken by the Camp
Coordination Agency. In other situations, a Sector Lead Agency,

(UNHCR or another UN or International Organisation) coordinates
between camps, and ensures the provision of assistance and pro-
tection through licising with a network of local, national and inter-
national actors, all of whom have a vested interest in the overall
camp response.

»» For more information on the role of the Camp Coordination Agency or the Sector
Lead, see chapter 1.

COORDINATION — THE CAMP MANAGEMENT AGENCY’S ROLE

As discussed in chapters 1 and 2, one of the Camp Management Agency’s main
tasks is to ensure delivery of assistance and services to the camp population in
line with international law and standards. This requires a process of coordinating
and facilitating all those involved, (including service providers, on-site govern-
ment actors and the camp community) in their activities and interventions. The
Camp Management Agency, as coordinator at the camp level, is responsible both
for facilitating initial agreements and monitoring service delivery, ensuring main-
tenance of standards and advocating for any adaptation of assistance required
by changing needs on the ground. Coordination is an ongoing process. It must
be dynamic and responsive, reflecting and responding to the often unpredictable
shifts in circumstance throughout the life cycle of the camp.

It is invariably complex to achieve a level of agreement and compromise
amongst a diverse group of stakeholders on how to define mutually acceptable
common goals which uphold the rights of the displaced population and which are
in line with agreed standards and international legal instruments. When faced by
challenges the Camp Management must look for innovative solutions, establish
clear and diplomatic communication whatever the extent of conflicting agendas
and engage all those involved in dialogue to identify priorities and appropriate
actions. They need to ensure that all interventions are made in the best interests
of the camp population with due regard for the principles of participation, and
the protection of people with specific needs. In order to ensure that standards
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and activities in the camp are in accordance with the broader camp response
strategy, a Camp Management Agency will also licise closely with the Cluster or
Sector Lead, who monitors and coordinates between different camps.

Q Coordination in a Situation of Protracted Displacement
- A Voice from the Field, Kenya

“In situations of protracted displacement, like the refugee camps in
Kenya, there can be a lack of shared vision between stakeholders. Co-
ordination meetings become a routine exercise to simply update each
other and there is an absence of joint planning or sharing experiences.
One of the main challenges can be that of deep-rooted or long-standing
disputes, political issues, deep-seated personality clashes and conflicts
of interest. Additionally in some cases there is a high turnover of agency
personnel, and especially expatriate staff. This can undermine the de-
velopment or strengthening of coordination mechanisms. It is essential
for a Camp Management Agency to identify weaknesses and to build
on strengths in an inclusive and transparent manner. Being innovative,
and prepared to modify coordination mechanisms that need revision,
can make a difference.”

How is Coordination Achieved?

The Camp Management Agency acts as an overall organising body, bringing
people together and encouraging team work and contributing to planning, im-
plementation and monitoring of humanitarian services and camp activities. The
coordination forums - the mechanisms and meetings to achieve coordination
in a specific context - engage actors at different levels both inside and outside
the camp. Mapping coordination forums and mechanisms, and keeping eve-
ryone informed and engaged in the process is an important part of the Camp
Management Agency’s role. If key players fail to commit to agreed systems for
coordination - for example, by not turning up to meetings - and instead choose
to work independently and in isolation, it becomes increasingly hard for a Camp
Management Agency to ensure consistent provision of assistance and protection.
For coordination to work, the Camp Management Agency needs to ensure the
‘buy-in’ of all those involved, and ensure that stakeholders inside and outside
the camp are communicating.
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) Clarity and Inclusiveness - A Voice from the Field
- Democratic Republic of Congo

“In DRC the Camp Management Agency has worked closely with UN-
HCR to set up the CCCM Cluster working group, write the CCCM cluster
strategy, get agreement on the Terms of Reference (ToR) for the Camp
Management Agency and provide training. The consequence is that the
CCCM Cluster has been put in place in line with global CCCM definitions
of roles and responsibilities and reflecting the MoUs between partners.
This thorough and inclusive approach has had a positive consequence on
coordination. As the coordination aspect of camp management touches
on the ‘independence’ of other organisations, it is of crucial importance
that there is a clear understanding by everyone involved of the roles
and responsibilities of a Camp Management Agency.”

What does Coordination Need?

Coordination consists of a process of gathering and sharing information, and
planning together in pursuit of shared and agreed goals. The success of this
process is underpinned by and involves developing and maintaining transpar-
ent and effective partnerships with a diversity of stakeholders, including the
Cluster/Sector Lead, on-site authorities, service providers, the camp population
and the host community.

Attitudes for Partnership

Some of the preconditions for successful partnerships, and hence for successful
coordination include:

e 0 commitment to coordinate

e aninclusive and proactive attitude

e active listening skills

e an appreciation of diversity and interpersonal skills and styles
e 0 commitment to process as well as product

o the ability to trust

e awillingness and ability to establish consensus

e leadership capacity and the acceptance of leadership

e cultural sensitivity
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Whilst these attributes may often be either assumed or dismissed, without them,
coordination cannot be fully effective.

@ Coordination involves a process of collecting data and disseminat-
ing information about life in the camp, and planning agreed and effec-

tive action to meet the needs and uphold the rights of the population.
If this is done well the displaced can be protected and the delivery
of assistance can be both appropriate and timely.

Collecting Data and Information Management

Coordination depends on having access to the most reliable and up-to-date
information possible. This includes recent cross-sector data about the situa-
tion in the camp and demographic data on the camp population. This data is
processed and analysed to give clear indications about gaps and duplications
in assistance and protection, and changes in the circumstances and needs of
the camp population. Data needs to be accurate, well-collated and archived in
clear and accessible ways if relevant information is to be extracted.

) Data Collection - Voice from the Field

“However simple a question may seem to be on a data collection sheet,
it is remarkably easy for it to be interpreted differently. An example of
this was in a monitoring project where the Camp Management Agency
was collecting data on the number of functioning latrines in a camp.
The question sheet read:

1. How many latrines are there in the camp?

2. How many latrines are functioning?

3. How many latrines are not functioning?

Question 1 was answered accurately - counting the number of cubicles.
But this figure told the Camp Management Agency relatively little. An-
swers to question 2 and question 3 which would inform a repair project,
were however, invariably inaccurate. This was clear to see because
responses to questions 2 and 3 should have equalled the answer to
question 1 when added together, but did not. >y
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Discussions with the staff revealed that the problem lay in different in-
terpretations of what ‘functioning’ actually meant. Did it mean ‘in use’,
or did it mean ‘up to standard’? When a latrine was clearly not being
used, then the answer was self evident - it was not functioning. But what
about when the latrine was still being used, despite its dysfunction?
When for example the door was broken off? Or when it had no roof, but
was still being used? How should they be counted? Because monitoring
staff worked in pairs, their discussions and disagreements on this issue
were reflected in the data collected.

Lessons learned from this informed better definitions, better training
on terminology in data collection forms and greater staff awareness of
how to check the numerical possibility of the answers they filled in.”

Information Sharing and Joint Planning

The Camp Management Agency’s role and responsibility is to set up a diversity
of effective coordination forums and mechanisms in the camp where information
can be shared between stakeholders; these mechanisms are discussed in more
detail later in the chapter. The aim of coordination, may in some instances entail
the dissemination and sharing of information with a diversity of stakeholders.
In these forums gaps or overlaps may be identified in assistance or protection,
and roles and responsibilities may be clarified. Coordination may also extend
to a process of collaboration or joint planning, whereby sector needs are jointly
assessed between service providers in the camp, and plans are made together
for technical activities. If feasible, joint training of agency staff may also be
undertaken. Agencies may also decide to share personnel and operational re-
sources as part of their coordination activities.
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o Language Needs

Ensuring effective communication in information sharing and plan-
ning forums requires an assessment of the language needs of the
group and provision for translation as appropriate. Native speakers
should be aware that the speed at which they speak, their accents
and the use of idioms and slang can make it very challenging for

others to understand and participate in a meaningful way. In many
cultures it is considered impolite to interrupt to ask for translation
or clarification. Participants at a meeting may in some cases rather
remain silent rather than request that their language needs are met.
Inadequate translation provision can significantly undermine the
contributions of some stakeholders in a coordination forum.

Monitoring and Evaluation

Consistent monitoring of the impact of programmes undertaken, and assessment
of the effectiveness of the coordination mechanisms in filling gaps and providing
appropriate and timely assistance, is central to best practice for a Camp Man-
agement Agency. Evaluating sector-specific interventions enables projects to be
adapted and lessons learned to be integrated into future project planning.

KEY ISSUES

The way in which a Camp Management Agency approaches coordination and the
outcomes that are achieved will directly impact on the protection and services
provided to a camp population. Whilst coordination is a topic frequently discussed
in relation to a camp response, its practical and effective implementation can
be difficult. Some of the challenges include:

Coordination is Over-Dependent on an Individual

Whilst the majority say they want to coordinate with others, and recognise
its value, it is another matter to be ‘coordinated by’ somebody. There is much
current debate on the extent to which effective coordination should depend on
somebody’s personality. It is not enough to simply consider the coordinating
capabilities of a particular, skilled and charismatic individual with ability to
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inspire trust and get people to work together. Values, systems, mechanisms and
tools need to be combined in ways which enable a Camp Management Agency
to empower people to benefit from working together.

Investing Time and Money

One of the key challenges for agencies in coordinating humanitarian response is
that they are often expected to achieve productive partnerships without having
sufficient time or budgets to do so. Often they have limited prior knowledge of
other agencies or of their staff. When operating in the midst of crisis, this can
make effective coordination extremely difficult.

Establishing Legitimacy and Support

Central to achieving good coordination is a Camp Management Agency’s abil-
ity to foster a spirit of effective partnership. Coordination is therefore as much
an attitude - a set of values and a commitment to inclusivity - as it is about
information collection and dissemination or joint planning. Relationship build-
ing is central, not only with those who have the will and capacity to participate,
but just as importantly with those who do not - people who have limited or no
resources to commit or whose political agenda may be to disrupt, avert, intervene
or dismantle the capacity of the Camp Management Agency to ensure the rights
of camp residents are upheld.

Establishing the credibility to take a lead in coordination is a major challenge
for Camp Management Agencies - even in the most ideal of settings. The Camp
Management Agency is not mandated by law nor does it have any sanctions at
its disposal to enforce coordination, or directly penalise those who refuse to be
accountable or fail to deliver. In such cases a Camp Management Agency may
seek the support of the authorities, and/or the Camp Coordination Agency who
may take action and advocate for better coordination. Complaints procedures
and advocacy strategies need to be decided as part of the Camp Management
Agency’s strategic plan.

Developing Procedures and Achieving Results

Planning and establishing clear, inclusive and manageable coordination systems
and mechanisms and tools for effective communication, is an integral part of
best practice and success. Once useful and supportive procedures are in place,
the function of camp management optimally begins to establish credibility and
achieve tangible results. Coordination works when people can see the benefits of
coordinating and the process of coordination itself earns respect. This happens
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when people begin to rely on effective information sharing and joint planning
and they invest in relationship building because it produces a dividend in terms
of the efficiency and/or effectiveness of their programmes. It is then that a Camp
Management Agency is seen to be really making a difference.

COORDINATION MECHANISMS

How is coordination achieved? The term ‘coordination mechanisms’ simply means
the methods we employ to coordinate, a vehicle for sharing information or a plat-
form for joint planning. Coordination mechanisms are the way in which coordination
results are achieved. In any camp response a variety of coordination mechanisms
should be used to coordinate with different stakeholders.

The method most commonly used - and arguably also misused - is the meeting.

A meeting may be used to achieve a variety of results. It may simply be used

as a forum to share information. It may also be used to take decisions. Listed

below are some coordination mechanisms commonly in use:

e meetings (including distributed agendas and minutes)

e teleconferences (involving more stakeholders)

e cluster/sector group (facilitated by the camp coordinator)

e camp-level representative groups (a diversity of key stakeholders such as
service providers at camp level)

e camp committees (representation of camp residents in camp governance)

e informal chats and exchanges (planned and/or ad hoc general relation-
ship building)

e task forces (often used to target a specific issue needing urgent, techni-
cal/expert attention and provide feedback and recommendations)

e working groups (a sub-group tasked with researching a specific issue or
producing a specific deliverable, and feeding back).

Coordination Inside and Outside the Camp
The tree diagram below shows stakeholders inside and outside the camp. Ideally
representatives from the authorities, the service providers, the camp residents
and the Camp Management Agency are involved in coordination at camp level.
In this example the cluster coordination system is in place, and the roles and
responsibilities involved are clearly identified.

In reality, the stakeholders involved are always context specific, and the
roles of specific actors both at camp level and externally will vary according to
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need and to circumstances. In some cases camp management meetings within
the camp may solely involve a group of camp residents if other actors are infre-
quently present in the camp or if the Camp Management Agency is operating
through a mobile team.

Whether at camp level or through external forums, creating and maintaining
regular opportunities for camp stakeholders to share information, agree and
plan interventions and monitor progress, is central to best practice in camp
management. Displaying an actor map such as the example shown below, can
be a simple and effective way of making a coordination system more accessible
and transparent for everyone involved.

Camp Administration Camp Coordination
Government authorities at Led by Camp Coordination Agency
national/regional level UNHCR (refugees/conflict-affected IDPs)

IOM (disaster-affected IDPs)
Sector/Cluster Lead

Camps and Camp
Management

Coordination at Camp Level
Led by Camp Management Agency

— \

Camp Camp Service providers Host Local
Management resident (NGOs/local health, population government
Agency representatives  education services)  representatives officials
Health Woman’s Youth WASH Other
committee committee committee committee committees
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Outside the camp, there will usually be a range of sector-specific, district-specific
inter-agency and/or inter-camp coordination meetings. These are usually organ-
ised and/or chaired by either the authorities, UN agencies, or other Cluster/Sector
Leads such as an international NGO. At such meetings a Camp Management
Agency will report on the status of the camps it is working in. Their report may
include recent activities, changes in circumstance, gaps and/or duplication in
services and assistance and any burning issues which may require support
from the authorities or the Camp Coordination Agency or Cluster/Sector lead.
Well-chaired meetings, attended by those with decision-making authority, can
identify specific issues, discuss and decide upon the best solution, and make
an action plan. Minutes of the meeting should specify who is responsible for
doing what and by when.

@ Accurate, clear and timely minutes of coordination meetings dis-
tributed to all those involved which detail action points and provide

contact details can contribute significantly to effective coordination
and accountability.

At camp level the Camp Management Agency is responsible for the development
and facilitation of various organisations and groups of persons present and active
in the camp. This includes service providers and camp residents and representa-
tives of groups with specific needs and those at heightened risk. It may also include
government representatives and those from the host community. A representative
group of stakeholders which meets regularly to discuss camp management is-
sues and recent events, identifies priorities and takes action to meet needs may
sometimes be known as the Camp Management ‘Team’. This group may be at the
centre of effective coordination and participation at camp level.

Coordination Tools

Coordination tools, (such as camp monitoring forms) fulfil a specific information
function and are developed for a particular context. Whether a tool is used for
intra or inter camp coordination purposes, specific tools need to be agreed and
developed by the relevant stakeholders. One of the key challenges in setting
up effective coordination is for parties to develop and use shared coordination
tools, which meet common needs for information. This may sound easy, but
it requires that stakeholders are able to trust information collected by other
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parties and that all parties are committed to meeting the information needs of
other stakeholders and see them reflected in shared tools. In situations where
this doesn’t happen there will often be gaps and duplications in data collection
and information management.

»» For more information on information management, see chapter 5.

No matter what mechanisms and tools are in place, facilitating effective coor-
dination requires a Camp Management Agency to take an active, inclusive and
flexible approach to developing solutions which aim to meet a wide diversity of
needs. In establishing coordination mechanisms and tools a Camp Management
Agency should:

be familiar with the camp; including the people and the place. Get out of
the office and away from emails! Talk to people and listen to their needs.
involve people in discussions on the need to coordinate, enthuse them about
its effectiveness and how to overcome challenges to effective coordination.
map the actors involved in coordination at the camp level and include co-
ordination with both international and national actors

get clarity on information needs and advocate for sharing information and
data collection systems and tools wherever possible

brainstorm appropriate coordination forums and information sharing mecha-
nisms for different stakeholders

use the “five factors coordination analysis’ tool (see Tools section of this chap-
ter) to evaluate existing coordination mechanisms and to improve them
list coordination mechanisms in the camp such as meeting schedules and
make them visible in a publicly accessible place

use a variety of mechanisms that make information accessible to all, includ-
ing those who are not literate

advocate for shared coordination tools and train people how to use them
establish committees to ensure that the camp residents are central to the
coordination process

ensure plans and coordination aims are clear, simple, agreed and known
about

hold regular and effective meetings and ensure minute-taking is good and
minutes list action points and deadlines for follow up

keep everyone informed, at every stage and monitor plans and progress
be prepared to adapt plans, procedures and processes if things aren’t work-
ing or situations change
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e encourage a culture of respect, trust and inclusiveness, which goes beyond
specific agency agendas and prioritises shared goals and upholds the rights
of the displaced

o Engage camp and host community residents in voluntary or paid work where
appropriate to build trust and professional relationships.

A Five-Factor Coordination Analysis Tool

It is easy to criticise poor coordination, and there is no shortage of anecdotal
evidence to explain what happens when coordination mechanisms fail to work.
What is more challenging perhaps is to go beyond critiques and find practical
solutions - processes to follow and tools to use to make coordination more effec-
tive. Finding workable solutions can be testing, especially in situations of crisis,
which are by definition complicated by chaos and contradiction.

This five-factor analysis tool gives a starting point for thinking about why a
specific coordination approach isn’t working and opens up possibility for planned
improvement. It allows the analysis of coordination according to five criteria
- location, membership, decision-making, formality and resources. It is important
to be aware that underpinning effective coordination is the commitment by those
involved in the process of coordination itself and a belief in its benefits.

FIVE COORDINATION FACTORS

e Location
e Membership
e Decision-making Commitment

e Formality
e Resources

Taking some hypothetical examples of coordination mechanisms, can show the
potential use of this simple tool;

Example 1: A regular meeting of a particular group, whilst being well-located
and having inclusive and consistent membership, may have members with in-
sufficient decision-making power present to allow commitments to be made or
action points to be defined.

Example 2: An emailing address list which is intended to function as the central
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mechanism for the dissemination of camp-level information does not have an
accurate or well-updated membership list. The unreliable internet connection
means that it isn’t always accessible and too many agencies don’t refer to it or
know it exists.

A simple analysis of the mechanisms we use for coordination can tell us
a great deal about why they work, or why they fail to live up to expectations.
Sometimes the simplest changes can make the higgest difference.

Factors and actions which influence the effectiveness of a coordination mech-

anism include:

e thelocation of an information board in the camp

o the time of a meeting

e the language or quality of translation of a report

e the provision of resources like pens and paper to a camp committee

e the drafting of a ToR/job description for a committee secretary who needs
to take minutes

o the prompt delivery of invitations with reminders issued

e transport to a meeting

e the training of inter-agency staff on using a joint monitoring tool

o the distribution of a database to smaller local NGOs

e the maintenance of meeting agendas and minutes which are simple and
clear

o the consistent follow-up of specific and manageable action points

o the collaboration of agencies in the use of a joint data collection form

o support offered to the government who hosts a meeting, but has no capacity
to process and distribute the minutes.

Coordination mechanisms and tools need to be planned, chosen and adapted in
direct relation to what they are meant to achieve. When dealing with complex
and often conflicting agendas, it is especially important to keep the end in mind:
What needs to be achieved and what will make the difference in achieving it?

Meetings

Having too many meetings can be symptomatic of complex relief operations.
Unless these meetings are well-planned and well-chaired, they often achieve
relatively little, at least in relation to the amount of time they consume. When
organising effective meetings it is important to ensure:
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o relevant information is sent out beforehand

e the agendais clear and agreed

e start and finish times are agreed and kept to

e ground rules are in place (guidelines for constructive behaviour)

e timeis used to build trust and relationships within the group

e the agenda is adhered to

e agreed action points are recorded

e the meeting is evaluated at the end by participants: what could be done
better next time?

It is useful to identify distinct meetings for different topics always considering
whether a meeting:

e isnecessary atall

e has clear objectives

e includes programme planning

o includes political developments and related security conditions

e involves training needs and staff concerns.

s it meant to be organised for a larger and more inclusive group or for a smaller
group only or even hilaterally? When chairing a meeting, or supporting some-
one who is, it may be challenging to stick to the objectives and time set, whilst
facilitating contributions from the participants and allowing sufficient space for
the sharing of expertise. However, specific clear and achievable goals need to
be set which generate involvement and commitment in a spirit of trust.

@ Effective coordination is not about more meetings, but

better ones!

The Camp Management Agency will be instrumental in guiding and monitoring
the development of committee meetings in the camp. Here, participation and
representation of the camp community is vital. Committees require more than
just involving the relevant groups. It takes sufficient cultural and political un-
derstanding of the camp community to know who should be present at any one
time. A committee must be small enough for decision-making to be possible,
and include those who have authority. Committees must also be big enough
to be inclusive, and not dominated only by the voices of leaders. The process
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of organising effective committees must take into account culturally specific
social structures, ideas about status and understandings of gender and power
relations, whilst upholding the principles of equal participation, impartiality and
representation. Who to include in committees, and how they are nominated or
elected will vary from context to context. The process is as important as the
product. Getting agreements on fundamentals like a ToR, a code of conduct and
a complaints procedure can help to facilitate the committee.

COORDINATING WITH PARTNERS

Building effective working relationships with partners entails a clear and shared
understanding of mutual roles, responsibilities and expectations. It is important
that these are outlined and agreed early in the relationship. These agreements
provide the foundation and the parameters of the partnership and of mutual
accountability. Camp Management Agencies and other organisations should
not assume that camp residents or the local administration necessarily know
what they are doing in the camp. It is vital to clearly and explicitly communicate
roles and responsibilities.

Coordinating with Governments and Local Authorities

In both IDP and refugee contexts, national and local authorities are central
to camp activities and interventions. They have the primary responsibility for
communities in camp settings, and it is on their invitation, or at least with their
consent, that the Camp Management Agency is present. Best practice in camp
management must therefore entail working to mobilise and support national
authorities whenever possible in the provision of assistance and protection to
the displaced population.

Depending on the context the local authorities may be more or less involved
in the daily life of the camp, and may or may not be represented at camp man-
agement level.

The capacity of government or local authorities varies greatly as does their
knowledge of humanitarian principles and the camp setting, willingness and
ability to coordinate, assume responsibility and build effective partnerships.

Whilst some government representatives may have both the resources and
the will to coordinate others may have neither. Indeed in some situations it
may be that the government intentionally attacks, blocks, dominates or is an
obstacle to effective coordination of camp activities. In these situations it is
the job of the Camp Management Agency, on intra-camp level, respectively the
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Camp Coordination Agency or Sector Lead Agency, on inter-camp level, to use
appropriate advocacy to remind the authorities of their responsibilities and
duties under international law.

Wherever possible coordination structures in the camp should:

e support the government or local authorities

o seekto harness and develop their capacities

e build strong links between them and the humanitarian community, as well
as the camp residents.

o Where a Camp Coordination Agency is present, part of its role is
to facilitate effective communication between the Camp Management
Agency and the authorities. An official introduction to the authorities

from the Camp Coordination Agency at the start of operations can greatly
increase the credibility of a Camp Management Agency. Authorities play
a particularly important role in ensuring security in the camp.

»» For more information on protection, see chapter 8.
»» For more information on security, see chapter 12.

Coordinating with the Camp Population

Developing effective coordination with members of the camp community is an
integral part of ensuring participation and accountability. Community members
and group representatives have a vital need not only to be consulted, but to
actively participate in the assessment, planning, implementation, monitoring
and evaluation of all aspects of camp life.

Involving camp representatives in camp and sector coordination meetings
can help to improve the collection of data, the dissemination of information and
the development of reporting systems. This, in turn, may contribute to better
assistance, protection and service provision. The Camp Management Agency
should promote a transparent and participatory approach and encourage other
service providers to do the same. Camp residents can be active subjects in the
effective management of their own displacement, and a Camp Management
Agency should adopt an approach which respects and capitalises upon on their
capacities, including groups with specific needs and those at heightened risk.
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»» for more information on community participation see chapter 3.

Q Voice from the Field

“Camp residents, especially those who have been living in a camp for
some time, may be suspicious of new agencies. As a Camp Management
Agency coming in at a later stage, it is especially important to be clear
about who you are and why you are there. A new presence in the camp
is not always appreciated, especially if the community can’t see any
immediate value or material benefit out of your arrival.”

> See ‘How accountable are you?” in the Tools section of this chapter

Coordinating with a Host Community

Good coordination at both the camp level and with the neighbouring community
can help to avoid conflicting messages and increase trust between the camp
population and their host. Involving the host population in the developments
of the camp, providing a forum for listening to issues and acting on grievances
can have a positive impact on relationships and on the management of the
camp itself.

Hosting a camp population can put considerable social, economic, environmental
and cultural pressures on a host population who are themselves often poor and
under-resourced. In some cases, the camp population may be enjoying a higher
standard of living or better protection than they do. Tensions often develop around
the sharing of common resources, making for a fractious relationship between the
host and the displaced community. To mitigate tensions it is recommended to:

o Invite and involve representatives of the host community in forums for coordi-
nation on camp issues such as environmental care or larger employment op-
portunities. Doing so can increase mutual understanding and develop tolerance
and acceptance between the local community and the camp population.

e Assess ways the host community may be able to benefit from camp life or
services delivered, such as jobs, water points or joining socio-cultural events.
Under certain circumstances the host community can be in more need of
basic services than a camp population which is assisted.

CAMP MANAGEMENT TOOLKIT | CHAPTER 4 — COORDINATION



Coordinating with Service Providers
Coordination with the Camp Management Agency needs to provide added value
for service providers. Through their coordination, service providers need to be
able to share and receive information, foster support for their programme and
maximise their impact. Both service providers and Camp Management Agencies
take part in the overall strategy for humanitarian assistance delivered to a camp,
so transparency is required. Equally:

o The roles and responsibilities between agencies providing services in the
camp should be identified, agreed and formalised early in the camp opera-
tion. This is the first step to addressing gaps and can help to avoid misun-
derstandings.

o Written agreements, such as ToRs on roles and responsibilities, should be for-
malised with the aim of improving coordination and ensuring accountability.

e Agreements should be used as an advocacy tool when services fall below
standard.

e The aim of all parties should be to establish and maintain positive relations
and provide regular updates to each other.

o Verbal agreements need to be followed up, and responsibility for commit-
ments taken. Being accountable builds trust. If the Camp Management
Agency supports and encourages agencies in their work, it is more likely to
be reciprocated.

e It’simportant to provide mutual support. Accountability in service provision
is more likely to be achieved through encouragement than through any at-
tempts or perceptions of ‘policing’ the service providers in the camp.

e Even when programmes are carefully outlined in work plans, and roles and
responsibilities are formalised in written agreements, progress still requires
on-going facilitation.

o Jointly setting both clear and achievable short-term and long-term aims will
motivate everybody involved and make it easier to monitor interventions
and reach agreed targets.

o Camp Management Agencies should regularly receive copies of
agency agreements and work plans for all partners working in the

camp. They should likewise make their work plan transparent and
accessible.
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Q In Contact with the Camp — A Voice from the Field

“The Camp Management Agency should encourage agencies and service
providers to decentralise their services, and presence wherever pos-
sible. In some situations, where camps have expanded but offices have
not, it is easy for the camp residents and the service providers to lose
touch, and have limited contact due to distance or inaccessibility. NGO
compounds, where agencies locate their offices all together, often for
security reasons, can lead to agency staff becoming very isolated from
camp life, and camp residents having little contact with those who are
there to assist them”.

Coordinating with Camp Coordination Agencies

When working in an IDP context where the cluster coordination system has been
activated, a Camp Management Agency is part of an overall camp response
strategy led by the Camp Coordination Agency, in cooperation with the relevant
local authorities.

In other IDP situations, where the cluster coordination system is not acti-
vated, there may be a Sector Lead agency, playing an inter-camp coordination
role, with whom a Camp Management Agency works closely. In refugee contexts,
the camp coordinating role falls under the mandate of UNHCR.

The quality of the relationship between a Camp Management Agency and
a Camp Coordination Agency is central to the overall capacity of the camp re-
sponse to provide protection and assistance. Tracking gaps and duplications in
service provision is dependent upon the Camp Management Agency, the Camp
Coordinator and/or Sector Lead developing and updating information manage-
ment systems and tools. Coordination between them ideally begins with joint
assessments and planning. In reality however, it may be that either the Camp
Management Agency or the Camp Coordinator arrives first and that by the time
both are established, coordination systems, mechanisms and tools are already
partially in place. It is then a question of sharing what is already in use, and work-
ing together to ensure that the information needs of all stakeholders are met.

»» For more information on the role of the Camp Coordination Agency, see chapter 1.
B> for further details on information management, see chapter 5.
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0 The Question of Leadership

Effective coordination needs leadership and management. Taking a
leadership role in coordination at camp level includes holding each
agency accountable and monitoring to ensure coordination systems
in place are functioning properly.

The credibility of a Camp Management Agency depends on sup-
port from all partners. One of the biggest challenges of coordination
is that whilst many support the idea in principle, in practice they
prefer to work autonomously, and do not want to be told what to do
or to open themselves to criticism.

For coordination to work the leader must therefore be authorised
- requested/permitted to lead. This requires gaining and consistently
renewing the trust of all partners, who permit themselves to be co-
ordinated and participate according to the process and procedures
set out in an agreed coordination agenda.

For leadership to remain legitimate and accountable, there must
always be space for feedback, for complaint and for change. Effective
coordination is by nature dynamic and flexible, and must meet the
needs of those it seeks to coordinate.

) Challenges and Needs in Coordination - Voice from the Field
“There are gradually fewer and fewer agencies functioning as key ac-
tors in the camps here. Where there are Camp Management Agencies,
the issue is that they are not involving the IDPs and camp committees.
As return progresses, so agencies are refocusing on return areas and
there is generally less assistance in sites. Another challenge is that
IDP leadership in camps is fearful, due to security risks. They are be-
ing targeted by paramilitary groups when they speak out. Community
leaders are being questioned and held accountable for issues beyond
their control. The challenge is to find actors with the willingness to take
responsibility, make inclusive decisions, coordinate and take initiative
in the camps.”
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THE COORDINATION PROCESS
The following suggestions can help in setting up good coordination systems
when a Camp Management Agency takes over.

Collecting data involves ensuring that regular reliable data and information
about the camp is available and decisions are made about who collects
data, why, about what, when and how. Everybody should be clear about the
reason why data is collected and what response capacity is in place, so that
the expectations of the camp populations can be effectively managed.
Managing information requires the Camp Management Agency to coordinate
with the Camp Coordination Agency, or Sector Lead, the authorities and
other relevant stakeholders to establish who is responsible for the process-
ing and analysis of what data, how it will be disseminated, how often and
to whom. How will confidential and sensitive information be managed and
how will groups with specific needs and those at risk be protected? What
feedback and follow-up mechanisms are in place for the camp community,
so that they are kept informed of developments?

It is important to decide what information about life in the camp will be
shared, with whom, and using which mechanisms. Delays in dealing with
the many and often incompatible expectations and demands from differ-
ent parties should be avoided. A Camp Management Agency’s role means
negotiating and reaching agreements.

Dealing with complex messages is crucially important. Transparent and frank
communication is needed to ensure complex information is understood, and
to avoid sending contradictory messages. The messages communicated
by the Camp Management Agency will have an impact, intended or not,
on people’s understandings and their behaviours. Access to information is
a vital need and knowledge is power. In times of conflict, crisis and chaos
information needs to be handled carefully, with the Do No Harm principle
underpinning the chosen approach.

Keeping a clear focus is essential. Amidst competing agendas, retaining
focus on the roles and responsibilities of the Camp Management Agency
and the aims of Camp Management is essential.

o A Camp Management Agency’s interventions and targets should

be SMART: specific, measurable, achievable, relevant and time
bound.
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Clarifying agreements is important. Time needs to be taken to ensure that
there is a common understanding of the agreements that are reached. It is
useful to remind each other of the process that led to the agreement and on
the specific outcomes, responsibilities and time frames involved. Documen-
tation such as minutes of meetings, MoUs, plans, indicators, guidelines and
reports should be written and disseminated in such a way that agreements
are clear, specific, manageable and useful for everyone.

Making progress requires taking decisions and advocating for agreements
that allow things to move forward, even if the steps are small. Flexibility
and open reflection are required, to accommodate the needs of others or
changes in the circumstances. Progress that is inclusive and sustainable
takes time, patience and creativity. Solutions and compromises are needed
when processes get stuck.

It is important to always see the bigger picture. When submerged in micro-
level problem-solving and technical issues, the Camp Management Agency
needs to maintain a holistic overview and an understanding of the big picture
and how issues are connected and interdependent. For example, coordinat-
ing a solution for a water, sanitation and hygiene (WASH) issue can often
have implications for protection.

Managing expertise matters. Being comfortable in the role of ‘jack of all
trades but a master of none’ the Camp Management Agency usually develops
a team that has enough sector-specific knowledge to understand the work
of those agencies that are working in the camp and ideally can be seen as
a forum for the sharing of cross-sector expertise. Local and international
expertise needs to be harnessed for the benefit of all.

Respecting diversity is essential. A Camp Management Agency’s staff should
always practise and advocate for respect and understanding of all groups
and stakeholders involved.

Monitoring, adapting and evaluating require change and process to be
monitored, achievements in coordination evaluated and reflected upon and
challenges identified. It is important to adopt new approaches and anticipate
future needs.

@ In effective coordination the process is as important

as the product.
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The coordination process, can be understood using the kind of coordination cycle
set out below. The cycle illustrates a process in which data collected within the
camp is used to identify gaps, plan interventions and evaluate impact. The ques-
tions on each arrow in the diagram lead from one action to the next, through a
cycle of data collection, processing and analysis, through information sharing
and joint planning, to project implementation, monitoring and evaluation. This
diagram can be used to inform the Camp Management Agency’s approach to
coordinating sector-specific activities.

Assessment and

Data Collection

What information Step 1in case study below What does this
is needed now’ ytu mean?

Data processing

Evaluation

and analysis

Information and
What achievements COO I‘d | n GtiO n CYCle Who needs this

have been made? information?

Implementatio Information

and monitoring sharing

Joint

Who will do what? Where are the gaps?

planning
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Case Study (hypothetical) - Using the Information

and Coordination Cycle

Step 1: In camps in country Y, it is observed that sanitation facilities
are inadequate. In Camp X, data is collected related to the number and
status of latrines in the camp, and how they are being used.

Step 2: This data is processed and analysed, and ...

Step 3: disseminated to the Camp Coordinator, the authorities, and the
Camp Management Agency. At the camp level there are two agencies
implementing WASH programmes. There is also a WASH committee.

Step 4: The Camp Coordinator, as part of a plan to upgrade sanitation
facilities across several camps, has begun to advocate for support from
the authorities. Through sharing information in coordination forums
both in and outside the camp ... (to step 5)

Step 5: a joint plan is made, (in line with mandates and capacities, and
using UNHCR WASH standards as a benchmark), which involves the
repair of existing latrines and the construction of additional facilities. In
addition, the authorities agree to use the municipal council services once
a month, to pump out full septic tanks. Meanwhile, the Camp Manage-
ment Agency in Camp X works closely with the WASH committee, and
the representatives from the two WASH NGOs, and creates a ‘cleanliness
and hygiene’ project. This involves establishing a roster for latrines to
be regularly checked and cleaned, and for children to be educated in the
correct use of facilities with an emphasis on washing their hands.

Step 6: Specific, measurable and achievable indicators are chosen for
implementing these projects, in agreement with the Camp Coordinator,
and it is agreed that progress will be monitored by the Camp Manage-
ment Team for two months.

Step 7: At the end of this period, the situation is evaluated. Achieve-
ments are noted, challenges addressed and a new action plan is made,
including what data is needed to inform future interventions.
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CHECKLIST FOR A CAMP MANAGEMENT AGENCY

O

|

The roles and responsibilities of the Camp Management Agency in relation
to coordination are clear and well publicised.

There is effective leadership, which is respected and legitimate, for the
coordination of stakeholders in the camp response.

The importance of coordination is agreed and there is ‘buy in” and acknowl-
edgement of its benefits.

There is an inclusive and transparent attitude to partnership and a respect
for diversity which the Camp Management Agency works to promote and
maintain.

It is clear who is doing what and where: roles, responsibilities and expecta-
tions are agreed.

There are common, agreed coordination tools.

Staff are trained to use these tools so that the information provided is trust-
worthy and valuable.

Coordination mechanisms are well-planned, varied and fit for purpose.
Coordination mechanisms are well-publicised.

There is good participation. All key stakeholders are represented including
groups with specific needs and those at heightened risk.

Central/local government authorities play a central role in coordination.

Coordination forums are reviewed and there are procedures for feedback
and complaint.

Language needs are catered for in mixed forums of expatriates and nationals.

There is reliable, relevant and updated information available about life in
the camp.

There are forums for joint planning which seek complementarity in line with
diverse mandates and capacities.
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o Almost all the tools, publications and other documents referred
to are available on the Toolkit CD attached to every hardcopy binder.
Weblinks are provided for downloadable online resources.

Checklist “How Accountable Are You?” Checking Public Information

Linda Richardson and Gill Price, 2007. All In Diary. A Practical Tool for Field Based
Humanitarian Workers. www.allindiary.org/uploads/final_All_in_Diary_cd.pdf

The Five Factor Coordination Analysis (NRC training tool)

READING AND REFERENCES

Paul Bonard, ICRC, 1999. Modes of Action used by Humanitarian Players - Criteria
for Operational Complementarity. www.cicr.org/WEB/ENG/siteengQ.nsf/htmlall/
p0722?0penDocument&style=Custo_Final.4&View=defaultBody2

Nan Buzard, 2000. Information-sharing and Coordination among NGOs Working
in the Refugee Camps of Ngara and Kibondo, Tanzania, 1994-1998. http://web.
mit.edu/cis/www/migration/pubs/mellon/2_infoshare.pdf

ECB Building Trust Working Group, 2007. Building Trust in Diverse Teams: The
Toolkit for Emergency Response. http://publications.oxfam.org.uk/oxfam/display.
asp?ishn=9780855986155

Global Humanitarian Platform (2007) ‘Principles of Partnership’
www.globalhumanitarianplatform.org

IASC, 2007. Cross-cluster Coordination. Key Things to Know.
www.humanitarianreform.org/humanitarianreform/Portals/1/Home%20page/
Annexe7.Key%20thing