Basic guidelines for organizing relief distributions – January 2010-01-22

1. Pre distribution needs identification / assessment / selection of bens
· How many people on site vs. how many will need assistance (approximate if no data available)

· What are the most urgent needs (as reported by displaced people, local authorities, other NGOs, etc)

· What do we want to distribute – does it responds to the most urgent needs

· Do we have enough relief to fairly cover the needs?

· Establish the criteria for selecting the recipients of aid

· Has there been another distribution conducted in the same site by other organization? How did it go? Check with the beneficiaries and the respective organization and get as much information as possible.

· Check with local authorities and security forces for their knowledge of any prior, existing or potential issues related to the site and beneficiaries (sensitivities, etc).

2. Preparation

· Clear information to beneficiaries about the selection criteria and relief items to be distributed.
· Rapid evaluation of each family needs (how many family members, any special considerations such as newborn baby, disability, etc)

· Deliver CARE coupon to be presented during distribution and explain the use

· Inform about the time and location of the distribution

· Verify through local coordination if any other organization plans to distribute in the same site and what/when and estimate if appropriate to combine the distributions (type of relief, weight, time required to distribute, etc)

3. Site / location assessment and planning
· Are there any structures (buildings, enclosures, etc) to be used as distribution point(s)?

· Visualize / imagine the physical distribution ongoing: entry control towards distribution point, pick-up point and exit corridor. Movement should be as easy as possible while not allowing multiple people to arrive at the pick-up point simultaneously. Overcrowding of the pick-up point will create a bottleneck and basically stall the movement of people, which in turn creates confusion, nervousness and people may (out of fear of not being served) converge forcefully towards the pick up point. This will basically stop the distribution as our capacity to deliver the items will be overrun.

· Plan for exit / evacuation routes for CARE and partner personnel in case the crowd becomes a mob and turns to rioting (see crowd, mobs and riots guidance)

· Establish meeting points for emergency evacuation of distribution site for all staff (ideally near by or at the vehicle location).

· Do not run unless you are directly threatened by the mob – remember, they are not after you, but after the relief items.

· If possible and considered safe, plan for a temporary suspension of the distribution until order can be restored.

· If possible and safe to do so, secure the warehouse / storage place of relief items (however remember than staff safety and security takes precedence over everything else, including relief items – if the situation is very tense, leave immediately and seek safety by moving along the designated exit route and towards the meeting point)

· Plan for the vehicles to be in a “ready for departure” position along the planned emergency exit routes. Instruct drivers to stay with the vehicles and be ready for immediate departure if necessary.
4. Timing

· Ideally distributions have to be done latest the next day following the coupons delivery to beneficiaries

· Estimate the time required to complete distribution and plan to start accordingly

· Distributions should start as early as possible to avoid people being exposed too long in the sun

· Do not start distribution unless you can finalize it prior to 16:00PM latest (to allow a safe closure and return of the teams)

· If distributing to large number of people and it is unlikely you can finish all during the daylight, inform the people and break the waiting line at an approximate location to avoid people waiting for nothing. Explain clearly that you will continue the next day: give time and be there as planned.

5. Various

· Plan for the unexpected: have a designated member of the distribution team free to deal with unexpected situations at the pick up point (often people will have a variety of issues they want to share, such as having a larger need for relief than allocated, unable to carry it, wanting to pick up their family ratios, etc)

· Share information with various authorities (mayor, police, etc) and/or MINUSTAH and ensure that in case of major complications you can call them in support and/or to protect CARE personnel and ensure a safe exit from the crowd

· Always be courteous and keep your cool even if verbally aggressed by unruly beneficiaries (see dealing with angry people - attached)
· For extended distribution, make sure you have additional staff to allow everyone to take sufficient breaks (perhaps 2 to 3 additional people for every 10 people distribution team)

Crowds, Mobs and Riots

Crowds are groups of people who have gathered together for some reason.  Given the right conditions, crowds can easily develop from something that is relatively benign and peaceful into a violent mob. Mobs, in turn, can develop into full-fledged riots. You should be aware of the potential dangers of crowds and of the need for vigilance in situations where large groups of people are gathered. 

Definitions

Crowd – A large number of people

Mob – A large, disorderly crowd

Riot – A disturbance made by an unruly mob

Types of Mobs 

Mobs tend to be one of the three following types:
· Escape – a mob that is attempting to escape from a perceived physical threat

· Acquisitive – a mob that is looting or robbing anything in its path

· Targeted – a mob that has a general or definite target, e.g. attack foreigners or specific groups of people.

Riots are usually mobs that have grown out of control.  If the mob did have a general purpose, it becomes a riot when it loses any sense of purpose or characteristic and deteriorates into violence.

Potential Scenarios

You are most likely to encounter problems with crowds or mobs in three ways:

· Walking into a crowd or mob

· Driving into a crowd or mob

· A crowd/demonstration/protest gathers in front of your office

General Precautions 

· Avoid crowded areas (e.g. markets, sports events, etc)

· Know potential areas that protests or demonstrations may occur (e.g. market squares, significant locations, UN offices,  etc) 

· If a crowd starts to assemble, leave the area immediately 

· If you have no other option but to enter a crowd, immediately scan for your closest exit or safe spot

· If you are confronted by a crowd, stay calm. Use your “four-count” breathing and consider your options

· ALWAYS look for escape routes

Actions on Encountering a Crowd or Mob

Quickly Assess the Nature of the Group

· Is it a crowd or a mob?  Orderly or disorderly?

· Size?

· Temperament – are they happy, angry, sad, etc?

· Location?

· Are they static or moving?

· What is their direction and purpose?

· Are there obvious weapons?

· Are they posing a danger to persons and property?

On Foot

· “Four-count” breathing

· Assess the situation (Stop, Think, Act)

· Look for potential escape routes

· Edge closer to the outside of the crowd

· If there is an obvious centre of the demonstration (e.g. a podium), move discreetly away from it

· If there are obvious troublemakers (e.g. those who are louder, armed, etc), move away from them

· When possible, call in either by radio or cell phone to report where you are and the situation. 

· Establish eye contact. Most people succumb to the anonymity of the crowd. Making eye contact removes that anonymity. If done right it also re-establishes you as a member of the human race in the mind of the other person. They might not risk actually helping you but they will probably not hinder you either.

Driving into a crowd

· “Four-count” breathing

· Assess the situation (Stop, Think, Act)

· Inform your office of your location and the situation

· Drive slowly, scanning for the first available exit route

· Determine the nearest exit and use it (make sure the exit won’t block you in, e.g. a cul-de-sac)

If the crowd becomes aggressive or violent

Vehicles are big, obvious targets and will often attract violence.  Depending on the situation, you may wish to exit the vehicle and attempt to leave the area on foot.  If this is not possible, or you have decided to stay with the vehicle, then consider these options:

· Blow the horn

· Attempt to drive through the mob at about 15 km per hour.  This may injure someone, but is unlikely to kill them 

· Don’t worry about damage to the vehicle. Just put distance between yourself and the mob.

· Drive at slow speed. People will not let you run them over. They might stand in front but if you approach slowly you can push them out of the way. 

· As people move out of the way you can slowly accelerate. Don't worry about people who climb on top of the vehicle. 

· If the mob is clearly targeting you, do not get out of the vehicle, even if they smash the windows or start climbing on the roof, etc.

· Once you are out of the mob, keep moving to put as much distance between them and your vehicle as possible. 

· Contact your office with a verbal incident report.

At the Compound or Office
· Having prior warning that a mob is coming will allow you critical time to organize your response

· Call for assistance from the appropriate local or international  authority

· Ensure your guards understand they should warn you immediately if a crowd forms outside

· Have a good, strong gate – it will buy you a few minutes

· Have an escape plan for the compound – ensure everyone evacuates

· Consider having a “safe room” with communications available.

· Have a discreet alternate exit (e.g. a ladder to climb over the wall)

· Do not try to reason with a mob

· Do not try to resist the mob except, possibly, to save lives

If you decide to negotiate with a crowd at an office
· Inform the authorities that a situation is occurring and ask them to take discreet positions nearby, in case assistance is required

· Identify the leaders in the crowd

· Attempt to separate them from the rest of the crowd, ideally convincing them to speak with you in an open area of the compound. Lock the gates

· Do not engage in unruly group discussions

· Do make it quite clear that complaints will only be dealt with in an orderly manner only through the group leaders or their designates

· Maintain poise and dignity if confronted by a hostile crowd. This will require self-control and discipline (and Four Count breathing)

· Do not show anger or fear

Mob Dynamics 

Generally, in large mobs most people are bystanders and not actual participants. The violence largely comes from a few people or smaller groups of people.   When a group of people gets out of control and become a mob, there is unlikely to be anyone who can control the mob, at least in terms of stabilizing and de-escalating the situation.  The people to worry about are those few people in the crowd who succumb to the sense of power that violence gives them. They are the individuals who actually strike the first blows, throw the first bricks or burn the first cars. They are often not the leaders of the mob. If you can identify these people, you can move away from them in the mob. 

Dealing with Angry People

One of the more frequent situations that you may find yourself in is dealing with angry community members, fellow personnel members or beneficiaries.  This is particularly prevalent in emergency or post-emergency settings and programme activities that involve distribution of basic necessities.  It can also be a factor when dealing with employment or procurement issues.

Anger

Factors that increase anger include:

· Insecurity

· Lack of choices

· Asymmetrical power

· Disrespect

· Inconsistent team behaviour or inappropriate conduct

· Aggressive/passive responses to concerns

· High levels of conflict within a team

· Ostentatious use of symbols of power

Strategies to defuse anger:

· Listen – what is the real issue? What are the feelings and emotions at play?  What is the REAL message?

· Empathize with the person or group’s concerns and situation (try to feel what they must be feeling)

· Non-verbal communication – what are non-verbal cues telling you?  Remember that up to 80% of communication is through body language, facial expressions and tone

· Paraphrase their concerns to ensure you are all clear about what is being said

· Being assertive but not aggressive

· Avoid contentious subjects

· If possible, avoid telling people “no” (try to phrase another way)

· Staying calm
· Remain respectful of the person or group’s concerns
· Recognize your own prejudices

· Draw out underlying interest

· Avoid blaming anyone for the situation

· Avoid making accusations or counter accusations

· Don’t jump to conclusions or make assumptions

Keep in mind cultural considerations:

· Establish or avoid eye contact (direct/indirect)?

· Physical distance – how close should you be when speaking with the person?

· Gestures – appropriate/inappropriate use of hand or other body gestures

· Is saving face more important than a negotiated outcome?

· How is anger displayed in that culture?  Sometimes we can associate anger with actions that are simply meant to convey emphasis
