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1. Introduction

This document outlines CARE’s internal cost recovery policy for the deployment of personnel dedicated to support humanitarian emergency preparedness and response. 
Staff covered by this policy are staff from a CARE member or the CI Secretariat who are deploying to provide technical support to a Country Office either prior to (for preparedness and / or capacity building) and during an emergency response. 
Please note that that this policy does not cover the deployment of consultants or national or international staff from country offices (national or international).  
This policy seeks to ensure that technical skills available in one member of CARE are available to support other members of the federation and provide quality and timely support.  It seeks to ensure that CARE’s humanitarian personnel can be deployed in a timely, consistent and effective manner and in a way which promotes the sustainability of CARE’s investment in its humanitarian surge capacity through cost-recovery.
The policy was introduced for a trial period in FY10 and was revised and formally approved for use by the Finance Directors at the meeting held in Vienna in September 2011.
2. Principles

The cost recovery policy is intended to promote the deployment of necessary humanitarian personnel to support country offices and not to prohibit or discourage deployments. 

The cost recovery policy aims to maximize recovery of costs within realistic parameters of available resources to support high quality and accountable humanitarian emergency responses in order to promote the sustainability of CARE’s investment in surge capacity. 

The level of support needed for a quality humanitarian response will take precedence over cost recovery objectives. However, costs should be recovered to the maximum extent possible without compromising the response. 


Where possible (ie. where the country office has the resources to cover deployments) this policy aims to help CI members and CEG (CARE’s emergency group) reduce their unrestricted expenditures and therefore improve the financial sustainability of CARE’s surge capacity.
The purpose of the policy is not necessarily to recover full costs so there should be an expectation and acceptance of some gap between actual costs and those recovered
. 

CARE country offices and their respective lead members have primary responsibility to implement the policy, in particular to take all steps possible to source funding to pay for deployments, including allocating lead member funds if required. 

3. Positions covered by this policy

This policy covers all existing CARE employees deployed to support humanitarian emergency work (preparedness and response) from:

· CI secretariat (principally CEG and including CEG region-based staff); and

· CARE International member headquarters, or regional offices (principally senior sector specialists, other humanitarian emergency unit staff, technical advisors, regional staff, and other support staff).

Not covered by this policy:

· TDYs or RED (roster of emergency) deployments of international or national staff from CARE country offices: These positions are to be charged according to existing CARE member TDY policies, short term hire or as per the grade of the position. Please consult relevant HR departments for TDY policies and costs. 

· New hires or consultants: To be charged at actual rates agreed during hiring. 

· Secondments from other agencies: Negotiated on a case by case basis with the partner agencies, although the standard policy should be applied as far as possible. 

4. Use and calculation of daily cost recovery rates 

The following categories with set internal cost recovery rates have been established to enable greater standardization of rates across the CI membership and to assist country offices with budgeting and fundraising. The positions listed are examples only and will  vary depending of salary and benefit cost of each individual CI member. 
Level 1 (Team Leader)




$600
/ Day


Level 2 (Safety and Security)




$500
/ Day


Level 3 






$400
/ Day 


Level 4 






$300
/ Day
Level 5 






$200
/ Day 
All personnel covered by this policy should be assigned a daily rate which will be used as the basis for salary cost recovery. The rate will be assigned on the basis of the actual salary and benefit costs
 of the employee.  

CI members or the CI secretariat should determine which rate applies to each deployed person based on the formula in Annex A. This formula takes into account salary and benefits of staff based on a 6 day working week. It must not include CARE member ICR (internal cost recovery) which is not considered part of the cost recovery policy. 

The purpose of these rates is to assist cost recovery but not to necessarily recover full costs. A gap between costs recovered and actual costs should be expected in some cases.

For reasons of affordability and donor acceptance, the maximum allowable daily rate will be capped at $600 USD. This cap will be reviewed and revised periodically as appropriate. 

5.
When the policy applies and what it covers

5.1
Humanitarian emergency response deployments 

5.1.1
Definition

Defined as direct support to an active humanitarian emergency response, usually deploying directly into a country office, but can also include deployment to, or from a regional office, neighboring country or supporting lead member head office. Deployment is the movement of a staff to another location when there is a change in the supervisory roles, as in the person is no longer reporting to their normal supervisor but one within the CO.

5.1.2
Costs 

The following costs should be recovered by the deploying office from country office emergency response budgets:

· Salary and benefits (daily rate at level determined according to Annex A) for days worked based on a 6 day week basis plus travel days.

In addition the following costs must be covered directly (or via intercompany billing) by the receiving country office emergency response budgets:    

· All travel costs including airfares, visas, vaccinations, transfers, etc 

· Accommodation costs (normally paid directly by the country office)

· Per diem (at a rate set by the country office following the CI emergency deployment per diem policy
)

· Local R&R expenses as per policy and where applicable 

· All communication expenses

5.1.3
Application

· The decision to deploy will depend on the level of the emergency and will be a decision between host CO, Lead member, CEG and CARE member providing the deploying person. 

· COs should budget for costs of technical support in their emergency response budgets and planning processes. Costs for deployments must be covered. At a minimum, a deployment requires commitment by either the country office, lead member, another CARE member, or CEG to cover all costs (absorb salary and provide budget to cover benefits, travel, per diem, accommodation, etc) if donor funds are not secured to cover them. 

· The country office must ensure that as much as possible and within donor regulations all salaries and benefits, daily rate costs, plus actual travel and other support costs, are built into donor budgets for the emergency response. It is recommended that COs budget for technical advisors during emergencies and this should be part of all budgets.
· The country office should also request permission from donors to retroactively charge expenses, to include expenses incurred prior to the signing of the agreement with the donor or the commencement date of the emergency, whichever is earlier. CARE members should assist with this. COs should send out a letter to the donor specifiying these requirements. In addition, the budget should include expenses for a one-month period for key staff to enable close out procedures as well. 
· Any special donor requirements (such as deadlines or documentation) must be communicated to the deploying office as soon as possible. 

· Salary/benefits daily rate costs, plus travel costs incurred by the deploying office during mobilization - airfares, vaccinations, etc., will be charged from the deploying office to the receiving office at the completion of the deployment (unless a decision to waive salary/benefits is taken, see 5.1.4 below).

· A CARE International Member can assign emergency funds raised to cover the full deployment costs of their staff directly if this charge does not go through the CO books.(eg CARE UK could directly charge shelter staff to a DFID funded project in UK at a higher rate as long as the cost does not go through the CO books and the cost is included in the budget and agreed by the donor).

5.1.4
Exemptions

· Where insufficient funds are sourced from donors, the full or partial recovery of salary and benefits may be waived by the CI member providing the emergency staff.  Waivers of travel and accommodation support costs recovery will not normally be considered. 

· This decision will not be made at the outset of the emergency. Sufficient time (see below) must be allowed for resources to be mobilized to recover costs. 

5.2
Deployments for CO preparedness, capacity building and learning

5.2.1
Definition

Defined as all activities undertaken to support improved humanitarian emergency preparedness and response outside of active response phase activities. This can include:

· Emergency preparedness planning

· Training and capacity building activities

· After Action Reviews (AARs) and other learning activities

5.2.2
Costs 

· Salary and benefits (daily rate) of facilitators, trainers or advisers 

· All support costs including travel, accommodation, per diem and all other costs as outlined in Section 5.1.2 above.
5.2.3
Application

· Country offices are expected to budget for humanitarian emergency preparedness and capacity building activities ahead of time as part of standard budgeting processes. Lead members are encouraged to promote and support this in annual budgeting processes. COs should budget for the time of RECs (regional emergency coordinators) to come and support in annual EPP process.
· After action reviews must be included in all Type II emergency project budgets, often through the monitoring and evaluation lines so that donor budgets are available to support AARs. 

· Salary and benefits should be recovered at the rates established by this policy and to the extent possible included in donor budgets.

· All support costs (travel, per diem and accommodation) must be covered by a project or country office or lead member budget. 

· COs should remember to budget costs for project close-out costs beyond the end date for activities.
5.2.4
Exemptions

· If a country office requests assistance but there are no country office, lead member, or donor budgets available to cover salary costs, CEG or the sending member may decide to waive full or partial salary recovery for participation in these activities. This decision will be made by the member or unit that is sending the staff member. 

· The CI member may allocate funds to cover support costs (travel, accommodation, etc) if there is no available project budget and there is strategic interest and adequate provision in existing CI or CARE member budgets. If this is not the case, participation will be provisional on the ability of the country office or lead member to cover all support costs. 

6. 
Implementation and Compliance

6.1 Letter of agreement

A letter of agreement outlining personnel deployment arrangements will be sent to the receiving office. The letter will outline the costs and recovery expectations to enable the country office to incorporate these into budgets. This will be sent by CEG or sending CI member and will follow the template in Annex B and will include the signatures of both parties.

6.2 Proposals and budgets 

The country office must ensure that costs for all humanitarian deployments, including salary and benefits daily rate costs, plus support costs (travel, accommodation, per diem, visas etc) are built into emergency response proposals and budgets at an adequate level.

The country office should also ensure that donors are requested to approve retroactive charging of costs to the date of the start of the emergency response. While not always approved, this is critical for maximizing cost recovery. CARE members should assist with making such requests to donors. 

6.3
CI member fundraising

CARE International members have a primary role in fundraising to support country office humanitarian emergency responses. Funds raised through appeals can often be flexible sources to cover initial start up and response costs such as emergency personnel deployment. See the CARE emergency toolkit, chapter 14, for fundraising guidelines. 

Where the deploying member (or other supporting member) has funds available to support the response, they may provide a direct grant to the country office to cover these costs, or elect to have the costs charged directly to their available funds. 

6.4
Accounting 

Costs will be recovered in accordance with CARE’s standard accounting and intercompany charging practices. 

The CI secretariat or relevant CARE member finance unit will be responsible for ensuring costs are recovered from the country office in a timely manner. Particular attention must be paid to donor deadlines to ensure that costs can be charged to donor funded projects before project end dates. Note that delays have previously resulted in disallowed costs. 

The country office should advise the CI secretariat or CARE member finance unit of donor restrictions and deadlines as soon as possible. 

6.5  
Monitoring and reporting

The CI secretariat finance manager will maintain financial tracking of recoveries of CEG deployed staff and will provide reports to the Humanitarian Director on a 6 monthly basis This reporting must track actual level of recoveries and percentage of recoveries compared to actual deployments. The CEG emergency officer and HR coordinator will ensure the finance manager has accurate data regarding staff deployments. 

CARE members will also track deployments and the level of recoveries compared with actual deployments and similarly provide this information to the CI secretariat on a 6 monthly basis.

Cost recovery reports from CEG and CI members will be used for reporting against established performance indicators for cost recovery within CARE’s humanitarian emergency performance metrics system.

ANNEX A.    Formula for calculation of cost recovery rate category

ANNEX B.    Standard letter confirming agreed terms of personnel deployment to support humanitarian work

Annex A:

Formula for calculation of cost recovery rate category

Rate Categories (USD)

Level 1 
$600

Level 2 
$500 

Level 3

$400

Level 4

$300 

Level 5

$200

Calculation formula

1. Establish total monthly costs of staff salary and benefits in USD (Note: this should not include travel, accommodation or per diem which are direct costs). 
2. Based on a 6 day working week, assume 25.83 working days per month

3. Divide total monthly costs by 25.83 for estimation of daily rate

4. Assign staff member to a rate category 1 to 5 based on the closest standard rate to the actual calculation. 

Example

Staff member salary costs = $6,000 USD per month

30% benefits = 6,000 x 30% = $1,800

Total monthly costs = $7,800

Actual daily rate = $7,800 / 25.83 = $301.97

Closest standard daily rate = $300 per day = Level 4

Annex B:

Standard letter confirming agreed terms of personnel deployment to support humanitarian work

 [image: image1.emf]CARE International

Address of deploying member

 XXX

XXX

Date XXX 

Dear XXX, 

This letter is to confirm that (staff member) from CARE ( member)  will be deployed to support CARE (CO)  in the capacity of ( position)  from dates (start) until (end) .

As agreed, CARE (member) will charge CARE (CO) the following costs for this assignment:

· All cost associated with the international flights (economy class) from XXX to XXX and return
· All associated in-country costs for the duration of  this assignment including:

a) Per diem (as per CO policy)

b) Accommodation

c) Local travel

d) Local R&R costs where applicable

· Daily rate at XXX per day for a total of XXX.  This amount is based on a pro-rata basis of the staff member’s normal salary and benefits.

Any additional in-country entitlements should be subject to CARE XXX policy. 

(staff member) should please receive a security briefing on arrival.   Also we request a brief evaluation of the work undertaken during this assignment (please see the attached emergency assignment Performance Evaluation form).  Please discuss the evaluation with (staff member) prior to his/her departure and forward the completed form to xxxxx@xxxxxx.xxxxx

Should you require further support after this time, please do not hesitate to contact us to discuss what is possible. 

Yours sincerely,

Name: 





Agreed by: 

Title





Country Director 

CARE XXX




CARE International XXX







Charges to be made to:  FC       / PN

Annex: - RED Performance Evaluation form


  TOR 


  RED – Emergency information Form.
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RED - PERFORMANCE APPRAISAL FORM

To ensure that CARE deploy the most highly qualified and suitable staff to every emergency it is most important that you complete the performance appraisal form.  Good feedback to the deployed RED member and the HR Reference Group who manage RED will help to ensure:

· We can quickly identify with confidence the best person to deploy to an emergency
· We identify learning and development needs of Roster members
· Quality, open and honest  feedback is given to Roster members – both strengths and areas for improvement
Once you have completed the form, please forward it to the HR–Emergencies Officer of the CARE Lead Member and the CARE Emergency Group (CEG) HR Coordinator at redrecruitment@careinternational.org 

	Section A:  Employee Details

	First Name           Click here to enter text.
	Last Name
Click here to enter text.

	Position Title
Click here to enter text.

	Section B:  Assignment Details

	Country of Assignment
Click here to enter text.

	City/Town of Assignment
Click here to enter text.

	Name of Emergency
Click here to enter text.

	Brief summary of Emergency
Click here to enter text.

	Start Date
Click here to enter a date.
	End Date
Click here to enter a date.

	Section C:  Details of Appraiser & Line Manager

	Appraiser’s Name

Click here to enter text.

	Appraiser’s Title

Click here to enter text.

	Appraiser’s contact details
Click here to enter text.

	Supervisor’s Details (if different from Appraiser)
Click here to enter text.

	Section D:  Appraisal

	Please rate the employee’s performance  using the following rating scale:
1: Exceeds Requirements, 2: Meets Requirements, 3: Requires Development:, 4: Not Applicable


	
	Rating

	People Skills
	

	Works independently and as a team player
	Choose an item.

	Demonstrates leadership
	Choose an item.

	Supports and trains staff, both international and national
	Choose an item.

	Works effectively with others
	Choose an item.

	Performance Excellence
	

	Sets high standards for self and others
	Choose an item.

	Responsible and accountable for completing tasks
	Choose an item.

	Communication skills
	

	Well developed written communication skills
	Choose an item.

	Well developed oral communication skills
	Choose an item.

	Communicates clearly and sensitively with staff
	Choose an item.

	Represents CARE with external stakeholders
	Choose an item.

	Effective Negotiation skills
	Choose an item.

	Integrity
	

	Works with trustworthiness and integrity
	Choose an item.

	Clear commitment to CARE’s core values, humanitarian principals and code of conduct
	Choose an item.

	Resilience/Adaptability and Flexibility
	

	Operates effectively under extreme circumstances including stress, high security risk and harsh living conditions
	Choose an item.

	Works and lives with a flexible, adaptable and resilient manner
	Choose an item.

	Awareness and sensitivity of others
	

	Awareness and sensitive to gender and diversity
	Choose an item.

	Cultural awareness and sensitivity
	Choose an item.

	Capacity for self-assessment and assessment of the situation environment
	Choose an item.

	Work style
	

	Is well planned and organized
	Choose an item.

	Demonstrates initiative and good decision making
	Choose an item.

	Analytical and problems solving skills
	Choose an item.

	Knowledge
	

	Understanding of CAREs operations, policies and procedures
	Choose an item.

	Understanding of humanitarian systems, standards and principals
	Choose an item.

	Demonstrates good Technical skills
	Choose an item.


	Section E:  Additional Comments

	Employee’s technical skills:
Click here to enter text.

	Employee’s Strengths
Click here to enter text.

	Areas which need further development

Click here to enter text.

	Would you recommend this employee for future emergency work:
Choose an item.
Comments
Click here to enter text.


	Any additional comments 

Click here to enter text.



	Section F:  Employee’s Comments

	Click here to enter text.


	Does employee provide consent for appraisal to be posted on the RED database, which can be viewed by designated staff of CI and lead members.
Yes      FORMCHECKBOX 
          No      FORMCHECKBOX 


	Employee’s signature:
	Date:


Record of Emergency Data (RED)

This form is to be completed by all emergency personnel.  Please fill in and return to the CO HR Manager. 

	NAME:  
	DATE:  

	Address:
	
	Phone: Cell: 

Email: 

Work:

	Emergency Contact Information

	Primary Contact:

Relation:  
	Address: 


	Phone: 

	Next of Kin: 

Relation: 
	Address: 


	Phone: 

Mob:

Email: 

	Additional Family:
	Relation:
	Contact Info:

	
	
	

	
	
	

	
	
	

	Notes:



	Medical Information

	Blood Type:
	

	Allergies:
	
	

	Medications:
	
	

	Medical Conditions:

None



	Recent Illnesses: none
	When/Duration: -

	Physician:
	Address:


	Phone:

	Additional Information
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RED





CARE Roster for Emergency Deployment








� Cost recovery targets are set and monitored within CARE’s humanitarian performance metrics system. 


� Includes benefits


� Chapter 23 of CARE Emergency Toolkit, Sections 9.1 (national staff) and 9.2 (international staff)
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