CARE International in Vietnam: Ketsana Emergency Response Program
Operational Plan 
current: 14/10/2009,
next update: 31/10/2009
Instructions 

· This document should be a supporting document to the emergency strategy. It is optional and designed to help the CO organize the response. 

· The emergency strategy outlines the key strategic goals, interventions and principles CARE will pursue in relation to the emergency. The operational plan details the resources and actions required to implement the strategy. 

· All team members should provide inputs to the operational plan with respect to their areas of responsibility. 

· Focus on key points. Do not write a long narrative. 

1. Key objectives of CARE’s operations 

(1) Deliver immediate emergency relief supplies to approximately 25,000 disaster affected people in Que Son and Nong Son Districts, Quang Nam Province.  Emergency relief supplies consist of food, hygiene kits, kitchen kits, blankets, water jars/containers, shelter materials, water purification solution and education kits (see annex 1).

(2) Undertake further assessments in Quang Nam Province to identify humanitarian gaps in other districts which may require scale up of CARE’s Ketsana program (see scale up below).

(3) Complete planned emergency relief supplies distribution in Hoa Van and Ngu Hanh Son districts, Da Nang Province.

(4) Develop a strategy allowing for people to move back to their normal livelihood activities soonest which would include rehabilitation activities such as provision of seeds and fertilizers (planting season starts early November)

CURRENT ACTIONS:

· Re-assign appropriately 8 national skilled and experienced CARE Vietnam staff on a rolling weekly basis in order to implement activities 1 – 3 above from 1– 30 October.  At the same time, recruit new employees to staff the long term CARE Ketsana response (see section 2) 
· Establish effective relationships with partners (mass organizations such as Fatherland Front and Women Union) and authorities (Department of Foreign Affairs and People’s Committee) in two provinces (Da Nang for initial relief activities and Quang Nam for relief and rehabilitation). Further relations need to be strengthened with other international NGOs such as WVI in the field and discussions to take place if there is possibility in sharing district level office and warehousing.
· Temporary field office established in Da Nang.  Procurement taking place in Da Nang.

· Establish a program office in Tam Ky, Quang Nam and one field office (combined with warehouse) in Que Son or Nong Son District depending on final location of response.  To be decided by 15/10/2009.
· Establish logistics and supply chain infrastructure in Quang Nam that is adequately resourced to support implementation of activities as well as longer term interventions and potential scale-up of Ketsana program. 
· Ensure effective support systems are in place to deliver timely financial monitoring and reporting.

· Implement accountable and transparent recruitment processes for new staff in accordance with relevant national legislation (HR).

· Manage information flows from field/program office to CARE National Office and CARE International as well as external stakeholders (GoV, UN, other NGOs) through the issuing of timely sitreps, regular ERT meetings, frequent telephone conversations and other communications material as requested. 

· Seek technical inputs (training etc.) in CARE’s key emergency response sectors of WASH, food security and shelter as needed.  Seek technical inputs in CARE’s key emergency cross-cutting sectors of gender, quality and accountability and DRR etc. 
· Ensure attendance at key coordination meetings at field and Ha Noi level (DMWG, Clusters) to share information and avoid duplication of effort.

· By 31/10/2009 a broader needs assessment will be completed to inform and direct planning for CARE’s mid-term response. Emergency relief supplies distribution may continue according to needs and gaps that continue to emerge from the locations where CARE is working.  

· Take advantage of the cultivation period (early November) and distribute seeds and cultivation tools (hoe, machete, spade) and repair irrigation canals. 
· If local market restitution is complete, CARE will implement cash for work activities utilizing an accountable approach agreed to by communities and authorities. Aim to complete these activities by 31/12 /2009
Scale Up: Subject to results of objective 2 and an increase in funding, CARE’s Ketsana response will target more beneficiaries across a wider geographic area in Quang Nam Province. This will necessitate the hiring of additional staff, further establishment of field offices, expansion of logistics and supply chain infrastructure (warehousing, transport routes, vehicles) and additional procurement (identify suppliers) etc.

Subject to the availability of longer term recovery and disaster risk reduction (DRR) resources as well as securing necessary approvals from GoV, give consideration to a longer term CARE presence in Quang Nam Province.    CARE may include this province in future DIPECHO DRR proposals which focus on strengthening partners and improve their resilience and coping mechanisms for future calamities.

2. Management and staffing structure for the response 

2.1 Organizational chart (Annex 2)
The proposed organisational structure assumes a geographic approach with one team per district reporting to a Field Emergency Coordinator who is based in Quang Nam province.  In addition, finance and administrative staff will be located in the provincial office supporting the operations and there will be a need for technical specialists (see further below). The overall program will be managed by a Program Coordinator (based in Hanoi) reporting to the DD Program. Should CARE expand its presence in other districts and there are sufficient resources available, additional district field teams will be added to the structure.


2.2 Priority staffing needs

A recruitment process for CARE Ketsana has been initiated on 3/10/2009, short-listing is complete and interviews will take place from 13 – 15th October 2009.  CARE’s HR Manager (Hanoi) is responsible for this process.
Until these positions have been filled, CARE will utilize current CARE Vietnam staff through temporary reassignment procedures.  This will be coordinated by the HR Manager with oversight from DD Finance and DD Programs.  The field Emergency Coordinator will communicate requests to the HR Manager who will then negotiate with the particular staff member and their line supervisor. The field Emergency Coordinator will give a minimum notice of 4 days for indicating new staffing requirements. The intention is to develop a rolling activity plan including different staffing needs for the next three weeks which will then include new staff coming on board and additional or reduced staff required. 
The newly recruited staff will receive a condensed version of CARE Vietnam’s orientation program clarifying CARE’s vision and mission, procedures, mandates and policies as well as emergency procedures and policies (CET) prior to assuming their duties. Normal probationary and other procedures (R&R etc.) will also be observed.
	Position 
	Location 
	Date required
	Budget confirmed [y/n]

	PROGRAM OFFICE
	
	
	

	Field Emergency Coordinator (expat)
	Kam Ty
	19th October
	Y

	Project Manager
	Kam Ty
	19th October
	Y

	Team Leader
	Kam Ty
	19th October
	Y

	Project Officer
	Kam Ty
	19th October
	Y

	Project Assistant
	Kam Ty
	19th October
	Y

	Finance/Admin Officer
	Kam Ty
	19th October
	Y

	Procurement Officer
	Kam Ty
	19th October
	Y

	Warehouse Officer (?)
	Kam Ty
	19th October
	Y

	Guard
	Kam Ty
	19th October
	Y

	FIELD OFFICE
	
	
	

	Team Leader
	To be determined
	01 November
	Y

	Project Officer
	To be determined
	01 November
	Y

	Project Assistant
	To be determined
	01 November
	Y

	Guard
	To be determined
	01 November
	Y


3. Safety and security analysis 
Vietnam in general does not face any security issues and the area where CARE is planning to work has not had any security issues in the past. For Quang Nam province there are no restrictions and local authorities have welcomed CARE’s interventions.
	Operational area
	Key issues
	Proposed approach
	Priority actions
	Staff needs
	Other resources

	Policy 



	4. Critical policy and advocacy issues

Marten
	· Confirmation of CARE’s implementation locations in Quang Nam Province; current Que Son and Nong Son but potentially there are others
· Coordination at province level: see point 5
	· Undertake additional assessments in districts such as Phuoc Son, Nam Tra My, Bac Tra My, Tien Phuoc – Quang Nam Province
	Decision on additional districts made and communicated to relevant stakeholders by 20/10/09
	Current team of 8 staff members to travel and assess along with distribution duties
	Field costs for team (travel, lodging, per diems), comms & IT equip

	5. Co-ordination

National: Marten
Provincial: Project Manager
	· Field coordination with international agencies; 
· ensure CARE representation at DMWG, Clusters, other at Ha Noi level
	· Investigate feasibility of setting up provincial coordination mechanism - DMWG; 
· HN regular attendance at WASH, Livelihoods, education, Health, early recovery
	Get an agreement in place, maintain attendance at DMWG, decide feasibility of  Health and other clusters
	EC will have to focus on liaison; 1 – 2 staff members at Ha Noi
	Staff time to attend meetings and provide regular updates on CARE’s activities.

	6. Quality and accountability

Chris
	· Ensuring CARE’s Ketsana response aspires to meet CI HAF Benchmarks and external Q&A standards and indicators
	· Seek technical support from CI Q&A standing team (remotely or through deployment)
· HAF benchmark/ indicator summary obtained from CI
	All relevant staff to familiarize themselves with the HAF, identify where benchmarks are being met and where there are gaps.
	Basic orientation 
	Funds for technical input; training materials; complaints boxes and other tools 

	Programme management



	7. Funds mobilization - Heather and Peter 
proposal writing  - Sophie then Julian and Heather
	· Need funding for rehabilitation after one month and beyond activities; 
	· Proactive solicitation of potential donors through preparation of ‘generic’ concept paper
	Generic concept sent to donors; 
Donor funding matrix maintained;

CI member fundraising information
	Proposal Writer in place until 16/10
	Regular assessment information from field team; staff time in review of draft proposals to ensure accuracy.

	8. Sector and cross-cutting programming and technical requirements
Chris later Emergency Coordinator
	· WASH, Shelter, Food Security technical inputs required for field teams. 
· Gender sensitive programming could be improved 

· DRR components incorporated
	· Orientation and training for field staff in these sectors. 
· Technical inputs needed currently for 2nd iteration of response strategy.
	Seek technical inputs from CI for strategy and activities,
	At present technical specialists will be sourced from current staff; WASH specialist will visit VN at end October,
	Timely requests for inputs from CARE Ketsana staff and responses from CI Specialists

	9. Project implementation and management
DDP & DDFA 
	· Clear roles and assignments
	· Integrate existing CARE VNM systems
	Matrix detailing project status e.g. IPIA signed, reporting dates noted etc.
	As per regular systems; identification of roles and responsibilities
	Staff time

	10. Partnerships
Field Coordinator and Project Manager
	· Identify partners, forge local relationship with Women Union and Vietnam Red Cross
	· Approach the WU and Red Cross to get agreements in place
	Formalise agreements
	EC to lead, staff time required
	Staff time, some resources for partner expenses (travel, per diem??)

	11. Monitoring and evaluation

	· Draft generic M&E matrix been produced
· Needs to be tailored to context
	· Research M&E systems from other CARE responses; 
· seek input where appropriate
	Develop M&E system and implementation plan; update funded proposals
	M&E staff member external to CARE.
	Finalized workplan
Staff time

	Operations management



	12. Media

Peter
	· Media interest has somewhat faded
	· Continued feed of HIS and pictures to CI

 
	Assign staff to write up stories; prepare for interest around one month anniversary – 30/10/2009
	CD for interviews; Information Management officer for HIS and other comms material; other staff as appropriate.
	Camera, internet access; staff time to review press releases to ensure accuracy.

	13. Human resource management 
Phoung Hong
	· Shortage of staff in short as well as long term; 
· Manage implications for other projects e.g. if delays in implementation
	· Recruitment and TDY strategy
	Review established HR protocols and adapt where appropriate
	HR Manager; staff on TDY
	Staff transport, lodging and per diems, consider insurance implications

	14. Finance
Rob
	· Finance system and staff required
	· Finalize consolidated budget.

· Adapt existing CARE policy, procedures and protocols if appropriate
	Finance to deploy to field office to establish systems etc.
	Staff time taken off ongoing work
	Staff transport, lodging, per diems etc.

	15. Logistics
Procurement Officer

Warehouse Officer
	· Warehousing and transport routes identified to support large amounts of relief items.

· Logistics strategy and implementation plan developed;
· Identify where office/ warehouse will be located.
	· Identify appropriate warehousing etc.in field; 
· Could be shared with other agencies
	Logistics technical input is needed remotely or through deployment.
	Most likely experienced logistician required for technical inputs and advice
	Warehouse space, rent, vehicle rental, airstrips

	16. Distribution 
(Annex 1)
Field Coordinator
	· Amounts being distributed are varying and there may be some gaps in the package.  
· Significant numbers of physically disabled and elderly persons receiving relief items means distributions need to be adapted and are more labor intensive.
	· Confirm final list of items with authorities and communities, cross check with Sphere standards, seek guidance from technical specialists and/or cluster if any doubts, check with other NGOs.
· Explore other options for distribution to physically disabled persons
	Communicate final items to National Office, clarify that they meet standards or not and why; and that there is detail on how much, for who and for how long e.g. 20kg rice for a family of 4.5 members for 1 week. 
	Staff training on accountable distribution procedures that are transparent, respectful and take account of the dignity of affected communities.
	Sphere in VietnameseGood Enough Guide, CET Emergency pocketbook
Internet access for CET website

	17. Procurement
Hanh, Phuc
	· Small scale procurement in Da Nang, already shortages of key relief items e.g mosquito nets.

· Require clear indication of items to be purchased.
	· Procurement plan and strategy should be drafted asap
	Identify and confirm quantities needed ASAP; identify suppliers

Clarify customs and tax issues for importation of goods
	Procurement staff
	Cash flow, contracts with suppliers 

	18. Administration
Hanh and Van 
	· Filing, arranging air tickets, transport, accommodation, vehicle fleet management  
	· Set up systems to do this effectively and efficiently 
	Do it effectively and efficiently 
	Admin Officer or Assistant
	

	19. Telecommunications and IT
Tien
	· Need equipment* and IT support to establish office
	· Hanoi IT staff sent down after office space has been identified
	Ensure equipment purchase is reflected in budget submissions
	IT staff deployment to field
	Training resources for new staff; licensing for software

	20. Safety and security management
To be assigned
	· No safety and security focal point
	· Review existing CARE policy regarding who is most appropriate to assume this role.
	Appoint safety and security focal point
	Staff time for Safety and security focal point to undertake duties.
	CARE Safety and security manual; briefing for new staff


* Equipment needs: 7 desks + chairs, 1 printer, 1 Internet connection, 2 Desktops, 5 laptops, 3 telephone lines (2 voice lines, 1 fax/ADSL), 2 whiteboards

21. Summary of budget issues 

Refer to consolidated matrix 13.10.09: funding target of USD 1,295,000.
Key emerging issues:
· Donors currently interested only in funding immediate relief activities (Gates is the exception)

· Donors insisting on non-personnel/materials percentage of 55 – 65% of budget as total.

22. Action plan 

	Priority actions
	Responsible
	Start
	End
	Prerequisite task
	Status

	Decision on additional districts made and communicated to relevant stakeholders
	Marten
	13.10.09
	20.10.09
	Assessment of needs in other districts of Quang Nam
	In progress

	Get an inter-agency provincial coordination agreement in place,
	Marten
	15.10.09
	Ongoing
	
	

	Decide feasibility of attendance at health and other clusters
	Peter/Heather
	12.10.09
	
	
	Done

	All relevant staff to familiarize themselves with the HAF, identify where benchmarks are being met and where there are gaps.
	Marten
	13.09.10
	
	CI document with benchmarks/ indicators is obtained
	

	Generic concept sent to donors; 

Donor funding matrix maintained;

CI member fundraising information
	Heather
Rob

Peter
	09.10.09

07.10.09

12.10.09
	As per opportunities
Ongoing


	n/a

information of funding gained
	Finished

Ongoing

Ongoing

	Seek technical inputs from CI for strategy and activities,
	Peter
	13.10.09
	
	Identify technical inputs required & when (Marten)
	

	Matrix detailing project status e.g. IPIA signed, reporting dates noted etc.
	Rob
	13.10.09
	Ongoing
	
	

	Formalise agreements
	Rob
	
	
	
	

	Develop M&E system and implementation plan; update funded proposals
	Heather/Marten
	15.10.09
	25.10.09
	
	

	Assign staff to write up stories; prepare for interest around one month anniversary
	Jess/ Julian
	12.10.09
	30.10.09
	
	

	Review established HR protocols and adapt where appropriate
	Phuong
	
	
	
	

	Finance to deploy to field office to establish systems etc.
	Rob
	19.10.09
	
	
	

	Logistics technical input is needed remotely or through deployment.
	Marten
	
	
	Identification of staff needs; liaise with CA
	

	Communicate final items to National Office, clarify they meet standards or not and why; detail on how much, for who and for how long 
	Marten
	
	
	
	

	Identify and confirm quantities & identify suppliers

Clarify customs/ tax issues for importation of goods
	Procurement staff

Rob
	
	
	
	

	Ensure office equipment purchase is reflected in budget submissions
	Rob
	
	
	
	

	Appoint safety and security focal point
	Peter
	18.10.09
	
	
	


ANNEX 1

Component List of Materials
Refer to ‘Emergency Ketsana Activity Form’

	Emergency Kits, Typhoon Ketsana 
	

	For:
	
	Exch.rate 1USD:
	VND18,000

	1 Family, 5 pax, one month
	

	
	
	
	

	Hygiene Kit 1:
	
	
	

	Item
	price/unit
	Quantity
	 

	Bath soap
	4,800
	5
	24,000

	Detergent
	24,600
	1
	24,600

	Tooth paste
	16,500
	2
	33,000

	Tooth brush
	7,000
	5
	35,000

	Sanitory napkins
	10,000
	2
	20,000

	Small hand towel
	9,200
	2
	18,400

	 
	
	VND
	155,000

	 
	 
	USD
	9

	
	
	
	

	Hygiene Kit 2:
	
	
	

	Item
	price/unit
	Quantity
	 

	Bath soap
	4,800
	5
	24,000

	Detergent
	24,600
	1
	24,600

	Tooth paste
	16,500
	2
	33,000

	Tooth brush
	7,000
	5
	35,000

	Sanitory napkins
	10,000
	2
	20,000

	Small hand towel
	9,200
	2
	18,400

	Washable diapers
	5,000
	12
	60,000

	 
	
	VND
	215,000

	 
	 
	USD
	12

	
	
	
	

	Household kit:
	
	
	

	Mosquito net
	100,000
	2
	200,000

	Blankets
	80,000
	2
	160,000

	 
	
	VND
	360,000

	 
	 
	USD
	20

	
	
	
	

	Food kit:
	
	
	

	Rice
	8,400
	30
	252,000

	Cooking oil
	50,000
	1
	50,000

	Seasoning
	20,000
	1
	20,000

	 
	
	VND
	322,000

	 
	 
	USD
	18


Information still required for:

Shelter

Livelihoods

WASH

Cash for work: e.g. cleaning up work, repairing, restoring public buildings (schools, hospitals)
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