ANNEXE # 3 - CARE’s Guidelines to Country Offices to Contextualize CARE USA’s Policy/Code of Conduct and Accountability to Communities and Program Participants regarding Harassment and Exploitation




I.1. Process considerations to Contextualize Policy/ Code of Conduct

· Each Country should review the CARE USA policy/CoC and make revisions to definitions of key terms and procedures that address the cultural and legal context unique to the country.  These revisions should be made following a due process of consultation and discussion with staff, partners, and communities. 

· Hold discussions with staff representatives across all levels and functions– select the right facilitators as well as form appropriate groups of staff to promote honest and open discussions. 

· Ensure that the policy/ CoC covers individuals outside of CARE who discriminate, harass or exploit project participants while they are on a CARE job. 

· Identify financial and human resources required for ensuring due process and quality of work – free-up time for staff to participate in awareness sessions and to carry out additional responsibilities, if any.

· Consider using external resource persons to facilitate discussions and to bring in an expert perspective and experiences of other organizations.

· Build on CO experiences with developing and implementing policies to prevent sexual harassment and exploitation of CARE staff.

· Learn from the protection policies and practices of other NGOs in your country/region and international development organizations.

· Hold discussions on the subject and encourage partners to adopt similar policy/CoC for their staff. Find ways of including text in contract agreements to hold partners’ accountable for the same CoC. 

· There may be a need to develop a separate child-centered policy to protect children. Reporting and investigation mechanisms would have to be different from those instituted for women.

· Do not take stern/harsh disciplinary actions against the complainant in case the allegation is found to be untrue after investigations, unless the malicious intention of the person is established clearly during investigations.

· Ensure adequate protection is provided to the victim, complainant and witnesses during investigation period. Provide, if possible, protection from retaliation even after the investigations. 

I.2. Considerations for establishing effective reporting mechanisms and investigative procedures

· Carefully consider cultural context and its implications and accommodate them in the investigation process and interviews –where, when, who and how.

· Institute permanent structures for reporting and investigation of allegations of exploitation or harassment. Include an individual or organization, external to CARE, as third party presence is found to encourage reporting of incidents.

· However, do not rely only on ‘formal’ reporting mechanisms (that depends on hierarchical and/or written communication).  Experience shows that if the reporting mechanisms are too formal, it may actually reduce the number of cases reported. Include informal reporting mechanisms such as confidential drop box or verbal communication to any trusted staff person.
· Consult with communities on ideas for confidential reporting mechanisms and investigative procedures.

· Build on the experience of the confidential mechanisms put in place for reporting catastrophic illness and/or sexual harassment of CARE staff.

· Learn from the protection/sexual harassment policies and practices of other NGOs. 

· Pay attention to the sensitivity, trust and capacity of the persons designated to receive complaints and of the affected beneficiaries.

· Specify a time-period within which investigation must begin and be completed.
· Select investigators who are objective and not involved in the circumstances surrounding the complaint. 
· Given that international staff may not have employment contracts with the local country office, clarify the procedure for receiving and investigating complaints where international staff is either making a complaint or is the subject of a complaint.
II. Implementation of the Policy/ CoC

The adoption of the Policy/CoC should be swiftly followed by a rollout strategy. The implementation of the policy/CoC must start with building awareness and commitment among leaders followed by training all staff to ensure that they have an understanding of what constitutes sexual exploitation and why it is a zero tolerance behavior. This includes workshops (to be conducted in every program country, field or project office) for all concerned staff about the enhanced duties and responsibilities introduced by the policy/CoC. A separate strategy needs to be developed for the training and support of partner agency staff and program participants.

II.1.   Build staff awareness and capacity through communication and training 

· The Country Director should communicate the policy/CoC to all employees emphasizing senior management support.

· Human Resources, senior management staff should meet with all managers and staff to discuss the policy/CoC, answer questions, encourage compliance and emphasize executive support.

· Ensure that all new staff members and short-term consultants are screened for their suitability to work with vulnerable program participants. Incorporating specific exploitation related questions in pre-recruitment reference requests could enhance this. We should strive to have gender balance in project/camp staff.

· Distribute and discuss the policy/CoC in employee orientation to sensitize new staff entering the organization and to reinforce its importance with the old staff.

· Translate the policy in the national/local languages to ensure wider understanding and effective adoption.

· Hold training and sensitization workshops that accompany distribution of the policy/CoC to all staff.

· Each employee should sign an acknowledgement of receipt of the policy/CoC and attendance at training.

· Provide additional training/coaching to staff responsible/designated for receiving and/or investigating complaints.

II.2. Create awareness and empower communities/ program participants  

· Invest in empowering communities to know what appropriate behavior is and make CARE’s principles and policies transparent. 

· Develop and implement community education and awareness activities with due consideration to the cultural context including language and literacy level as well as any power imbalances.

· Identify programs with higher risk of sexual exploitation e.g. high commodity transfer, Internally Displaced Persons (IDPs)/communities in conflict, to pilot community level activities.

· Communicate clear referral systems in each setting so that the victim/survivor knows where to receive assistance and receives that assistance in a timely manner.

· Create a safe and trusting environment for project participants and staff to feel comfortable in using the reporting mechanisms and talking about incidents of sexual exploitation.

· In countries where CARE works with large groups of vulnerable beneficiaries, such as refugees and IDPs, as well as food insecure populations, recently resettled communities, child headed households, street children, etc., greater care should be taken to ensure that efforts are made to raise program participants’ awareness of their rights. For example, permanent signs could be displayed in refugee camps clearly stating beneficiaries’ entitlement to food and non-food items and emphasizing that these goods are free and nothing is expected of refugees in return for them. These displays about entitlements could use appropriate symbols for those participants that are illiterate.

· Increased monitoring and evaluation of programs, involving members from the beneficiary community have also shown to improve standards of accountability.

II.3.
Develop mechanisms to monitor policy implementation and compliance

· Designate a staff person to co-ordinate the implementation and monitoring of the policy. 

· Identify clear responsibilities for each manager/staff to comply with the policy and include it in Job Descriptions and Individual Operating Plans.

· Institute a committee to monitor/review the status of the policy and its implementation at regular intervals. Consider including a representative of a peer NGO or an external consultant/gender expert in the committee to get an outsider’s view.

· Develop a follow-up plan after evaluation to address the weaknesses identified in the policy or its implementation during the evaluation.
· Set up a periodic forum for program participants to share how safe and empowered they feel to report and follow-up on complaints.
· Set up informal feedback mechanisms (e.g., confidential drop box for soliciting staff suggestions/ observations about compliance or the designated person, periodically.)

 I   ADOPTION OF POLICIES AND PROCEDURES


1. Contextualize the Code of Conduct


2. Establish effective reporting mechanisms and investigation procedures








 II    IMPLEMENTATION 


Build staff awareness and capacity through effective communication and training 


Create awareness and empower communities/ project participants  


Develop mechanisms to monitor policy implementation and compliance




















III   INTEGRATION INTO BROADER ORGANIZATIONAL


     CONTEXT AND PRACTICES


Situate this work within CARE International’s vision and principles and integrate sexual exploitation issues in HR/ program policies/ guidelines and practices


Strive to create a trusting work environment for people to feel comfortable to talk about issues of discrimination and exploitation in a safe way


Ensure that added responsibilities and accountability for advancing the SE work is clearly defined and understood by staff at all levels


Promote opportunities for reflection, documentation and sharing of experiences that will advance both personal as well as organizational learning





     III. Integration into Broader Organizational Context and Learning 


 


III.1 Integrate sexual exploitation issues in HR/ program policies, guidelines and practices. 


Review and revise the organizational structure as well as HR polices and systems to minimize concentration of power and opportunities for abuse of power. 


Strive to integrate and mainstream actions to prevent sexual exploitation in programming at all levels.


Secondary and if possible, primary anthropological research can prove to be a useful source of information to understand the social context of the program participants.


Incorporate SE in Project/Program Design and proposal review guidelines.


Identify appropriate gender/power analysis tools and processes and train staff to use them.


Carry out a benefits-harm analysis to be aware of the potential impact of the program on men, women, children or any specific group in the community. 


Incorporate SE issues during third party project monitoring and evaluation.


The provision of education, skills training, income generating activities, gender-based violence programs, reproductive health, and child protection initiatives are all identified as measures that can reduce vulnerability and prevent exploitation and abuse.





III.2	Strive to create a trusting work environment for people to feel comfortable to talk about issues of discrimination and exploitation in a safe way.





III.3	Ensure that added responsibilities and accountability for advancing this SE work is clearly understood by the entire staff at all levels.





III.4	Promote opportunities for reflection, sharing, and learning from experiences that contribute to both personal as well as organizational learning.
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