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This document is an adaptation of an ‘Exit Strategy Guidance note’ produced for the British Red Cross in Indonesia by Thierry Schweitzer. It draws heavily on his work and on a series of publications by other agencies (particularly CARE International ???), as well as a series of workshops run by the British Red Cross in Male’, Maldives with the IFRC and Partner National Societies.
INTRODUCTION
To be able to plan adequately to for BRCS overseas office closures there is a need to plan, how and when the programme will stop. This document is not about Programme Exit strategy planning, it is an office closure guide for all support services (Finance, admin, HR, logistics and communications) closure.

Closing a mission is a project by itself and can best be planned when there is a certainty and clear schedules on closing the programme.

The benefits of properly closing a programme are high. BRCS does not know when the next large disaster will occur in the same country and if or when it may be required to establish a presence again, though in the Maldives, the risk of future disaster scenarios on a significant scale can be classified as low. A clean closure of programmes will facilitate the return of the organisation in Country. Government, authorities, the emerging new National society and even beneficiaries will have a better memory of the organisation if the programme can be closed responsibly. Good archiving will enable institutional memory to facilitate recruitment of former Staff (appraisal) support procurement with supplier lists and supplier performance information. In essence we should plan closure with the intention that we will one day have to return.
The Legal side of closing a mission is also very important and a Legal advisory company must be contracted to ensure that every step and communication is according to the local law in Country but also according to the UK laws (for example the UK contracted delegates, insurance from UK etc).

Some countries have stronger or oppositely inexistent laws, the needs for legal advisory will so change from a country to another. In the case of an IFRC Legal delegate present in country, does not remove the need for Legal advisor from a local firm. 
This document is made up of a section of subjects (Staff/HR, Assets, contracts, Finance and Archive/filing) and not per “department” as many of the issues set out cut across all departments.

Under Each Section there are 3 different elements: 
1. An introduction with some general thoughts and notes.

2. The first 3  columns of  the section tables include;
· Steps: Goals can be divided into different steps as necessary, and especially when the goal is broad (e.g. ending staff contract requires which has many steps and control points)

· Actions: A series of actions, thoughts and questions required to ensure as much as possible that the step will be completed the best way possible.

· Legal Archives and others: Specific questions and thoughts on legal and archiving issues.

3. The last 2 column of the section table, which should be used as an action plan as follows:

· Milestone with dates: as some steps need many actions over a long period of time, several milestones and their dates may be required.

· By Whom: this column will be use to assign actions/Milestone to staff

In General a focal person for the overall management of the support programme closure should be nominated and in large programmes, departmental focal points to take care of the department closure business should be nominated.

Finally, the establishment of an Email group should be considered in order that key staff in Maldives and in the UK office are weekly, bi monthly or monthly updated on what is going on (in the UK office: finance, legal, knowledge management, Logistics, Tsunami desk)

STAFF/HR

Staff contract termination is always a difficult process even if it is a normal part of a project cycle. Employees should expect that with the beginning of their contract there is a normal end to it.

To minimise stress and confusion it is very important to communicate about contract renewal or termination, clearly and transparently, to all, and well in advance. It is important to remember that all staff will more than likely presume or worry that there contract may be ended. For those members of staff who are needed in the long term, and who would be a loss to the programme, early and formal communication of the strong or certain likelihood of there contract extension is advisable. Certain members of staff will be required right to the end of the project, and local staff in particular do have a tendency to assume the worst, and play on the safe side by opting for alternative, long term job opportunities elsewhere, if they are not assured and convinced of there LONG TERM Stability. Early communication of renewal is a vital factor in maintaining good staff moral.
With about 30 national staffs in Maldives, for example, there may be a range of opportunity for BRCS to minimise the impact of contract termination on National Staff:
· Training on Curriculum vitae writing, interview styles and job hunting. People may stay unemployed after BRCS contracts end due to lack of knowledge on how to apply to available positions. Writing a CV and/or a motivation letter and attending formal interviews is for many a difficult task.

· English courses, depending on budget and time availability. It is generally a positive skill for people to speak an international foreign language.

· “Advertisement” to other PNSs, NGOs, Organisations and UN agencies of the staff list with functions and end of contract date to create an awareness of availability of skilled and experience staff.

· Depending on available/probable funding but it may be also possible to support some National staff with their own income generating initiatives or to create local organisation (CBOs, NGOs) or companies to serve the population.

· Some staff may have the level to apply to international positions, within the Red Cross movement or other organisation and NGOs. An  Information package should be made available to explain what is available and clearly how to apply (and what level of skills and competencies are necessary) for Delegate or expatriate positions.
For delegates, HR in London Head quarters should also be looking to work on end of contract benefits and/or propositions for deployment to other missions. This is particularly important if the BRC are not to loose experienced staff and the long term ‘lessons’ learned during the course of these programmes.
In general, there is some serious thinking and planning which needs to be done by all departments to know how many staff will be needed to close down operations. Managers have been asked to provide initial estimates as to the likely inputs required from staff, so that HR can plan appropriately. In addition new job description writing and a selection process will have to take place to ensure that a fair and transparent recruitment happens as the size and structure of teams change.

As the IFRC is generally the contracting body for national staff, BRCS needs to ensure that the IFRC is informed of the planning, and that they agree to it. There is no need to plan from A to Z if the IFRC does not have the capacity to for example to manage 200 letters of termination in a week.

Filing and Archiving for staff on Federation contracts is the IFRC duty, BRCS needs to ensure that it will be done according to IFRC Archiving policies, or needs to file according to BRCS needs.

It is crucial for future BRCS work in this country to record and archive staff files for future BRCS deployment in this country  

	Steps
	Actions
	Legal Archives and others
	Milestone with dates
	By Whom

	Confirm planning for staff

	BRCS

· Each department to supply staff needs plan, work on job descriptions for closing activities, do selections by interview

· HR to put together against the staff list for any differences

· Check staff list accuracy on starting date

· Ensure that all Holidays, for all staff, are taken prior to end of contract.

IFRC

· To confirm that all that staff are on IFRC Payroll
	LEGAL

· Legal company to check on Labour law for Ending of contract staff, benefits against time and type of contract etc

· Legal company to write clear guide line to be used by HR


	
	HR Delegate with support from Finance.
HR

	Inform key staff required to end of projects of intention to renew contracts as soon as known
	BRCS

· Identify key staff to remain to which dates.
· Identify when normal contract ends.

· Compile letter to inform of intention to renew at earliest possible date, and ensure compliance with rules and regulations.

· Issue letters on same day (preferably after or at same time as benefits letter or notice of final contracts to other staff)

· Consider a ‘Staff exit meeting’ for day after documents have gone out so that staff can have opportunity to ask questions.
	
	
	HR

	Decide on staff loyalty benefits and communication of notice letter


	BRCS

· According to Labour law calculates the terminal benefit per staff
· Write information letter for each staff in addition to the notice letter (3 copies, one consignee, one BRCS, one IFRC)
· Spread documents to ALL staff at the same time to avoid confusions and rumours
· Confirm who signs letters
With IFRC

· Ensure good communication on that process, plan the whole process with IFRC to avoid delays
	LEGAL

· Legal company/delegate to check on template letter that it is within the countries Labour law…
· Legal company/delegate to check the all calculations are correct according to labour law prior communication.
· Get letter signed by staff, one for BRCS and one for IFRC?? Or only IFRC??.
Information Letter.

· The information letter spread to all staff at the same time (English and local language) explains the process the same way to everyone
	Milestone with dates
	Finance & HR delegates

	Performance review / Selection of staff
	BRCS

· If the closure is gradual, HR and Management must ensure that a transparent and fair selection process is done

· Performance review should be done before the end of contract and this for every staff. This performance review will be filed and archived in case of a new emergency arising in country 
	Archive

· Don’t forget to file/archive Staff Performance review/appraisal if any.
	
	HR

	End of contract letter, final payment, end of employment certificate
	BRCS

· According to local law send the end of contract letter in advance. Return copy signed by staff.

· Only final payment can be made after the end of contract letter is signed.
· Each staff to receive an end of employment certificate before leaving
· Prepare for provision of references prior to exit of managers
	LEGAL
· The end of contract letter must be carefully written

· It may be necessary to have different end of contract letter according to staff level / position


	
	HR


ASSETS

As there is some lack of clarity regarding Value added taxes, importation duties with taxes and other unpaid taxes, BRCS must be extremely careful on promising, transferring/donating, selling, destroying and returning to stock assets. It is not uncommon for government to tax imported goods with very high coefficient, no assets can move from BRCS without a clear green light from the Legal company/Legal IFRC delegates.

The donors Policy

The policy on assets from DEC for Tsunami programme is fairly clear and very restrictive
The routes which can be made available to member agencies for the disposal of capital items are:
1. maintain policy as per DEC guideline 10 and donate assets to local NGO partners; if this is not possible or feasible then:

2. sell the assets and supplement tsunami funds with the sale proceeds; or

3. donate the assets to other DEC agencies or sister agencies who are staying longer in the tsunami affected countries and carrying out the same or similar work. 
4. Note: member agencies who inherit capital items in this way must subsequently follow DEC policy on disposal (and may become liable for duties???
Whilst there is no desire to have a policy that is not in the best interests of those requiring assistance in tsunami affected areas, in providing clarification about the disposal of capital items the policy line ‘that it is not permissible for member agencies to build and retain project offices with DEC appeal funds’ is paramount.

Whatever disposal route a member agency deems to be the most appropriate within this policy it is essential that adequate documentation is produced to explain the circumstances and set out the justification for the option pursued. A clear paper trail for any disposal of asset is paramount.
Special issues for IT and radio / communications Equipments

All IT equipment (computer desktop and laptop, but also external hard drive of flash disk, digital cameras) must be clean of any data, software uninstalled (software copyright). The use of software to physically wipe out data may be required.

Communication equipment like hand set radio, mobile HF or base stations, to be deprogrammed to avoid none BRCS to use frequencies.
Consider implications of any donation of sensitive communications equipment.
Vehicle, Boat and heavy equipment assets
These need to be carefully managed especially when selling or donating. BRCS Liability after sale and during the use by new owner needs to be protected within the sales agreement. Use of the assets must be also protected by contract (E.g. boat use to smuggle things into country). IFRC rented vehicle must be as much as possible transferred to other PNS to avoid return transportation fees.

	Steps
	Actions
	Legal Archives and others
	Milestone/  dates
	By Whom

	Confirm the List of assets (both Fixed assets and high value inventory list and additional list of fixed assets)


	BRCS

· needs to physically check that assets are present

· Add to the list any forgotten assets still present in the mission


	LEGAL

· Any missing Assets will have to be reported to donor
	
	

	Routing of assets

· Disposal : Sale

· Disposal : Destruction

· Donation : IFRC/PNS

· Donation : HNS

· Donation : Other Internal Bodies

· Donation : To staff

· Exportation for return to stock

· Report for Loss of assets (Deliberate or Accident/negligence)
	As it is a very different process between disposal and donations and return to stock, see section below.

A committee to be constituted to propose routes to all assets. 

NEED TO WRITE MORE WHEN ASSETS REGULATION IS KNOWN 

Use of a private company to take care of sales
	
	
	

	Planning of disposal:

Sale 
	BRCS

· Check with Each donor that they give written approval for sale

· Depending on the scale of sales it may be cost effectives to contract a company to manage the sale and use the right market for it.

· Check about VAT/Importation taxes
	LEGAL

· Needs to confirm with Legal firm about Sales of assets taxes to be paid, possibility to take the money out of country etc..

FINANCE

· Needs procedure for sales of assets. Management cost can be paid by a percentage of the sales
	
	

	Planning of disposal :

Destruction
	BRCS

· Destruction of assets is subject to local environmental law and can be expensive.

· Check for special authorisation from Gov especial for dangerous goods (IT equipment, Batteries, Fluids)

· Recycling company can be contacted and can be a good solution to dispose assets, some cost may accrued.
	LEGAL

· Needs to confirm with Legal firm about Sales of assets taxes to be paid, possibility to take the money out of country etc..

FINANCE

· Needs procedure for destruction of assets. It will be difficult to Forecast costs
	
	

	Donation : IFRC/PNS
	BRCS

Communicate to other PNS and IFRC the assets list to see if anything within the list is needed for their programme.
	LEGAL

· Needs to confirm with Legal firm about the transfers of assets under the IFRC umbrella but it should not be a problem (VAT, Import taxes)
· Packing list, Goods received note will be needed to prove to donors that assets were donated
	
	

	Donation : HNS
	BRCS

Some assets could be donated to the Host National society.

BRCS need to ensure that assets will be use and consider that other PNS will do the same, there is so a risk of overflowing the HNS with assets
	
	
	

	Donation : Other Bodies
	BRCS


	
	
	

	Planning of disposal : 

Donation to staff
	BRCS

According to BRCS policies it is forbidden to donate or sell Assets to staff
	N/A
	N/A
	N/A

	Exportation for return to stock
	BRCS

DEC donor require the BRCS to purchase to market any assets that BRCS would like to keep
	LEGAL

Needs to confirm with Legal firm about the exportation of assets, taxes to be paid for export etc…
	
	

	Report for Loss of assets : Deliberate or Accident/negligence (appendix L, DEC Manual)
	BRCS

All assets loss must be reported, the DEC made differences depending on the case:

Losses of asset through deliberate intent

· Losses (but not including cash) of stores or other assets because of theft, arson, sabotage or any other deliberate act. It also includes deliberate damage to buildings and stores.
Loss of assets (other)
· This would include the situations noted directly above but resulting from accidental loss or damage e.g. adverse weather conditions or loss from negligence.
A list of what was procured (UK and Indonesia) against what is physically available must be produced. Report for Loss will then be written.
	LEGAL

It is within the DEC procedures that any loss assets must be declared.

By going ahead of a DEC audit, and by declaring what was lost, BRCs will definitively ease this process…
	
	

	Surplus of stocks
	BRCS

· Make a list of probable surplus of stock

· Refine the list till end of activity

· As much as possible try to pass surplus to other active NS

· Dispose for destruction any surplus in bad conditions

· Can BRCS  spread the surplus to communities

· Sale any other surplus
	LEGAL

· Needs to confirm with Legal firm about the taxes to be paid for export etc
	
	


CONTRACTS
An up to date contracts register should be maintained for all BRCS contracts. This would usually be done by the support services/finance manager.  Amongst other information this list should clearly include end dates of contracts and notice periods required.

For each contract a list of all payment against the contract should be compiled to confirm that everything is paid by the point of BRCS departure.
	Steps
	Actions
	Legal Archives and others
	By When
	By Whom

	Rental agreement list:


	BRCS

· All rental contract issues to be coordinate by Support Services Manager (SSM) with support from Each related department

· Ensure that contract review summary report is up to date with latest contract information.

· Insert all open contract in a Gant chart to supports contract ends planning (end of contract planned but also notice period)

· At planning level all contracts must be re-read to understand how to close it (any repairs to be done, land cleaning etc….)

· Nominate Focal point per contract (e.g. Log for Warehouses…) to support SSM

· Any already closed contracts must be confirmed closed (physical check of the documentations) by the SSM in writing.

IFRC

· In the case of contract with IFRC, needs of strong cooperation’s / communications with them. May no needs for legal check as part of the red cross movement. 

· Federation required at least 30 days prior end of rental contract for vehicles. It should be better to give a planning so the process will be facilitates and relation with IFRC good.
	LEGAL

· In general terms BRCS needs to contract a Legal company to ensure that all contracts are closed according to legal law in country

· All communications to contracted party should be approved by a legal expert to check that it is within in country laws.

ARCHIVES

Comparison between the BRCS Archiving guideline and retention time against the legal local requirement is required
	
	

	Offices, Houses
	BRCS

If several lands make on compound
	
	
	

	Lands
	BRCS

· If several lands make on compound, needs to see if it will be a gradual (renting 12 lands, then 10 then 5 then none) or do we need all until the end. Do BRCS give the land back as it was or as it is?? 

· Can BRCS pay a fee to not clean the land??
	
	
	

	Warehouses 


	BRCS

· Do BRCS gives the warehouse back as it was or as it is? Can BRCS pay a fee to not do any repairs?
	LEGAL


	
	

	Programmes contractors.


	BRCS


	LEGAL


	
	

	Vehicles (car, motorbike, boats, planes)
	BRCS

· IFRC rented vehicles should as much as possible rented/passed over to other PNS, as IFRC will require BRCS to pay for return fee to Dubai

· In case of donation of vehicles please see the Assets section
	LEGAL


	
	

	Contracted Services (e.g. cleaning or maintenance company, security company).


	BRCS

· Care to notice period to stop services
	LEGAL


	
	

	City and other services (Electricity, water and telephone facilities)
	BRCS

· Stop or transfer of contract to landlord. 
· Ensure that final balance it paid (it may take some time to get final bill.
· Ensure that for building rental mark for electricity, water counter and others are written down and signed by Landlord
With IFRC

· Get IFRC to pay final bills

· IFRC to send back to UK final statement with Balance 0
	LEGAL

· 
	
	


FINANCE

	Steps
	Actions
	Legal Archives and others
	Milestone/ dates
	By Whom

	Bank accounts closed and funds away


	BRCS

· Schedule bank closing long in advance. Communicate with Banks.

· Cancel accounts gradual and keep minimum balance on the open ones.

· Authority/signature for bank account to be cancelled

· Cash forecast more precisely to reduce balance at the end of closure

With IFRC

· 
	LEGAL

· Check that bank transfers away from the host country is legal and free/fees

· Check if any penalty for closing accounts

ARCHIVES
	
	

	Insurances terminations

· Vehicles (vehicles, boats etc…)

· Buildings: warehouses, office houses and premises.

· General Programme Liability
· Staff medical insurance

	
	
	
	

	Cash Deposit
	BRCS

· If any cash deposit with supplier, must be withdrawn 
	
	
	


ARCHIVES/FILING

Archiving and filing is a serious task. It is time consuming, requires training and needs proper containers for filing. It is necessary as per contract with donor and BRCS procedure. It will support the action to reopen any later mission as for example the National staff files will be available and will help to re-recruit the right staff according to past performances.

Depending on the type of file a benchmarking process will have to take place to know between 

· the Country/laws requirement,

· the IFRC Archiving requirement

· the BRCS archiving requirement

The longest requirement for Archiving will be the one to be use for the specific family of files.

More information can be found on the intranet http://intranet.redcross.org.uk/BRCS/Ourorganisation/Communications/Knowledgemanagement/REDX017269
It may be cost effective to send someone from Archive department in London to start the process and train 2-3 national staffs to archive properly.

Depending on availability of adequate storage boxes an international order may be needed.

To file in London every filing box will have to be properly tagged and a packing list written to facilitate the storage in the UK

	Steps
	Actions
	Legal Archives and others
	Milestone with dates
	By Whom

	Finance Archiving
	BRCS

· Finance to close accounting to enable filling. 

With IFRC

· 
	LEGAL

· shall BRCS keeps original in country ? what is local law? Can copy be certified original.

ARCHIVES
	
	

	Construction Archiving
	BRCS

· Key documents to be retained 


	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	

	Administration Archiving
	BRCS

· Key documents to be retained 


	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	

	Logistics Archiving
	BRCS

· Key documents to be retained 


	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	

	Livelihood Archiving
	BRCS

· Key documents to be retained


	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	

	PMEC Archiving
	BRCS

· Key documents to be retained
	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	

	Staff/HR Archiving


	BRCS

· Key documents to be retained 

With IFRC

· Key documents to be retained 


	LEGAL

· shall BRCS keeps original in country ?? what is local law?? Can copy be certified original.

ARCHIVES
	
	


1. What is the plan per department for filing

2. What is BRCS procedures and this ??

3. Repatriation of docs is a big task

4. What is the total volume ??

5. Do we have the necessary boxes ??

6. Does the field staff understand the filing system

Programmes

1. What are the different types of programmes? (needs detailed one by one with probable/Planned dates but don’t forget commitment/promises given even verbally

2. Locations of programmes

3. Which one are for cancellation/termination which one are for ending over??

4. Can BRCS not help for some staff to take over programmes?? Creating their own NGO??
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