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Considerable care has been taken to ensure this document is both accurate and relevant. 
However, People In Aid is unable to provide any warranty concerning the accuracy, 
completeness or relevance to your organisation relating to any information contained herein.  

This publication may be quoted, by not for profit organisations, in any form (written, visual, 
electronic, or audio) without the express permission of People In Aid, provided any and all 
references are fully attributed to People In Aid and this publication. 

All other requests for permission must be directed to and approved in writing by People In Aid. All 
rights reserved.  
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Executive Summary 

 

This report presents the key findings and conclusions from the People In Aid and Emergency 

Capacity Building Project (ECB) Horn of Africa Consortium Project ‘Addressing Retention In The 

Horn of Africa Project’. The report is intended for I/NGO senior and programme managers in the 

Horn of Africa. The majority of the participants in the project were Nairobi-based Human 

Resource (HR) Specialists from medium to large INGOs.   

 

There were three stages to the project:  
Stage 1 – The mini-survey 
Stage 2 – The Learning Event 
Stage 3 – Case studies of good practice 
 
The report includes:  

• Project  Background  
• Project Approach 
• Key Findings On Retention 
• Practical Findings For Improving Retention  
• Project Conclusions 
• Recommendations For Future Research 

 
Annexes  
1. Methodology and analysis of responses to the pre-learning event mini-survey.  
2. Good practice examples and key findings from the learning event. 
3. Case studies from the mini-survey and learning event participants. 
4. Learning event feedback evaluation. 
 
Summary of Key Learnings  
The following are the key learnings from all three stages of the Project.  Readers will learn that:  

• some turnover is unavoidable. Although much can be done to reduce the attraction of other 
competing organisations and the impact of operational realities on staff. 

• in East Africa much turnover has been initiated by the employer. There are examples of good 
practice to apply that could improve retention before and after change processes. 

• there are many options available to the organisation to improve retention of today’s 
humanitarian professional. These include talent development, employee engagement, good 
management and workforce planning. 

• responsibility for employee engagement and retention lies with line managers, with HR able 

to provide support. 
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Project Background 
 

Staff retention is a worldwide issue throughout the humanitarian and development sector. People 

In Aid has produced a range of relevant resources and tools, notably our research into employee 

perspectives and the paper produced during ECB Phase One entitled “Understanding and 

addressing staff turnover in the humanitarian sector” (HPN Network Paper Number 55 June 

2006). 

 

For three out of four countries in the ECB Horn of Africa consortium, the issue of staff turnover 

and retention was a significant issue. 

This led to the agreed shared priority in the CEP: 

• Attracting, developing and retaining quality [competent, values-aligned] staff. 

 

Many external factors affect turnover and there is little agreement on how to measure it. The key 

indicator is tracking employee engagement over time1. We believe that key to retention is 

engagement: engaged staff are more likely to be effective staff and more likely to stay. 

 

Project Approach   
 

To address this CEP priority - attracting, developing and retaining quality [competent, values-

aligned] staff- People In Aid was contracted by ECB Horn of Africa Consortium to conduct an 

assessment of how Horn of Africa agencies are presently handling retention and staff 

engagement issues. 

 

The joint project designed by ECB Horn of Africa Consortium and People In Aid aimed to achieve 

the following:  

‐ Enhance agencies’ knowledge and understanding around staff turnover and retention 

issues.  

‐ Equip agencies with strategies, tools and techniques for enhancing retention and 

addressing staff turnover. 

‐ Improve employee engagement among consortium members. 

                                                            

1  Employee engagement has been described as employees being intellectually and emotionally 
committed to the goals of their organisation and work group. When an employee is 'engaged' they are 
more likely to speak positively of their organisation to others, to apply their best efforts to their work, and 
to want to remain part of the organisation. 
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Project Stages 
There were three key stages to the Project.  

Stage 1 - A mini-survey of country programmes – November to December 2009 
Purpose:  

• Discover the extent to which retention initiatives and strategies outlined in the paper titled 

‘Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 

have been implemented. 

• Identify key retention issues faced by organisations in the Horn today, including a national 

organisation, and the retention of talent, with emphasis on any change 

processes/restructuring as a result of the economic climate. 

• Inform the learning event design.  

See Annex 1 for the mini-survey report and findings.  

Stage 2 - A facilitated learning event - January 2010 
Purpose: 

• Respond to the specific issues raised in the mini-survey and share key strategies from within 

the phase one paper.  

• Explore participants’ good practices, experiences and strategies for enhancing staff retention 

through four retention scenarios:  

‐ Structural Change - Mitigating the impact of restructuring on retention. 

‐ Programme Closure - Mitigating the impact of closing programmes on staff retention.  

‐ Career Progression – Staff have personal and professional agendas when they join an 

organisation. 

‐ The manager’s impact -‘People leave the manager not the organisation’. 

See Annex 2 for the event report and outputs.  

Stage 3 Development of good practice case studies 
Purpose  

• Illustrate good approaches to the key issues 

See Annex 4 for the case studies of good practice  

 

The summary below presents the work carried out by the participants during the learning event. It 

is not intended to be a full write up of the event but presents the session outputs and offers 

summary recommendations to take forward. 
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Key Findings On Retention 
 

Understanding retention in the Horn of Africa  
• The 2006 research emphasised organisations’ obligations towards ‘voluntary, dysfunctional 

and avoidable turnover’2. This is when an individual leaves on their own accord, they are 

effective performers and the organisation has some influence on the decision.   ‘Voluntary 

avoidable turnover’ was used to classify people leaving to further their careers with another 

organisation.  

• Voluntary turnover is an issue in the Horn of Africa. Individual’s personal and professional 

expectations are met by their employers but staff still leave the organisations to move to new 

positions. In 2009 our mini-survey highlighted that retention is a matter of an individual’s self 

interest and that any values driven organisation is a potential vehicle for achieving an 

individual’s goals and fulfilling career ambitions.  

• Individuals who leave organisations to further their careers could be considered ‘voluntary, 

unavoidable turnover’ because the organisation’s influence on the decision is in fact quite 

limited.  

• Staff retention is affected by push factors (such as poor experience with a line manager) and 

pull factors (better package, new challenge)3.  Line managers have little control over some 

push factors such as the environment, job insecurity, family pressures, and poor alignment 

between emergency and development agendas.  

• From our 2009 research pull factors appear stronger influences as it is perceived that most 

staff who have recently left would return if the offer was good.  The organisations surveyed in 

2009 (mainly larger INGOs) are adopting the counter measures to push and pull factors: good 

HR practice and providing opportunities for meaningful work.   

• The 2009 research highlighted that in the Horn of Africa ‘involuntary turnover’ was a 

significant issue for organisations in the Horn of Africa. .  Involuntary turnover is where the 

decision is made by the employer. This high turnover can be caused by organisations; 

whether through programmes ending, lack of funding, poor management and restructures.  

• Involuntary turnover has an impact on the retention of people that may not be asked to leave.  

Without adequate information good staff choose to leave before the changes are made 

because they are unsure about their future or leave afterwards because of the negative 

experience they and their colleagues have had. Organisations can control the impact of these 

factors and need to mitigate the consequences of staff turnover on the organisation.  

 
                                                            

2 Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 
3 ‘Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 
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Addressing retention in the Horn of Africa  
• In the Horn of Africa organisations’ poor retention is an accepted reality and the workforce is 

highly mobile. However organisations are attempting to address this.  

• When reviewing retention strategies the event participants commented that the research 

conclusions highlighted that retention is a management responsibility as much as it is a HR 

priority. They recommended that senior and programme managers be engaged with the 

issues and findings. It was pointed out that the intended participants of the event had been 

programme managers but organisations had considered it more appropriate for HR managers 

to attend.  

• Organisations’ investment in their staff and improvement in human resources is worthwhile 

regardless of whether staff leave earlier than hoped. ECB organisations in particular are 

competing for talent. They are recruiting from and contributing to the same evolving and 

expanding pool of talent in the sector.   

• The 2009 research identified that focussing on individual talent; engaging them informally as 

well as formally would increase the likelihood of retention. Talent development and the 

alignment of personal and organisations agendas are necessary to engage staff. At the very 

least your best people do not leave unexpectedly, helping with workforce planning.  

 

Mitigating the consequences of poor retention in the Horn of Africa  
• Organisations need to do more to mitigate the consequences of retention. The 2009 

Research identified that organisations were relatively weaker at implementing initiatives that 

mitigate the consequences of turnover such as inductions, succession planning, and 

preserving institutional memory.  

• Central to these efforts is the need to complement strategic thinking, based upon analysis 

and hindsight, with strategic foresight anticipating future deployment and programme needs. 

This would be dependent upon good collaboration between HR and programmes, and require 

a relationship with HR similar to ‘business partnerships’ used in the corporate sector. 
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Practical Findings For Improving Retention 
 

These findings are intended to inform line manager’s practices, discussions between line 

managers and their teams and line managers and their HR officers. 

 

Retention and organisational and programme change 
• When restructuring an organisation or team the case for change must be made. It is easier 

when there is a clear crisis such as finance shortfalls. However staff also respond well to 

messages that refer to future risks, present opportunities or visions. Ensuring the case is 

linked to strategy and values improves confidence in the decision making process.   

• Managers’ expertise and competence does not automatically extend to restructuring and 

other forms of change. Managers need to consider what competencies they need to have on 

the team or be able to access to ensure they achieve their goals and minimise the impact of 

change on the staff’s performance.  

• Management must consider the staff who are retained and what they need in order to perform 

in the post restructure environment. Communication is a priority.4 The purpose of 

communicating to staff is to manage expectations, anxiety and perceptions.  It must be 

tailored to different audiences and be balanced between formal and informal approaches. 

Staff must know what information to expect, when and in which form. (See Annex 2 for good 

practice example)  

• Staff often leave prematurely, in the third quarter of programmes before the funding ends. 

This is very detrimental to reporting and exit strategies. Proactive planning and foresight by 

managers working in collaboration with HR can ensure talent is retained.  

Workforce planning at the onset of a project or programme can be integrated into project 

planning. (See Annex 3 for case study)  

• There are practical limitations to career progression in some situations because many 

positions are in locations where the national member of staff could not or would not want to 

operate on a permanent basis. Barriers include local languages and ethnicity, remoteness, 

and accommodation – these factors should not be presumed however and staff can 

overcome them.  

 
 
 
                                                            

4 See Emergency Personnel Network (EPN) Conference Nairobi 2009 Report  ‐ “Successful Change 
Facilitation: Strategies and Tools for the Humanitarian Sector” 
http://www.epn.peopleinaid.org/files/nairobi09/EPN‐IAWG‐NAIROBI‐2009‐Conference‐Final‐Report.pdf 
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Retention and individual motivations and goals  
• Good human resource practices and systems are a critical foundation for all organisations. 

We expect larger INGOs to have adopted certain standards but there are also good examples 

of smaller national and international NGOs stepping up the challenges, whether it is 

implementing the People In Aid code or providing staff development programmes. (See 

Annex 3 for case study)  

• Staff inductions are provided but they must also be appropriate or useful.  Staff need to be 

provided with insights into how to ‘navigate’ their way in the organisation such as explaining 

the way things are done, norms and expectations. Briefings should also include strategy and 

any tools or materials used by the organisation at the global level. This information can be 

very empowering and have an impact on retention later on. 

• Approaches to retention can have limited success in the short- term such as salary 

increments or flexible assignments. Retaining a key member of staff for a short period can be 

beneficial to the programme’s sustainability and preserving knowledge through an effective 

hand over.  At certain points in a staff member’s career their departure can only be delayed, 

because they are fundamentally looking for a different experience. (See Annex 2 for good 

practice example) 

• The psychological contract5 is a useful concept to understand employees’ motivations and 

expectations in organisations. It refers to ‘the perceptions of the two parties, employee and 

employer, of what their mutual obligations are towards each other’. Engaging the employee 

through the psychological contract can help organisations offer employees incentives to stay 

the course of the contract and renew on the basis that both sides met their obligations. (See 

Annex 3 for case study)  

• A great staff engagement or retention initiative can be undermined by inconsistencies in its 

application. This may be when a manager’s selection for development or progression is not 

open or in accordance with guidelines, or, more benignly, when resources for the scheme 

runs out. This latter reason is typically due to HR development funds coming from limited 

unrestricted sources.  

• A manager’s poor behaviour is not always intentional. They can be unaware of their impact 

on staff and its connection to retention.  Furthermore a manager’s behaviour can be catalyst 

for poor turnover or improved retention within a team or department depending on their style 

and timing of their arrival. (See Annex 3 for case study)  

• Formal feedback systems are a necessary foundation of good practice but are not fail safes. 

Informal systems of feedback and conversation are also necessary to know a  

                                                            

5 Page 17 ‐ Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 
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manager's impact on their team. The Johari window6 is a potentially useful tool for 

understanding a person’s lack of awareness of their behaviour and helping them process 

feedback and make new choices. (See Annex 2 for good practice example) 

 

Project Conclusions 
 

The following conclusions are drawn from the mini-survey, the learning event, and from 

discussions of the key findings with other stakeholders connected with the Project. They are 

intended to inform the strategic thinking and planning of senior programme and HR managers.  

 

1. Professionalisation of the sector in the Horn of Africa 
Humanitarian organisations’ ‘best people’ in the Horn of Africa need to be thought of as 

professionals.  Part of the employer’s response to professionalisation is the implementation of 

professional management practices and systems. These current approaches often require a 

uniform application that means managers approach staff as a singular mass to be processed 

through a system; not as individual professionals with their own goals and agendas. 

 

 Improved retention begins with the organisation’s strategic thinking. Knowing what must be 

achieved leads automatically to asking what competencies and qualities are needed to deliver 

that success. Knowing who you must retain; means you must also understand what they need 

and want and what you are prepared to offer them (within standards and guidelines). This implies 

retaining your best people means focusing on and engaging your best people. 

 

2. Human Resource Management Practices and the Psychological Contract 
A solid foundation of good HR practices is essential if retention strategies are to be successful. 

Organisations whether large or small are competing against their peers for talent and if 

organisations in specific circumstances are equally attractive to a candidate it is safe to assume 

the employers that are recognised  exemplars of HR practice will have an advantage. The Project 

findings encourage managers to move beyond using standard procedures and policies to focus 

on individual engagement through informal mechanisms. Flexible solutions and a clear 

                                                            

6 Johari Window is used to help people better understand their interpersonal communication and 
relationships. 
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understanding of case specific mutual obligations as understood through the psychological 

contract can improve retention.  

 

3. Push or Pull Factors? 
It is understood that the nature of the sectors’ work creates many ‘push’ factors for staff such as 

geography, security, short term assignments, and extreme urgency.  The Research highlighted 

the role of ‘pull factors’ in the Horn of Africa when employees decide to leave. It is true that 

organisations are not always able to mitigate against their competitors’ pull factors because of 

limited funding or limited career progression opportunities. 

 

However as much as organisations can too easily feel that they are not ultimately in control of 

turnover we have seen that they unnecessarily contribute to push factors. This is done through 

inadequate induction into the organisation’s culture, poor organisational change processes, and 

accepting an operating and funding model which is short term and not strategic.  They help their 

competitors ‘pull factors’ take primacy over other job satisfaction factors.  

 

4. Is line manager’s engagement in staff retention enough?  
Retention has been highlighted as a manager’s responsibility because most staff engagement 

begins with the line manager. Engagement can mitigate the push and pull factors helping to 

improve prospects of employee retention for positive reasons. Our research has highlighted that 

an important first step would be to get managers more engaged with HR and retention issues. In 

turn this would lead to improved engagement of staff. 

  

However, if the main motivating factor for staff engagement is to improve retention for the benefit 

of the manager (or the organisation) efforts are likely to be ineffective. For a retention strategy to 

be a success you not only want appropriate retention levels, but your best people retained and 

performing. To achieve these success indicators we suggest that retention strategies and 

engagement needs to be focused on improving the employees’ experience of the organisation 

and supporting their performance regardless of the impact on their career decisions. Employers 

must acknowledge that the loyalty and alignment of their best people will be balanced by their 

identity as an independent professional aligned to the sector as a whole.  

 

To obtain significant improvements in retention would require the organisation to be recognised 

as a ‘great employer of professionals’. This may require a commitment to addressing the office or 

team’s culture. Behaviours and attitudes would need to be underpinned by the belief and 

conviction that an organisation’s added value in any humanitarian situation is their highly 
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performing and professional teams. Ultimately people are the first priority because only through 

them can an I/NGO succeed. 

 

 

Recommendations for Further Research 
 

The Project’s conclusions have informed the following ideas for further research into retention 

related issues.  
 

1. Training for managers and HR specialists in the Horn of Africa on how to improve 

retention.  

2. Survey employees in the Horn of Africa focussing on issues such as:  professionalization, 

employee engagement, career planning and aspirations, the impact of the Horn of 

Africa’s diverse office and programme environments.  

3. Longer term research into how I/NGOs ‘young talent’ careers develop and their retention 

by organisations.  

4. Explore programme managers’ views and experience of HR practice, HR professionals 

and issues to better understand manager’s reluctance to engage with retention. 

5. Identify how personal development (rather than professional development) can improve a 

manager’s performance and behaviour and their impact on retention within the team? 



 

ECB and People In Aid – Addressing Staff Retention in the Horn of Africa  13 

 

Annexes 
 

Annex 1 - The Mini-survey 
 
The first stage of this Project was to conduct a ‘mini-survey’ of 11 participating INGOs and one 
national NGO, a partner of one of the INGOs. The ‘mini-survey’ was designed to obtain a current 
‘snap shot’ of employer perspectives on retention in the Horn of Africa. 
 
The aim of the  ‘mini-survey’ questionnaire was to gain a better understanding of how the initial 
recommendations from the 2006 research7 have or have not been implemented; the outcomes of 
such, and how the ever changing humanitarian environment in the Horn has changed and 
affected retention over the past few years since the initial report was released in 2006.  
 
The questionnaire findings were intended to be presented and explored through a learning event 
where findings, case studies, and exchange of good practices will be explored. The questionnaire 
findings have informed the focus of the learning event titled ‘Retaining your best people’. See 
annex one for an outline of the survey methodology and participating organisations.  
 
Mini-survey Methodology   
 
The questionnaire was intended to be completed by employers within the organisation. The target 
groups were ECB representatives such as regional and country directors or representatives and 
emergency response managers.  However it was evident that in some cases it was felt other 
senior colleagues had relevant insights and or were better suited to answer the questions such as 
field based programme staff and human resource officers.  
 
The questionnaire was completed via telephone, face to face interview and by email. All 
responses were treated in strictest confidence by People In Aid and all participants remain 
anonymous. In the analysis all responses are summarised and not attributed to individuals or 
participating agencies.  
 
The questionnaire included thirty open questions and was divided into three sections:  
Section 1 Participants personal role 
Section 2 Participants view on staff retention issues 
Section 3 Participants view on their organisations efforts to address retention 
 
Survey participants 
 
CARE 
CRS  
HIJRA Somalia  
Mercy Corps  
Oxfam GB 
Trócaire 
World Vision  

                                                            

7 ‘Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 
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Key findings of the Mini-survey 
Seven organisations responded to the mini-survey including one national partner. For a list of 
participating organisations see annex two. Participants included two country programme 
managers, two emergency response managers and three human resource managers.  The 
majority of participants were based in Nairobi. All the participants were responsible for 
recruitment with other colleagues and the development and support of staff.  
 
It is accepted that the questionnaire surveyed a limited group of consortium representatives and 
therefore the findings are neither exhaustive nor conclusive. However we do believe the views 
expressed are indicative of the consortia experience and relevant conclusions could be drawn to 
inform further exploration.  
 
Section 1 – Participants’ personal role  
• It appears that international staff are retained for longer by their organisations. From eight to 

fourteen years compared to one to four and half years for national staff. 
• Staff expect to remain in the same position in an organisation for three to five years. 
• Staff state their primary motivation for working in the humanitarian sector to be ‘helping 

others’ and ‘making a difference’.  
• A professional’s expectation when joining an organisation or starting a job is to further their 

careers, have opportunities to learn and develop and have a rewarding professional 
experience.  

• All participants said their organisation had met their expectations.  
 
Section 2 – Participants’ view on staff retention issues 
• Organisation’s retention was perceived to be within the ‘sector average’. Retention is a 

constant challenge for organisations and an accepted reality.  
• Retention is a priority for all levels of organisations and their ability to retain staff has 

improved. 
• Field based senior staff and ‘talent’ in all departments are the most critical staff to retain. Staff 

turnover has the biggest impact on the programme implementation at the field level where it 
affects motivation, efficiency, and planning and project delivery.  

• Organisation’s ability to retain staff is undermined by operating environments, funding and 
competing priorities of development and emergency agendas within organisations.  

• ECB consortia organisations are competing with themselves for the sector’s talent. Therefore 
their talent is going to other consortia organisations and they are recruiting others’ talent. 

• Staff retention is affected by push (such as poor experience with a line manager) and pull 
(better package, new challenge) factors8. Pull factors appear a stronger influence as it is 
perceived that most staff who have recently left would return if the offer was good.  

• Organisations’ decisions to close programmes due to lack of funding or a new strategy and  
restructuring affect staff turnover.  Staff are more likely to leave voluntarily when they are not 
informed of their job security in the new structure or post-programme. Staff apply for other 
positions because they perceive that their future with their present organisation is in doubt 
and they understand that the job market will most likely become more and more competitive.  

• Retention and turnover could be improved by:  
1. Improving  organisations’ strategies ( decisions, priorities, choices, goals)  
2. Improving management and staff relations 
3. Improving competitive packages and being flexible in terms of assignments and positions 
4. Focussing support and development on talent and key positions  

• These factors can influence or mitigate competitors pull factors and they may influence staff 
personal and professional agendas. However, an organisation cannot guarantee an 
individual’s experience in the organisation. 

 
                                                            

8 ‘Understanding and addressing staff turnover’ (HPN Network Paper Number 55 June 2006) 
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Section 3 – Participants’ view on their organisations’ efforts to address retention 
• Organisations are committed to the support and development of their staff as a duty of care. 

They are investing resources and prioritising initiatives to improve staff engagement and HR.  
• Most organisations engage staff through surveys but few actually research retention.  
• Organisations are committed to improving retention through improved systems, policies and 

procedures. The weakest areas such as talent development, leadership development, 
performance management and coaching are dependent upon manager’s application of policy 
and their people management skills.  

• The ability of an employee to perform and progress their careers was a factor of the 
organisation’s culture. Tool kits, online libraries, and easy access guidelines did help people 
to understand how to operate and ‘navigate their organisations’.   

• Organisations are committed to mitigating the consequences of poor retention. However key 
initiatives such as succession planning, inductions, internal promotion and staff care were too 
inconsistent, or inadequately implemented. 

• It is not clear whether staff engagement and experience has actually improved as a result of 
the HR and staff engagement initiatives.  

• The overall impact of initiatives to improve retention and staff engagement is undermined by 
poor implementation: too many at once, too lengthy, inadequate explanation and engagement 
and competing priorities for staff time. 

• Proposed solutions to improving retention are focused on the prioritisation of human 
resources – people-(as indicated by the implementation of the People In Aid code) and the 
focussed engagement of key staff through talent development, flexible assignments, market 
driven salary supplements.   

 
Mini-survey Conclusions  
These conclusions are drawn from the mini-survey findings as well as discussions with informed 
stakeholders. 
1. Voluntary turnover continues to be an issue.  
Although individual’s personal and professional expectations are met by their employers staff still 
leave their organisations and move to new positions. Retention is a factor of individual self 
interest.  Any values driven organisation is a potential vehicle for achieving an individual’s goals. 
 
2. Organisations are addressing retention but the workforce is highly mobile.  
Poor retention is an accepted reality that can be influenced and is being addressed. But 
organisations are not in control of the underlying causes behind mobility of staff in the sector and 
pull factors are dominant in decision making. 
 
3. Involuntary turnover is a particular issue for the Horn of Africa. 
High turnover can be caused by organisations; whether through programmes ending, lack of 
funding, poor management, restructures, and lack of alignment between emergency and 
development agendas. Organisations can control the impact of these factors and need to mitigate 
the consequences of staff turnover on the organisation. 
 
4. Organisations need to do more to mitigate the consequences of retention.  
Organisations’ investment in their staff and improvement in human resources is contributing to a 
pool of talent which benefits all organisations. Talent development, competitive recruitment and 
the alignment of personal and organisations agendas are necessary to engage staff. 
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Annex 2: Retaining your best people – learning event report and good practice examples 
Workshop purpose  
Building on from the research undertaken by People In Aid and the ECB titled ‘Understanding and 
Addressing Staff Turnover’, the event aimed to help participants respond to the retention issues 
organisations’ are facing in the Horn of Africa today and adopt practical approaches to improving 
staff engagement. The workshop was designed for I /NGO programme managers.  
 
Intended outcomes  
• Enhance participant knowledge and understanding regarding staff turnover and retention 
issues. 
• Share strategies, tools and techniques for enhancing retention and addressing staff turnover 
issues with other organisations in the Horn of Africa. 
• Improve your employee engagement. 
 
Structure  
The survey findings and conclusion informed the design of the stage two project learning event. 
The workshop was divided into a number of related and interconnecting sessions: 
 
• Introduction and discussion on People In Aid and ECB research 2006 and People In Aid and 

ECB Horn of Africa research 2009.  
 

• Session One: Explore experience and share examples of good practice related to two 
retention scenarios relating to organisational and programme change.  
o Scenario One: Structural Change - Mitigating the impact of restructuring on retention. 
o Scenario Two: Programme Closure - Mitigating the impact of closing programmes on staff 

retention.  
 

• Session Two: Explore experience and share examples of good practice related to two 
retention scenarios relating to individual motivations and goals. 
o Scenario Three: Career Progression - Staff have personal and professional agendas 

when they join an organisation. 
o Scenario Four: Manager’s impact -‘People leave the manager not the Organisation’.  

 
• Session Three: Review learning and identify areas for further assessment. 
 
Workshop participants 
CARE Kenya 
Child Fund 
Christian Mission Aid 
FARM Africa  
FH International  
German Agro Action 
German Red Cross  
HIJRA Somalia  
International Crisis Group  
Islamic Relief 
IIRR  
International Medical Corps 
IRIN and OCHA Regional Support Office for Central and East Africa  
Save the Children UK  
Tear Fund  
Trócaire  
World Concern  
World Vision, Somalia, Kenya and DRC  
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SESSION ONE:  
Sharing practical responses to two retention scenarios of organisational and programme 
change 
 
Scenario one: 
Structural Change - Mitigating the impact of restructuring on retention.  
 
The challenge: How can you keep the people you want to keep during and after the restructuring 
process?  
The 2009 research had highlighted that restructuring an organisation increases anxiety amongst 
staff causing them to leave prematurely. Those who remain can be de-motivated and also 
seeking new employment.  
 
Key ideas for mitigating the impact of restructuring on retention: 
 The groups were asked to reflect on their experience and identify successful approaches to 
managing anxiety, improving motivation, effective communications during a restructuring.  
 
Good practice example one 
Changing the terms and conditions of staff from open contracts to fixed term contracts 
 
Summary  
The organisation needed to change staff contracts to reduce the cost of redundancy. The 
costs of redundancy were beyond the budgeted staffing costs and therefore were being 
covered by programme budgets.  
 
The staff accepted the change because the reasons given were aligned to their mission, 
senior management sponsored the initiative and were affected too. Outside experts were 
used to provide advice and communications were prioritised including allowing staff to voice 
their concerns.  
 
What was the effective measure or initiative? 
• Involving the senior management meant there was a clear sponsor of the change. This 

also ensured all departments were represented during decision making. 
• Obtaining legal guidance on current labour laws to ensure compliance with the regulatory 

environment.  
• Engaging line managers to communicate information and decisions to staff. 
 
Why did it work?  
• Effective communication with staff. The strategy was used to reinforce the idea that 

funding should be prioritised for programmes. 
• HR visited all field sites. Staff were informed that benefits would not be affected and that 

all staff were involved.  
• Staff were given space and time to air personal views. 
 
What else could have been done? 
• It would have been useful to engage staff representatives at an early stage.  
• Documentation of the process and decision making by senior managers to ensure greater 

transparency. 
• It was suggested that key success factors for communicating with different stakeholders 

may have been useful to guide the communication process.  
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Good practice example two 
Office restructuring: how an organisation should go about making financial savings.  
 

Summary  
The process of restructuring an office will be more successful if outside expertise is used. The 
proposed structure should be based on an analysis of the strategy and competency 
requirements. Communication and staff support programmes are critical to ensuring your best 
people are retained. 
 
What was the effective measure or initiative? 
• Hiring a professional change manager for the process. 
• Using the strategy to develop the new structure ensures it is appropriate. 
• Identifying the staff positions through the skills required to make the new structure work. 
• An audit of staff to identify those with right skills. 
• Communication at all stages of the process to ensure transparency. 
• Re-deployment plans for high performing staff who do not fit in the new structure to other 

parts of the organisation.  
• Training for the re-deployed including CV, career counselling  
• Identifying a budget to undertake these activities.  
 
Why did it work?  
• Open and honest communication and rationale for decisions. Best people for the 

structure were retained based on analysis.  
• Staff involvement in the process. 
• The compensation package for staff included benefits running till year end.  
• There was psychosocial support for re-deployed and those let go.  
• There as clear timeline for the process. 
 
What else could have been done? 
• Could have reduces salaries to allow more key staff be retained in new structure.  
• Implement a gradual restructuring over the year to lessen the impact on staff.  

 
Good practice example three 
Restructuring to reduce your overhead.  
 

Summary 
The restructuring process was successful because it was seen as a communications 
exercise. Messages were prepared for specific stakeholders and they were consistent. 
Ultimately the process was systematic and participatory.  
 
What was the effective measure or initiative? 
• Effective communication to staff about the restructuring process and outcomes. 
 
Why did it work?  
• The changes were consistently linked to mission and vision. 
• There was uniform communications content delivered by specific people.  
• Appropriate messages were provided for each target group in a timely way.  
• There was a two way and participatory and systematic action plan for the change. 
 
What else could have been done? 
• A review after six months to assess progress and impact. 
• Management of post restructuring issues especially motivating those who remain   
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Scenario two: 
Programme Closure - Mitigating the impact of closing programmes on staff retention.  
 
The challenge: How to ensure capacity, knowledge and experience is retained. The 2009 
research identified short term and limited funding leading to programme closure was a primary 
cause of turnover and the loss of good staff.  
 
Key ideas for mitigating the impact of programme closure on retention.  
The groups were asked to reflect on their experience and identify successful approaches to 
workforce planning, flexible assignments, internal mobility and knowledge management.  
 
Good practice example four  
Staff leave in the third quarter of a programme.  
 

Summary  
Without proper engagement staff will plan their departure early when they know a programme 
is going to close. 
 
To mitigate against this happening this organisation was proactive in discussions and 
planning for redeployment of staff to other programmes, departments and even partners.  
Flexible options need to be developed, as every individual will have a different set of 
concerns. Open communication and transparent procedures help ensure fair treatment and 
improve the rate of retention.  
 
What was the effective measure or initiative? 
• Staff were engaged about programme closure i.e. they were informed. 
• The management was pro-active in the placement of staff. 
• The management agreement to outsource staff to other partners. 
• There was movement of staff within the organisation i.e. they were absorbed into other 

departments. 
• There was flexibility in staff demands i.e. one staff retained at a lower level because of 

family reasons.  
 
Why did it work?  
• The overall fairness of the process. The organisation applied an objective criteria to 

retention. 
• Communication with staff.  
• It was easier to redeploy non technical, support staff to new departments. 
 
What else could have been done? 
• The provision of career counselling.  
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Good practice example five 
Retaining new talent at the end of an emergency response programme.  
 

Summary  
The post election violence response by this INGO required the temporary secondment of staff 
to work with newly recruited team members. The new recruits were chosen due to core 
competencies rather than technical skills. As the programme drew to a close it was evident to 
line managers and HR that useful new talent with technical capacity had been recruited and 
could be retained by the organisation if flexible options could be found. 
 
HR set out to retain these key individuals. It was successful because HR had been 
anticipating this issue. They identified new positions that could be created because 
programme staff were confident that new funding would follow. Standardised benefits for all 
employees regardless of their contract, the organisations culture and good communication 
between line managers HR allowed the transition to work smoothly. 
 
What was the effective measure or initiative? 
• Staff had been seconded to the programme from other projects to work with newly 

recruited staff. 
• There was transparency on programme funding and timelines. 
• All employees were given equal benefits regardless of their contract length.  
• New talent was identified by managers, They had been recruited for their core 

competencies and soft skills not technical knowledge. This was a positive going forward 
• The organisation was able to retain some new talent and use them to develop new 

programmes. 
 
Why did it work?  
• The organisation was confident it would be able to access new programme funding.  
• There was good planning and an explicit intention to retain good staff. 
• The culture within the organisation meant there was equal treatment of staff. When 

internal recruits moved to new positions their benefits stayed the same.  
• There was good communication between HR and line managers.  
 
What else could have been done? 
• It was an informal rather than formal process. 
• All line managers could have been involved in HR plans. The whole organisation didn’t 

own the process and it relied on lobbying of individual managers. 
• The organisation should have communicated with all staff in the organisation to avoid 

confusion over redeployment of staff within the organisation.   
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SESSION TWO:  
Sharing practical responses to two retention scenarios of individual motivations and goals 
 
Scenario three: 
Career Progression - Staff have personal and professional agendas when they join an 
organisation.  
 
The challenge: How can you support your staff achieve their career ambitions whilst ensuring 
the organisation benefits? Survey participants referred to having clear professional goals and 
fixed terms in mind when taking a job.    
 
 Key ideas for mitigating the impact of personal agendas on retention: 
The groups were asked to reflect on their experience and identify successful approaches to 
improved contracting, developing talent, and aligning personal and organisational ambitions. 
 

Good practice example six 
Staff development programme in a medium sized INGO.  
 

Summary 
Without extensive career progression opportunities it is important to provide staff with other 
development options.  
 
The success of this programme was its emphasis on aligning personal interests to the 
organisation’s mission and activities. The programme had a transparent and documented 
approval procedure for a range of development options, from training to job exchange, which 
had to be instigated by the employee to ensure commitment.  
 
What was the effective measure or initiative? 
A staff development programme including: 
• Job exchanges  and job rotations.  
• Training. 
• Attendance of workshops / conferences. 
• Field visits. 
• Individual mentoring.  
 
Why did it work?  
• The programme was linked to performance appraisals. 
• There were clear guidelines for applications and outputs.  
• The programme was well planned and intentional.  
• It was linked to current and future work in the organisation.  
• Staff were motivated and supported. They could see both personal and organisation 

benefits. 
• The programme had the ability to benefit the organisation without being the direct 

objective for staff participants. 
• There were clear budgetary parameters for staff and managers. 
• The approval process was transparent and explanations were given.  
• Staff have a better understanding of organisational needs and motives as a result. 
• The application was initiated by the staff member in discussion with line manager. 
 
What else could have been done? 
• There could have been a higher budgetary allocation per staff member. 
• There could’ve been better communication to the staff about the programme i.e. not just 

documents made available. 
• The organisation could’ve included of programme costs in their funding proposals.   
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Good practice example seven 
Building staff capacity and career progression in a large INGO.  

Summary  
The organisation requires experienced technical staff and senior managers. Committed to 
developing its staff and internal promotion the organisation provides a global exchange and e-
learning programme.  
 
The programme is successful because selection is based upon performance and requires line 
manager approval.  Employees are removed from their national programme and sent to the 
head office or other countries and therefore experience the wider organisational context and 
culture.  
 
What was the effective measure or initiative? 
• The exchange programme. This includes training , e – learning for middle and senior 

managers and technical specialists. 
• Staff are taken to HQ or another country for training.  
 
Why did it work?  
• The programme builds confidence, skills and provides exposure to other operating 

environments and the wider organisation context. 
• Selection is based on performance.  
 
What else could have been done?  
• Sometimes staff do not want to return to their old job or leave after the training for a new 

position.   
 

Good practice example eight  
Retention of key member of staff to prolong a programme. 

 
Summary  
A highly technical and experienced member of staff was the key to a donor funding the 
project. The member of staff wanted to undertake more Kenyan based assignments and 
develop his own consultancy practice.  
The organisation successfully retained the employee on two occasions by being flexible. The 
employee’s contract was changed allowing for greater flexibility in assignments and the  
remuneration package improved with the support of the donor.  
 
What was the effective measure or initiative? 
• The salary was increased. 
• The contract was changed to allow for reduced time spent in country and for them to 

pursue other training work.  
 
Why did it work?  
• Both the organisation and individual achieved their objectives.  
• The donor was supportive because they understood the programme to hinge on the staff 

members presence.  
 
What else could have been done? 
• The organisation could’ve recruited a new member of staff. 
• The organisation could’ve diversified their funding of the programme.   
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Scenario four: 
 Managers impact:‘People leave the manager not the Organisation.’  
The challenge: How can managers know their impact on staff motivation and performance and 
how can it be improved? The survey responses highlighted that a manager’s behavior is a 
significant contributing factor to turnover. 
 
Key ideas on how to mitigate the impact of manager’s behaviour on retention: 
The groups were asked to reflect on their experience and identify successful approaches to 
raising self-awareness, providing informal feedback, supporting behaviour change and promoting 
leadership.  
 
Good practice example nine 
Negative impact of manager’s style on the team 
 

Summary  
An experienced team leader appeared to be managing well and the 360 degree appraisal 
system confirmed this perception. However the team was demoralised and one employee 
resorted to threatening the manager. 
 
The real situation was only revealed through a crisis. The manager was completely unaware 
of his impact and feedback had not been honest. While unfortunate that the threatening team 
member had to be let go, the incident has had a cathartic impact on the team and a profound 
impact on the manager.  
 
What was the effective measure or initiative? 
• The point was made that all the usual measures for assessing impact failed i.e. 360 

degree feedback, one to one with the previous line manager did not reveal the staffs 
discontent. 

• The real situation was not revealed until a crisis occurred.  
• The manager was completely unaware of the negative experience in the team. 
• The member of staff issuing the threat had to be removed. 
 
What else could have been done? 
• Improved grievance procedures could have been in place. 
• An improved cultural induction for the manager could have been provided. 
• The organisation could encourage an open culture. 
• There could be more regular appraisals which invite anonymous feedback.  
• Provision of psychological testing for recruits and managers.  
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Good practice example ten 
Positive impact of manager’s style on the team  
 

Summary 
 A country team had a very high turnover rate especially amongst national staff. The arrival of 
a manager rapidly reduced turnover to zero.  
 
The manager’s more informal style and open support and encouragement of staff were the 
main contributors to improving retention. Staff felt empowered and valued and performance 
was more transparently appraised. 
 
What was the effective measure or initiative? 
• The new manager empowered all levels of staff. 
• They advocated for national staff at the HQ level. 
• They introduced a 360 feedback approach. 
• They introduced more informal discussions and meeting styles.  
 
Why did it work?  
• Staff felt more valued and empowered as a result. 
• There were more job opportunities for national staff. 
• There was a clearer perspective of staff and manager’s performance. 
 
What else could have been done? 
• The manager had to careful not to antagonise expat staff by appearing to favour national 

staff and change too much too quickly. 
• They need to create a good balance between informal and formal work practices.   
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SESSION THREE: 
Review of workshop findings and recommendations for further enquiry. 
 
The participants were asked to identity: 
 
Which insights or learning they found most useful? 
• The realisation that retention is a sector phenomenon  - all agencies are facing similar 

challenges and are trying the same solutions 
• That often staff leave the manager not the organisation 
• Appreciate the value of the psychological contract with staff and how this informs personal 

and professional development initiatives 
• The value of informal conversations with staff outside formal line management, performance / 

appraisal discussions 
• The use of 360 feedback as a tool and its limitations depending on the team and culture 
• The value of mentoring and coaching and working with the individual  
• When looking at the sector there is nothing surprising about turnover and retention issues  
• The value of planning and preparedness before programmes close, restructures happen or 

people leave on their own accord 
 
What subjects would they like to know more about?  
• How to increase awareness of your behaviour and its impact  
• Guidelines for supporting career progression 
• Guidelines on how to retain people  
• Performance management and reward systems 
• Addressing the push factors in an organisation  
• Knowledge management systems  

 
Please note participants were informed about People In Aid training on people management and 
the relevant resources on the People In Aid website and have been sent the final report for the 
2006 research.  
 
Which issues would you like the IAWG to investigate further? 
• Managing / influencing your manager  
• Advocate for greater donor support for strategic HR issues  
• Managing poor performance  
• Devolving responsibility for staff to line management  
• More specific focus on country situations e.g. Somalia, Ethiopia, Northern Kenya 
 
 
See Annex 3 for the workshop evaluation results.  
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Annex 3: Evaluation Report: Retaining Your Best People Workshop 
 

Dates: 22nd January 2010 
Venue: Silver Springs Hotel Nairobi, Kenya 
Facilitated by Ian Vale 

Retaining Your Best People Workshop- a workshop that was sponsored by the Emergency 
Capacity Building Project and done in collaboration with People in Aid, attracted 35 participants 
representing 23 agencies including the UN organisations i.e. UN OCHA/IRIN. The workshop also 
saw a participant from the corporate sector i.e. Safaricom attend. The participants were mainly 
country directors, regional directors, operation managers, HR managers, humanitarian advisors, 
program managers/officers and humanitarian reporters 

The following evaluation is based on 15 participants who filled in the evaluations forms at the end 
of the workshop. 

 

1. Why did you attend this event? Topic/Networking/other reasons 
 

o It was a topic of interest to me and my organisation 
o The topic and networking 
o I am a line manager and I want to improve HR performance  
o Networking and hoping to get tips on retention strategies in order to come up with 

organisation strategy to be implemented in my organisation 
o The topic was relevant, I am from the corporate world but I wanted to understand how 

this works in the humanitarian sector 
o The networking was also very important for use 
o To learn more about staff retention 
o To network with other professionals 
o To improve my retention skills 
o Networking and sharing experiences 
o To acquire some people management skills 
o The topic is very relevant to my academic research paper 
o Networking and to get more insight into staff retention issues 

 

 

2. How useful did you find the event, overall?  
 1 = Extremely useful   2 = Useful     3 = Moderately useful     4 = Not at all useful 

 

90%  said it was useful 

 

3. What element was most useful for you and why?  
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o Sharing experiences with other agencies 
o Group work, sharing experiences and learning from others 
o All especially the section of managing managers 
o Coming together, different line management levels, share different experiences and 

getting solutions to some success stories 
o The group discussions 
o Retention- the strategies on high impact and cover progression 
o The group working and sharing of examples and experiences 
o Networking, experiences shared on retention issues 
o Managers impact on staff retention is an area of growth for me 
o Restructuring ( effective measures initiative) program closures, I learnt a lot about how 

to effectively go about it 
o Restructuring and staff retention and project closure 
o Hearing what other organisations are doing to retain their staff 
o Getting more insights on organisational/employee restructuring 
o The discussion that people don’t leave the organisation but leave their managers 

 

 

4. What element was least useful and why? How can it be improved? 
 

o All useful, but would have liked more documented examples to be presented 
o None specific element but expected to learn, get all guidelines on a workable retention 

process e.g. rewarding , performance management processes etc 
o Should have been deeper practical tips on staff retention 
o Care progression 
o Topic was not as deep as expected 
o Present the research by people in aid in more details 

 

 

5. How would you describe the accompanying workbook/handouts?  
 

 1 = Extremely useful   2 = Useful     3 = Moderately useful     4 = Not at all useful   
 5 = Not provided 

 

70% said it was useful, 30% thought it was extremely useful. Especially the links to sources of 
information on topics 

6. Will you share the workbook or handouts with others? Please give details 
o  
o Yes, I will report to HQ and refer them to the literature 
o Yes, I will share what I have learnt with colleagues 
o Yes, I will copy team in this 
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o Yes, because the NGO/INGOS share/work more or less In that direction 
o Yes , with my colleagues especially line managers/program managers 
o Yes, I will share with other HR managers in the organisation in different countries 
o Yes, I am going to share with the top management 
o I didn’t have chance to read them so I can’t give feedback about them 
o Yes, I would during our organisations meetings, I would give a presentation 
o Yes, with my colleagues 
o Yes, I will share with the HR managers and other line managers 
o Yes, I will share with my HR officer, other staff managers and the directors 
o I will share with other HR staff as well s program managers 

 

 

7. How will you use the knowledge gained from this event in your organisation?  
 

o I will think more about how to find out staff members aspirations and career goals, 
discuss with my line managed staff 

o Suggest measures, retention project measures 
o In my day to day work as a line manager 
o I will incorporate lessons learnt into my work plan 
o I will assist improve retention issues 
o I will apply it  where possible 
o It will help improve our retention strategies 
o I will apply it in my daily work 
o I will create a 360 degrees feedback process through HR 
o I would answer some of the strategies that I learnt are adopted 
o I will adopt best practices 
o I will use it to help improve the motivation of staff 
o I will use it to functionalise in my own department 
o I will no longer take exit interviews for granted but will address all the push and pull 

factors 
 

 

8. What level of impact will it have on you/your team/your organisation?  
 

 1 = Very High   2 = High    3 = Some    4 = Low    5 = None 

 70% said it was high, 30% -some 

Please give examples 

o The problem is buy-in from HQ. I am not sure they take the issue of retention seriously, 
it’s not an issue in the UK 

o It will have an impact in managing  a line manger who has had line management 
problems 

o In implementing of the 360 degrees 
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o None came to mind immediately but hope to involve them in staff retention programme 
o It will have an impact to the managers when handling those under them 
o Responsibility of all especially senior management 
o In getting feedback from staff on my management skills 
o I will come up with a retention plan for my department 
o The 360 degrees feedback approach will be useful to employees and me. I am more 

aware on how to go about staff retention 
o I will assess reasons why people leave and try to adders them document them and share 

with leadership team 
 

 

9. How useful / valuable was the networking? 
 

 1 = Extremely useful   2 = Useful     3 = Moderately useful     4 = Not at all useful 
 5 = N/A 

70 % said it was useful and 30% extremely useful 

 

How can we improve the networking? How might you use the contacts you have made in the 
future? 

o Share the list of participants with their contact details. I am looking at offering 
‘shadowing’ opportunities with another agency whose staff member attended- 
undergraduates wanting to spend one week in the field shadowing project officer 

o Wearing badges with names, organisations, so that we remember each other better 
o Sharing experiences, comparing organisation practices 
o By organising more workshops and inviting more organisations to attend. Use of 

contacts, network and share info experiences 
o Sharing learnings, experiences and exchanges 
o Exchange of business cards 
o To get sources of training on management skills 
o To get more information on areas that I am now quite clear about 
o Discuss issues that come up on retention and other hr issues 
o  Yes, you need to circulate the contacts. Next time ask people to bring in business 

cards etc 
o Creating more forums for us to meet, I will contact them whenever faced with 

challenging issues where I feel they can be of help 



 

ECB and People In Aid – Addressing Staff Retention in the Horn of Africa  30 

 

 

Annex 4 – Good Practice Case Studies  
From the survey and workshop participants’ five examples of good practice have been prepared 
as case studies. They are intended to be a selection from different countries with the Horn of 
Africa and from national NGOs and larger INGOs.  
 
 
CASE STUDY ONE 
 
HIJRA – Managing retention and the People In Aid Code of Good Practice.  
1. Executive summary 
2. Introduction 
3. Background to implementing the People In Aid Code of Good Practice 
4. Addressing retention through the People In Aid Code of Good Practice.  
5. Evaluation of success 
6. Conclusion 
 
1. Executive summary 
HIJRA is a national NGO in Somalia and a partner of an ECB member. The growth of its 
operations has in recent years increased its need to retain its skilled members of staff. At the 
same time its competitors for talent include large INGOs and the UN agencies.  
 
To improve staff retention and programme implementation HIJRA made the strategic decision to 
invest in its Human Resource capacity and commit to the same standards as INGOs. Creating a 
human resource department, and the implementation of the People In Aid Code of Good Practice 
has led to a significant improvement in staff engagement and relations with employees. These 
achievements are recognised by staff, donors and partners 
 
2. Introduction to the organisation 
Humanitarian Initiative Just Relief Aid (HIJRA) is a Non-Governmental Organization founded in 
1992 as a collective response to the humanitarian crisis that erupted in Somalia following the fall 
of the Siad Barre government in 1991. Since its inception, HIJRA Somalia has implemented  a 
range programmes  from humanitarian relief and recovery to development programmes mainly in 
South Central Somalia.  
 
With the outbreak of the civil war in 1991, most of the qualified and experienced people left 
Somalia to neighbouring countries. Others sought refuge in Europe, Asia and America. This 
meant that the recruitment of staff with relevant skills in Somalia remained a major challenge. 
Staff started acquiring skills in different aspects of project implementation and some were 
fortunate enough to receive capacity building from the agencies. Over time these skilled people 
understood their skills were in high demand and they  were marketable.  They began to seek 
better paying jobs within non-governmental and governmental organizations.  Agencies with 
limited funding like HIJRA found it difficult to retain experienced and qualified staff.  
 
 Since 2000 HIJRA has expanded its programmes tremendously. It is now able to generate 
internal resources to fund some of its activities ensuring HIJRA can offer stable employment for 
some positions. However  many positions are still funded by short term project funding. Staffs still 
leave the organization after a short period.  To effectively manage its human resources, HIJRA 
established HR Department in April 1st, 2009. 
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3. Background to implementing the People In Aid Code of Good Practice  
With the HR department in place HIJRA was able to analyse its retention situation. HIJRA 
concluded that retention was caused by:  
 
• Poor remuneration due to unstable funding from the donor community:  

o 90% of all HIJRA recruitment  is due to project  implementation. This means 
without continuing programmes HIJRA cannot hire many staff for long. 
Consequently at the end of a specific program staff contracts would also come to 
an end 

• Lack of learning, training and staff development:  
o With such a working environment based on projects, proper training and long 

term staff training and development is lacking because HIJRA could not 
guarantee the costs for staff training and development due to lack a of funding 

• Weak HR systems- poor recruitment procedures, staff orientation and job placement: 
o Though HR systems were operational they remained weak since staff 

supervision was the preserve of programme officers in various sectors. This 
reduced the role of HR to that of an observer waiting for the contracts to end 
before recruitment began again.  

• Lack of staff recognition- lack of staff grading based on qualification: 
o The absence of salary scales and non adherence to qualifications and 

experience impacted negatively on staff wanting to remain in HIJRA for longer 
duration. Therefore they looked to other organisations for career progression.  

• Lack of staff policies and practices:  
o All staff policies and practices were not in place and this meant staff were not 

well informed and created poor communication and within the organization 
 
4. Addressing retention through the People In Aid Code of Good Practice.  
To address these staff retention problems, it was critical that HIJRA’S new HR department had 
the full support of the senior management. Their support led to the inclusion of the department’s 
new HR strategy being included as integral part of HIJRA’s overall strategic plan. A primary 
objective of the HR strategy was to obtain internationally recognized human resource 
accreditation. HIJRA began to implementation of the People In Aid Code of good practice.  
 
“This improved their current HR systems and tremendously increased staff confidence in the 
organization. Paving the way for hard work and open communication within the organization”.  

HIJRA Somalia Mohammed Ibrahim Nur, HIJRA Human Resource Manager 
 
Guided by the Code of Good Practice HIJRA undertook the following initiatives:  
 
Employee Survey 
HIJRA conducted staff survey with the help of the People In Aid to find out the employees 
perspective on issues such as organizational culture, roles, leadership and management, 
pressure, engagement and the People In Aid Code of Good Practice. 
• Developed staff policies and practices:  

o The introduction of staff health, safety and security manual assured the 
employees how much HIJRA is committed to the safety, health and security of its 
most valued asset, its employee 

• Improved compensation packages: 
o HIJRA put in place compensation package based on formal organizational 

grading and salary scales and improved the employee’s remuneration package 
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by rewarding competitively and introducing new rewarding approaches based on 
performance. 

 
Employee Recognition Initiatives:  
To recognize the staff contributions and to demonstrate that our people are central to 
achievement of our vision, mission and goals, the HR department organized the first HR Award 
ceremony where HIJRA appreciated and valued the commitment and dedication of its staff. 
Certificates were distributed at the event which came after the completion of HIJRA’s strategic 
review meeting for 2010-2012 
• Encouraged growth: 

o HIJRA promoted personal growth and professional training and development 
programs throughout the organization. The organization sponsored a number of 
professional courses to help the staff improve their knowledge and skills. Internal 
staff training and development programs were also conducted 

5. Evaluation of success 
After the start of the People In Aid Code implementation, HIJRA has seen a number of significant 
changes: 
• Improved staff relations is the key to improved retention. 

o Implementation of People In Aid Code and Human Resource policies has 
improved both staff morale and donor confidence and support to the 
organization. They have significantly raised motivation and engagement levels 
among all employees. 

• The importance of staff communication 
o The creation of a HR manual and its subsequent implementation has resulted in 

better understanding of staff  job obligations and enhanced teamwork. When HR 
systems are in place and functional, potential qualified employees are attracted 
to the organization.  

• Listening is a key to staff retention. 
o Conducting the employee survey and developing action plans for the survey 

findings assured employees at all levels that HIJRA is committed to continuous 
improvement program. 

• Reduction in recruitment costs.  
o Succession planning and career progression: key skills, knowledge, experience 

and ideas remain within the organization. 
 
6. Conclusion 
Employee retention, especially of your best, most desirable staff remains a key challenge in any 
organization today. However HIJRA, believe that when you think about employee work 
satisfaction, morale, positive motivation, and retention. knowing what makes employees want to 
leave an organization is half the battle.  
 
“Where employees feel safe, they will tell you what’s in their minds, whether they are planning to 
try something else. Your work culture must foster trust for successful two-way communication. 
Above all, look at the remuneration aspect of your employees based on the market needs for 
comfortable living. Clear staff policies and practices, personal growth and professional 
development, recognition and communication are three basics 
in employee retention. These three practices, which are also highlighted in People In Aid’s Code 
of Good Practice, are the initiatives that led HIJRA retain its best talented employee successfully.” 

HIJRA Somalia Mohammed Ibrahim Nur, Human Resource Manager 
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CASE STUDY TWO 
 
Farm Africa – Regional Staff Development Fund  
1. Executive summary 
2. Introduction 
3. Background to implementing the Staff Development Fund 
4. Addressing retention through the Staff Development Fund 
5. Evaluation of success 
6. Conclusion 
 
1. Executive Summary 
Developing staff skills and supporting their career progression has been identified as an important 
factor in retention. Medium sized I/NGOs are not always able to offer extensive career 
progression opportunities or have sufficient funds to support staff development. FARM-Africa’s 
Regional Staff Development Fund demonstrates that staff development can be supported within 
funding limitations to the benefit of employee and employer.  
 
The first step was to formalise the development policy and procedure to ensure a transparent and 
systematic approach. The Fund application process was designed to highlight the potential and 
the necessity for alignment between the individuals goals and the organisations needs. This was 
especially relevant when targeting limited funds for employees  
 
The Fund has made an effective contribution to staff development. The process has highlighted 
the challenges of maintaining equal opportunity access when motivations amongst staff differ, the 
difference between developing staff to improve their performance and making them more 
employable, and the realities of funding restrictions during an economic down turn.  
 
2. Introduction to the organisation 
FARM Africa reduces poverty through innovative approaches to natural resource management. 
Their vision is of a prosperous rural Africa where resources are efficiently utilised and sustainably 
managed and the benefits of development are shared equitably among all citizens regardless of 
gender, education, geographical location, ethnic origin or religion. FARM Africa believe that small 
farmers and herders can improve their own well being and focus on communities with a 
degrading resource base and poor access to markets. They have a track record of successful 
grassroots development and have shown spectacular results from investing modest amounts in 
alleviating poverty and building capacity of rural organisations. 
 
3. Background to Farm Africa’s Staff Development Fund  
In mid-2004 FARM-Africa’s new Kenya Country Director found that staff members were hard 
working and dedicated but there were some obvious areas needing improvement in terms of their 
skills. Many were also undertaking personal studies in the evenings and at weekends, but were 
receiving no organisational support in their endeavours.  Staff development was mentioned in the 
staff charter but from previous experience, the new Country Director felt that having an official 
policy and guidelines and earmarked funding would help strengthen both staff motivation and 
their competence to do their work more effectively. 
 
4. Addressing retention through a Staff Development Fund  
Staff members had many ideas about training courses and other activities that they would like to 
undertake.  However, funding was dependent on project budgets, and where funding was 
available line managers tended to support staff members in all their requests regardless of the 
relevance of the activity to the person’s work or the fit with organisational strategy. 
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It was concluded that a more formal and systematic approach would benefit FARM Africa and its 
staff. A Staff Development Fund was established within the Country Office budget, thus making 
staff development support not totally dependent on the donor funding available in project budgets.   
   
 
Transparent process 
The success of the development fund was based upon its design. Simple but comprehensive 
application guidelines were developed as follows: 
• All staff members who have successfully completed their probationary period are eligible to 

apply for staff development support. 
• Staff development is often equated with 'going on a course' but applicants should not be 

limited by this definition.  There is a wide range of alternative approaches (e.g. mentoring, 
shadowing, on-the-job training, job exchanges).   

• All applications must be submitted using the standard FARM Africa form. 
• The completed application form should be forwarded to the Country Director (now Regional 

Director) together with copies of any relevant background information. 
• Applications must be consistent with and complement FARM-Africa’s Organisational Strategy. 
• First priority will be given to activities that are likely to produce tangible benefits for FARM-

Africa.  Activities intended to further the applicant’s professional/personal development will be 
given second priority. 

 
Funding constraints  
The maximum level of funding per staff member per year was initially £1,000 but in 2008 it was 
reduced to £750 (or the equivalent amount in other currencies).  Initially FARM Africa was willing 
to contribute up to 50% of the course fees of staff members undertaking formal studies, up to the 
annual funding limit, but in 2008 it was decided that the organisation could not assist with 
academic course costs due to funding constraints. 
 
Making the case 
The Applicant has to supply the following information in order to make a clear case for support by 
the Fund: 
• Name; 
• Job title; 
• Full details of the request (activity, dates, location, costs including related travel); 
• Whether they have discussed this staff development need with their line manager (there is a 

section in annual appraisals related to this); 
• To which FARM Africa Strategic Framework Outcome does the activity relate and how? (the 4 

objectives are listed to jog their memories); 
• How the activity will be of benefit to FARM-Africa; 
• How the activity will further their professional and/or personal development; 
• How they intend to utilise and share their new learning within FARM Africa on completion of 

the activity; 
• Whether FARM Africa has previously supported them  in any staff development/training 

activities, and if so, brief details and dates. 
They are also encouraged to attach further details (e.g. itinerary/course syllabus) to support their 
application. 
 
Line Manager’s endorsement 
Once the Applicant’s section is completed, they pass it on to their Line Manager, who completes 
the following information: 
• Name; 
• Job title; 
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• Whether the staff development need has been identified or discussed during the appraisal 
process; 

• How they think the activity is relevant to the applicant or will assist them in their work; 
• Whether they feel the applicant’s commitment to this activity is realistic, given workload and 

other demands on their time; 
• How they will support the staff member to share their new learning within FARM Africa on 

completion of the activity; 
• Whether any funding for the activity is available within their project budget or whether the 

whole cost will need to be paid by the Country Office (now Regional Office); 
• Any further comments in support of the application. 
 
Approval  
The form is then submitted to the Regional Director for review, approval and allocation of 
resources from the budget and the Staff Development Fund.  If it is negative, an explanation is 
provided. One such example is if somebody applies who has previously received substantial 
support and the requests are more than can be funded, that might be a reason for rejection. 
 
5. Evaluation of success 
Farm Africa’s Development Fund has been well received and enabled the meaningful and 
pragmatic allocation of limited resources to this important area of staff engagement.  
 
Its evaluation of the Fund has identified the following issues:  
• Whilst the process and guidelines are clear and there is a clear attempt to link staff 

development to organisational priorities and needs and the performance appraisal process, 
there is still a tension between what staff members want and what managers perceive they 
need.  

• Some staff members also have a tendency to sit back and wait for someone to tell them what 
they should do, rather than being proactive and looking for opportunities.  FARM Africa has 
tried to address this by placing a file in the office with details of courses offered by different 
national and regional training bodies and other organisations but it has not been well used.   

• When FARM Africa was assisting with academic fees, staff members based in the field were 
at a disadvantage since most of the part-time formal education opportunities are only 
available in Nairobi.  

• Sharing of new knowledge and skills with other staff members is still not very effective, being 
mainly in written form and sometimes through presentations at staff meetings.   

 
6. Conclusion 
“Overall the Staff Development Fund has been very popular amongst staff, although its impact on 
retention is difficult to measure. Very regrettably due to the current financial situation the 
organisation has had to suspend the Fund for the time being. However this will give us the 
opportunity to know whether lack of training opportunities is cited as a reason for staff members 
leaving during their exit interviews and forms and therefore the probable impact of the Fund on 
staff retention.”  

Helen Altshul, Regional Director 
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CASE STUDY THREE 
 
Trócaire – A new manager’s impact on retention after organisational change:  
1. Executive summary 
2. Introduction 
3. Background to implementing  
4.Addressing retention through  
5. Evaluation of success 
6. Conclusion 
 
1. Executive summary 
For Trócaire’s East Africa regional office new strategies and programme approaches brought 
significant upheaval and change. It was recognised that the changes affected staff morale. 
Uncertainty and anxiety increased turnover.  Senior managers were conscientious  of staff needs 
and support was provided. However it was the arrival of a new regional manager and their 
different style that transformed the team.  
 
The new regional manager was openly acknowledged by staff to have related to them as people, 
offering personal disclosures and empathy to build rapport, empowered staff and directly involved 
them in issues that affected them. As a result staff engagement was improved as there was new 
energy and positive attitudes. Turnover was seen to improve; demonstrating that a managers 
style can be a catalyst for improved retention.  
 
2. Introduction to the organisation 
Trócaire is a non-profit making relief and development agency set up by the Irish Catholic 
Bishops in 1973 to address the concerns of the Irish Catholic Church on the needs and injustices 
affecting developing countries. Trócaire has two main aims; to help those in need in the 
developing countries and to make Irish people more aware of these needs and its duty to justice 
towards them.  
 
Trócaire works in solidarity with local development actors in over 30 countries throughout the 
developing world.  Trócaire Horn and East Africa Regional Office in Nairobi work in six countries 
namely Kenya, Uganda, Tanzania, Sudan, Ethiopia and Somalia. 
 
3. Background to change in leadership 
From 2005, Trócaire faced major changes which coincided with the formulation of a new strategic 
framework. Subsequently the new strategic plan (2006-2016) introduced a new organizational 
structure and a change from ‘projects approach’ to a ‘programme approach’. This shift entailed a 
move from funding individual discrete projects (or “baskets of projects” in a country or region) to 
supporting and financing a more coherent range of interventions, spanning a number of partners, 
all contributing to a common objective and platform of action. .  
 
These changes introduced new approaches to work. It also had a significant impact in the 
programmes approval system, new staff positions, reorganization of some existing staff positions, 
and in some cases, staff redundancies. The changes directly affected staff morale and increased 
anxiety to the extent that some staff left the organization. The Horn and East Africa Regional 
office in particular was affected by the staff departures and the challenges of staff retention. 
 
4. Change of leadership at Trócaire HEARO 
In 2007, there was a change of leadership at Trócaire HEARO. A new Regional Manager was 
recruited to replace the incumbent who was leaving for another regional office. The outgoing 
Regional Manager (‘Representative’ then) had been an excellent manager with immense 
development work experience and very supportive to staff. The incoming Regional Manager was 
able to build upon the supportive environment set by his predecessor. Representing fresh energy, 
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not associated with the painful changes the new manager was better able to manage the staff 
concerns and anxiety. His approach was considered to be one of transformational leadership and 
had a significant impact on staff attitudes and behaviour. 
 
5. Evaluation of the by the Regional Manager new approach 
The new Regional Manager used several approaches and methods to understand and support 
the staff needs. The methods used included the following: 
 
I. Listening 

The new manager spent a lot of time in the initial days at the office meeting, talking and 
listening to every individual staff member at the Regional Office. The discussions revolved 
around the personal values, challenges, family issues, work, career plans and the 
organization generally. It was interesting to note that during these discussions the new 
manager talked about his own personal issues, including family. This created a sense of 
openness, trust, and value of the employee, because the employees saw themselves not just 
as workers but as people with a life and a family that extends beyond the work environment. 

II. Mix of formality and informality 
The staff meetings that were convened by the manager were a mixture of formality and 
informality. A key example is a regional meeting that the staff had in Naivasha to discuss 
important programme issues. The presentations and the sitting arrangement were informal. 
Some staff sat comfortably on sofas or just lay on the carpet within the meeting room. Staff 
reported that they felt that this was one of the best regional meetings ever with greatest 
outcomes.  The manager ensured that there was a balance between formal and informal 
approaches such that the policies, procedures and values of Trócaire were not compromised. 

III. Empowerment 
The manager gave equal attention to all employees junior and senior alike. This ensured a 
sense of fairness and empowerment of all staff. The same approach was used to create a 
sense of balanced attention between the national staff and the expatriate staff at the regional 
office. 

IV. Representation of HEARO staff issues at HQ level 
The manager actively supported and voiced issues that affected the staff at the regional level. 
On a number of occasions, the manager advocated for staff based in the region on issues 
that included terms, conditions, fair chance and career development 

V. Effective Communication 
The staff at the region felt more empowered through timely dissemination of information. 
There was periodic communication by the manager whenever an issue came up or whenever 
major decisions were made at the head office on issues that may have a direct impact on the 
staff and their work. Such information was shared openly.  

 
6. Conclusion 
“There were many other approaches that were used by the Regional Manager, these are just a 
selection of the most noticeable. These approaches increased the level of staff empowerment at 
the regional office. The negative experience of the organizational changes had had a real impact 
on retention and potential staff turnover. The manager’s style is credited by many staff as 
mitigating and reversing this trend.“ 

Leonard Kwelu Trócaire HR East Africa Regional Office  
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CASE STUDY FOUR 
 
Trócaire – Mitigating the impact of restructuring on staff 
1. Executive summary 
2. Introduction 
3. Background to restructure  
4. Ensuring a successful restructuring  
5. Evaluation of success 
6. Conclusion 
 
1. Executive summary 
A midterm evaluation recommended restructuring Trócaire’s Consortium Somalia programme. 
Trócaire was committed to implementing these changes according to good practice and to 
minimise the impact of this negative experience for staff. Planning, communication and leadership 
were considered the key to its success and the retention of the best people for the new 
programme.  
 
2. Introduction to the organisation 
Trócaire is a non-profit making relief and development agency set up by the Irish Catholic 
Bishops in 1973 to address the concerns of the Irish Catholic Church on the needs and injustices 
affecting developing countries. Trócaire has two main aims; to help those in need in the 
developing countries and to make Irish people more aware of these needs and its duty to justice 
towards them.  
 
Trόcaire Somalia programme was consortium of NGOs between Trόcaire and Merlin and 
previously between Trόcaire, CORDAID and AMREF. The consortium was transferred to Trόcaire 
Somalia programme in August 2009 when the partnership arrangement with Merlin was 
dissolved. The Somalia country programme is one of the country programmes of the Trόcaire 
Horn and East Africa Regional Office (HEARO) based in Nairobi.. Trόcaire HEARO is responsible 
for 6 countries namely Tanzania, Ethiopia, Kenya, Somalia, Djibouti and Uganda. In Somalia, 
Trόcaire with support from donors, provide assistance to public health, nutrition and education 
services in five districts of the Gedo Region. 
 
3. Background to the restructure 
In February 2009 a mid-term evaluation of the Somalia programme was carried out. In response 
to the needs of the programme and the changing context in Somalia the evaluation 
recommended to restructure the organization. The Executive Committee of Gedo Health 
Consortium reviewed the recommendations and decided to dissolve the partnership. Under the 
new arrangement, a new structure was developed based upon the number of staff and technical 
skills required to support the future of the programme in Gedo. Consequently staff were to be 
directly contracted by Trόcaire Somalia programme.  
 
4. Ensuring a successful restructuring 
The Executive Committee’s decision had several immediate consequences for the team. These 
changes included removing certain staff positions and the termination of their  contracts, and not 
renewing contracts coming to an end. 
 
Trόcaire wanted the anticipated changes to be carried out in a fair and transparent manner. 
Priority was to be given to the existing staff in the new structure, taking in to account their 
strength and suitability to the new context. In order to affect this, a restructuring proposal was 
developed by the Programme Support Coordinator. They were also responsible for Human 
Resource services and had experience with similar situations in the past. They were fully 
supported by the management. The proposal followed appropriate procedures and aimed to 
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guide the management through the change journey by providing a proactive and comprehensive 
exit and separation plan.   
 
5. Evaluation of the success 
The following points have been identified as critical to the change process success. 
• A new organisational structure with a transition plan was developed  and shared with all the 

staff based upon the competencies and skill s required by the new programme. Staff were 
briefed early enough of the impending changes. Discussions were initiated on the process 
and the likely consequences.  

• An opinion of a legal expert on labour laws was sought to ensure that all the actions were in 
compliance with the labour laws of Kenya.  The plan indicated the policies and practices to be 
adopted in recruiting the new staff and how to deal with those who were not be re-employed. 
This plan also clearly provided details about the benefits which were to be due to all the staff 
as their contract with the consortium was coming to an end and what the redundancy 
package was to be.  

• Line managers were encouraged to constantly communicate to staff. Frequent 
communication to all the staff outlined: what could be expected, details of the activities and 
progress of the transition process and re -assurance that decisions were fair and in no way 
discriminatory. Regular staff meetings were held to communicate any new development as 
and when they became available. 

 
“The appropriate and adequate communication helped to allay people’s fears, removed 
ambiguity, provided clarity and common understanding.”  

Simon Obosi - Trócaire Somalia Programme  
 
• A counselling psychologist was brought in to help prepare the staff psychologically for the 

impending changes and the consequences.  
 
6. Conclusion 
Trócaire feel that the restructuring process was well managed and successful. They concluded 
that there is a: 
 
• need to have a clear and concise plan of action to guide the process from beginning to the 

end with some room allowed for flexibility to respond to changing contexts. This will avoid 
ambiguity and ad hoc decision making. 

• need to have a change leader or someone driving the process but with full support from 
management. 

• need for constant and frequent communication to all the staff and key stakeholders one the 
process progress to ensure cross functional understanding and assurance. 

• need for the management’s full support.  
• need to ensure fairness and transparency in the process to ensure staff buy- in and 

cooperation 
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CASE STUDY FIVE 
 
CARE Ethiopia: Addressing retention through Market Driven - Professional Allowance 
Supplement 
1. Executive summary 
2. Introduction 
3. Background to retention issues 
4. Addressing retention through Market Driven - Professional Allowance Supplement 
5. Evaluation of success 
6. Conclusion 
 
1. Executive summary 
CARE Ethiopia recognises it has to address a range of push and pull factors if they are to 
improve retention including: limited management and technical capacity for some positions, highly 
competitive market, competitors with more secure and longer term funding, inhospitable and 
insecure operating environments and short term funding.  
 
Many of these factors they cannot control however they have successfully developed short and 
long term strategies to improve the retention of key professionals.  The short term strategy, 
Market Driven - Professional Allowance Supplement is a pragmatic and flexible approach to a 
complex problem. It has a specific purpose and when used appropriately can improve retention 
without undermining the existing remuneration and reward systems. 
 
2. Introduction to the organisation  
CARE is an international non-governmental organization operating in over 70 countries globally. 
CARE has been working in Ethiopia since 1984 undertaking large-scale emergency and 
development programming.  At present, CARE Ethiopia’s Country and Field Offices staff over 700 
employees operating in South Gondar Zone and Bahir Dar in the Amhara Region, East and West 
Hararghe and Borana Zones in Oromiya Region, Zones 1, 3, 4 and 5 in the Afar Region, Dire 
Dawa and Addis Ababa. CARE’s programs are grounded in household livelihood security 
framework and rights-based approaches, which are aimed at addressing the underlying causes of 
poverty and vulnerability. CARE Ethiopia’s mission is to work with poor women and men, boys 
and girls, communities and institutions, to have a significant impact on the underlying causes of 
poverty. CARE implements a range of rural and urban based programs, addressing: 
 
• Emergency Preparedness and Response 
• HIV and AIDS 
• Sexual Reproductive Health 
• Food and Livelihood Security 
• Pastoralist Livelihoods 
• Education 
• Water, Sanitation and Hygiene 
 
CARE’s funding comes from a wide variety of donors including the Governments of USA, 
Canada, UK, Norway, Netherlands, international bodies such as UN OCHA HRF and the 
European Commission, and private companies and foundations. 
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3. Background to retention issues 
The humanitarian relief and development sector in Ethiopia is a large job market in which there is 
especially high demand for professionals with specialized higher education and training as well as 
management experience. The significant amount of aid and development resources dedicated to 
Ethiopia over the past three decades has created a job market with numerous national and 
international NGOs operating in the country as well as UN agencies, donor and Government 
agencies all vying for a relatively small pool of qualified professionals. These employers have 
varying capacities to offer different salary and benefits packages with UN/donor bodies at the 
affluent end of the spectrum and government sector and local NGOs with the most limited funding 
for human resources. 
 
Even in normal circumstances economic pressure and the fact that the employment in 
humanitarian and relief activities are central to people’s livelihoods, staff are often continuously 
looking for better and more secure financial packages. The economic recession starting in 2008 
adversely affected organizational resources, reducing certain income stream and their 
undermined organizations capacity to retain staff.  Furthermore short-term emergency projects, or 
even longer-term but time bound projects, also lead to staff turnover. Staff seek better salaries 
and longer-term contracts.  It also creates more competition among employers, adding further 
challenges to retaining qualified, experienced professionals. 
 
The loss of experienced, high potential and high performing professionals from the organization is 
problematic for a number of reasons, including:  
 
• Loss of invested institutional knowledge, competencies and skills.  
 Turnover means pulling from immediate priorities to cover gaps and slowing overall 

organizational advancement on regular plans, important innovations, and change agendas 
 

CARE Ethiopia offers competitive remuneration packages and ensures regular review and 
comparison with peer NGOs operating in Ethiopia to ensure its competitiveness within the local 
market; however the organization is often unable to compete with employers such as the UN, 
private sector counterparts, or donors that have more competitive packages and often better job 
security. CARE recognizes the costs of staff turnover and recruitment and is continuously seeking 
ways to attract and retain highly competent professionals in both monetary and non-monetary 
ways.  
 
4. Addressing retention through Market Driven - Professional Allowance Supplement 
It has become increasingly difficult to attract new talented professionals in certain positions; for 
example this challenge has been observed as particularly difficult in the Public Health Sector as there 
is a high demand for professionals with advanced higher education (MD and MPH), with extensive 
management and administrative experience and non-profit sector expertise. Individuals that meet 
these criteria are highly sought after in the local context, therefore difficult to retain. Analysis 
identified some professions within the job market who are outside of CARE’s current compensation 
and benefits package. 
 
CARE recognized that there are certain systematic and financial aspects of the organization that 
limit the ability to retain staff and cannot be easily changed such as donor/funding regulations and 
operating a business model that is constrained by projects which confine the organization to 
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developing human resources linked to secured and separate project budgets. While the closure 
of projects represents more than half of staff departures, other opportunities (higher salary and 
benefits packages and professional growth opportunities) represent the majority of the balance. 
 
CARE is attempting to address the inherent issues of impact and staff retention related to the 
project model through its current project to program shift (P-shift). However the P-shift is a long 
term, multiyear process which will not yield instant results in terms of staff retention. In order to 
address the problem in the immediate present, CARE needed to find a way to increase the 
flexibility in salary packages that would allow the organization to keep its best people without 
skewing the overall salary scales/grades in a manner that was financially unviable. 
 
5. Evaluation of success 
In response to this challenge, CARE Ethiopia initiated a process to create a Market Driven 
Professional Allowance Supplement with a more competitive compensation which would enable the 
retention of competent professional staff in high turnover senior professional positions and to attract 
talented and qualified individuals from the local job market.  In order to establish the professional 
salary supplement, CARE Ethiopia undertook an iterative review process to assess and learn from 
similar experiences of other CARE country and regional offices and other international organizations 
operating in Ethiopia. 

 
The main purpose of this professional salary supplement is to enable CARE Ethiopia to be 
competitive in the local job market for targeted high turnover/highly competitive professional 
positions.  The decision to consider a position for the supplement is based on vigilant review and 
analysis of attrition rates over time and measured against industry standards, and careful market 
analysis. Some positions that are highly competitive in today’s market may become less so if more 
highly trained and experienced people join the local market in that particular category, and vice 
versa. Therefore the market driven salary supplement is not a catch-all solution for staff retention in 
general, but is specifically targeted at those high demand positions that call for senior management 
professionals. The policy is useful in that it allows for CARE to practice strategic flexibility in the effort 
to recruit and retain qualified staff without reviewing and adjusting the overall compensation and 
benefits package (this process is performed every 2 years). 
 
This professional supplement was introduced as a pilot program in December 2006 to be reviewed 
periodically. The first position that was targeted in this pilot was the HIV/AIDS Program Coordinator, 
as data collected over time demonstrated this position as the highest turnover position in a highly 
competitive market (requiring MD and MPH, as well as senior management and INGO experience).  
The specific professional allowance supplement range is established and exact allowance 
determined by taking into consideration the local market value of the profession at a given time (even 
outside of CARE’s regularly scheduled salary and benefits reviews (every two years) and cost of 
living analyses (every 6 months), CARE’s budget availability, and past salary/compensation history of 
the selected candidate. 
 
CARE Ethiopia has been implementing the Market Driven Professional Allowance Supplement 
policy for over 3 years. The policy has been used 5-6 times in that period to successfully recruit 
and/or retain personnel integral to CARE’s programs, who would have otherwise been lost to 
competitive employers in the local market. In general, the policy has been well received by staff 
without observed perceptions of unfairness/jealousy. 
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6. Conclusion 
The policy can be rated as successful overall; however, as specified above, this policy is highly 
targeted and is not appropriate to apply to all positions. It is not a solution that can effectively 
tackle the issues CARE faces in regards to retaining qualified and experienced frontline staff, 
especially in operational areas of the country that are remote and undesirable. The professional 
salary supplement is useful for its intended purpose and would be recommended as a potential 
technique for organizations operating in contexts of similar employment markets. 
     Abby Maxman Country Director CAREA Ethiopia and Alix Carter, Emergency Program Officer  
 


