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Foreword

During the last year the international humanitarian community has continued to

wrestle with how best to demonstrate its impact and performance. From both within

the humanitarian community and from outside, there exists a growing expectation
that humanitarian actors should be accountable to multiple stakeholders and that

lessons should inform actions taken in future crisis. On these points there is

common agreement.

Although there is less agreement on the 'how to', there will always be a need to

generate empirical data as a basis for demonstrating 'what happened' and, by

implication, what needs to happen in the future. In this respect the ALNAP

Evaluative Reports Database (ERD) is constantly growing as new evaluations are

shared by ALNAP Member agencies. The database now contains a rich source of

empirical data which is used to monitor and assess sectorwide performance.

From past experience we know the different methods used in evaluations and the

differing contexts in which they have been carried out provide ALNAP with some

tricky methodological and analytical challenges when compiling the synthesis. We

recognise that an evaluation synthesis has its limitations and cannot, for instance,

offer scientific proof of impact. Nevertheless, during the past four years 183

independent evaluation reports and 20 synthesis reports have been covered in the

review and this probably represents the most exhaustive study of humanitarian

action to date. The findings thus constitute a sound basis from which to identify

collective efforts for improvement.

I am pleased that this year ALNAP has taken a different approach to the Review by

including an initial stand alone chapter. This considers some of the major changes in

the humanitarian sector in the 10 years since the Rwanda genocide and provides

useful background for the subsequent chapters. The synthesis this year is also

different and focuses on two contexts - Afghanistan and Southern Africa. The aim is

to provide a more detailed and fuller analysis of two specific situations which contain

several issues relevant to the humanitarian sector as a whole.
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The themed chapter, Chapter 2, builds on the findings illustrated in the 2002 Annual
Review and provides a more detailed analysis of how people learn before, during and

after their work in the field. Each year we are reminded of the fundamental

importance of humanitarian field workers, both national and international, and the

findings from this chapter point to some important ways in which methods and

opportunities for learning can be strengthened.

I would like to thank all ALNAP Members who either contributed to this edition

directly or provided evaluative reports for the synthesis and meta-evaluation. A

continued willingness on behalf of agencies to work together in this manner is a

strong sign of the humanitarian sector's willingness and desire to improve collective

learning, accountability and performance in humanitarian action.

Anita L. Menghetti

Chair of ALNAP (NGOIIO Donor Coordinator, USAID/OFDA)
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1 Purposeand Scopeof ThisYear's
Review ol Humanitarian Action

The ALNAP Review of Humanitarian Action1 series aims to advance understanding

and practice to support improvement in the performance of humanitarian action. It

provides an overview of current trends in humanitarian action through a synthesis

of evaluation findings, as well as critical reflection on an area of particular concern -

this year field level learning is addressed. It also provides a platform for sharing

lessons, identifying common approaches, and building consensus on ways in which

to improve learning and accountability.

Over the past four years the Review of Humanitarian Action has analysed 183

independent evaluation reports and 20 synthesis reports, all drawn from ALNAP's

Evaluative Reports Database. This represents perhaps the most exhaustive analysis

of evaluation of humanitarian action (EHA) accomplished to date. Given that the

Review of Humanitarian Action is one of the best tools the sector has for assessing

and reflecting on its performance, it is important that the Review continues to

monitor the sector in order to provide a cumulative picture of its collective strengths

and weaknesses, as well as point to areas where the sector can best focus its

collective efforts toward improvement of practice.

In comparison with previous years, this year the Review of Humanitarian Action

consists of four rather than five chapters. The main difference is that Chapter 1 this

year has been written as a stand-alone piece in order to allow the Review to consider

some of the changes in the humanitarian sector in the 10 years since the Rwanda

genocide. These changes are assessed within a number of key themes on which

commentators on humanitarian action currently agree (for example, lack of

proportionality) and disagree (in particular as to how far the current politicisation of

humanitarian action is likely to affect the future of the humanitarian sector). In

particular the chapter focuses on the implications of these changes for evaluation

and learning - the two areas central to ALNAP's mandate. In place of a concluding

chapter, Chapter 1 also integrates the main findings from the remainder of the

Review so that this year's findings on learning, on Afghanistan and Southern Africa
(the focus of the synthesis chapter) and on evaluation quality are contextualised
within a broader framework.

10
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The chapter also draws on some of the main findings from the 2004 study of the

impact of the 1996 Rwanda evaluation by John Barton and John Eriksson:

'Assessment of the Impact and Influence of the 1996 Joint Evaluation of Emergency

Assistance to Bwanda'.» Both the original Rwanda evaluation and its 2004 follow-up

are unique events in EHA in terms of their scope and scale, and such a detailed

follow-up is particularly unusual in any evaluation sphere.

Box 1.1 Objectives and Organisation of the AlNAP Review of Humanitarian Action

The ALNAPReview ofHumanitarian Action has three main objectives:

1. To provide the humanitarian sector with the means to reflect annually on its

performance and to identify generic strengths and weaknesses through a

synthesis of the principal findings, conclusions and recommendations of EHA

made available to ALNAP during the preceding year. The synthesis chapter

this year focuses on two high profile emergencies in Afghanistan and

Southern Africa which were a focus of recent evaluation reports. (Chapter 3)

2. To address each year a central theme of common and current concern to those

within the sector. This year, field level learning is addressed. (Chapter 2)

3. To monitor and assess the quality of EHA by highlighting good and poor

practice through a me ta-evaluation of evaluations received the previous

year, and to work with ALNAP member agencies to improve the quality of

EHA. Details can be found in the meta-evaluation at the end of the Review.
(Chapter 4)

The Review series complements other annual publications focusing on the

humanitarian sector, such as the World Disasters Report (IFRC) and the World
Vulnerability Report (UNDP).

11
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2 Change since Rwanda and Implications for
Learning and Evaluation

The humanitarian community is diverse and it is of little surprise that different

opinions exist in terms of what has happened in the sector since 1994. These

different opinions are brought into stark relief by the ongoing sense of frustration in

terms of responding adequately in countries such as the Democratic Republic of

Congo, Sudan and Chechnya, among others.

Before addressing the areas about which humanitarians agree and disagree,

however, it is worth introducing some of the key changes and themes in the

humanitarian sector post-Rwanda. This then provides the context for the subsequent

discussion.

Smillie & Minear [2003:2) neatly summarise the key changes in the sector as follows:

Much has changed in the world of humanitarian action since the end of the

Cold War. The number of emergencies to which the international

humanitarian enterprise has responded has grown dramatically. Conflicts

have become more typically internal rather than international, generating

massive numbers of displaced people and civilian victims of war.

Humanitarian aid has tripled in a decade, mostly at the expense of longer-

term development spending, and yet it is still far from adequate.

Emergencies are more protracted, and they are no longer restricted to the

developing world. National sovereignty has lost much of its sanctity, and

sovereign authorities have more widely accepted humanitarian and human

rights obligations. There is more discussion about, if not significantly more

resources devoted to, the prevention of conflict. Interactions between

humanitarian activities and political-military strategies have increased.

Effective humanitarian action is now seen variously as a complement to

political objectives and as a substitute for political action at the preventive

and even the remedial stages of protracted emergencies .... There are now
more players in the field, including military and peacekeeping forces and for-

profit contractors.

12
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Another broad theme that has come to the fore post-Rwanda is that humanitarian

action is generally reactive, as noted in Chapter 3. Given the speed and complexity

of events within the sector what is needed, notes Kent (2004). are organisations

that can plan strategically and learn. Findings from the thematic chapter on field

level learning, however, are that most humanitarian organisations do not operate
in this way.

A further important theme concerns the need to widen the debate on humanitarian

action in order to include more perspectives from the 'south'. This will likely provide

key lessons for humanitarian action. As Vaux (2004:18) comments: 'We in the West

now find ourselves part of a Western form of thinking that is perceived as

hegemonistic. To detach Western humanitarianism from Western politics requires a

listening rather than a preaching approach. It may even entail a different relationship

with partners, allowing them to set the terms of the debate.' Ayoob (2004), in an

article on third world perspectives on humanitarian interventions, notes that there

are many different views on humanitarianism in what he terms 'post-colonial'

countries, but that humanitarian action is often viewed with suspicion given the

issues of sovereignty it raises, the lack of proportionality to need, and the fact that it
is increasingly seen as a political tool of western states.

This then is the current context within which evaluation and learning in the

humanitarian sector has to take place. Within this context on what points do

humanitarians agree, where do they differ, and what are the implications for

learning and evaluation - especially given the limited space this highly politicised

and fluctuating environment leaves for learning and evaluation?

2.1 Areas of Agreement

There are a number of areas of agreement among commentators on the past and
present state of humanitarian action.

13

2.1.1 Funding and proportionality

Overall levels of humanitarian assistance have been increasing over the last decade

as a proportion of ODA as a whole - from 3 per cent between 1970 and 1990, to 10
per cent since 1990 or some US$5.5 billion a year through DAG countries." If all
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funding is taken into account the total amount of humanitarian assistance is some

US$10 billion.

Although measuring proportionality is complex there is broad agreement that

proportionality according to need is rarely met. Aid provided is largely dependent on

the foreign policy priorities of the major donors, and the UN system (for example, in

the CAPs) and NGOs for the most part play along with this. This lack of

proportionality clearly indicates

that humanitarian assistance is

not impartial. Proportionality is

likely to become a reality only if

there is pressure for this on

governments by western publics

and/or if UN agencies and NGOs

refuse to accept funds disbursed

for 'emergencies', such as Kosovo

or Iraq, and point out the lack of

proportionality in these cases

(Rieff, 2002).

_~IR3l~lIID~~m
Country Year USS
Ethiopia 2000 2
Tajikistan 1999 5
Burundi 2001 5
Mozambique 2000 6
Somalia 1995 9
Afghanistan 2001 12
Honduras 1999 12
Rwanda 1995 19
FYROM-Macedonia 1999 29
Serbia & Montenegro (Kosovo) 1999 47
Bosnia- Herzegovina 1993 116 Figures from Global HumanitarIan

Assistance 2003 illustrate this. In

1999, 62 per cent of the European

Community's humanitarian budget was allocated to the former Yugoslavia and CIS/

Eastern Europe, and in every year between 1995 and 2000 a country from SE

Europe was the largest recipient of bilateral humanitarian assistance, replaced by

Afghanistan in 2001. Table 1.1 illustrates the mismatch between need and allocation

of resources, based on assistance per head of population. Further details on funding

to Afghanistan vis-a-vis other countries can be found in Chapter 3.

Any attempt to establish a ranking system for disbursement of aid based on need is

highly political and technically complex. However, given that many such indices

have already been developed, such as UNDP's Human Development Index,

methodological issues are unlikely to be the main problem. In this context the Good
Humanitarian Donorship (GHD) initiative" is potentially important as it re-

emphasises the importance of proportionality. Established in 2003 by several

donors, it offers the opportunity to develop and pilot a tool that can be used across
countries to determine need (see Gignos, 2003). The baseline evaluation of the

14
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Burundi GHD pilot (DFID/OCHA, 2004) however, notes disagreement between HQ

and in-country staff over the potential for developing a global needs assessment

matrix - the objection of in-country staff being that each emergency country and

context is different so that comparison of needs across emergencies may not be

feasible.

It is very rare for EHA to cover issues of proportionality, and only one evaluation in

the 203 reports included in the ALNAP Reviews has included this area in any detail

(the evaluation of DEC agencies' responses in Kosovo, DEC, 2000). While the sector

is well aware of its failure to meet the requirement of proportionality much remains

to be learnt about how to assess - and more importantly understand - needs.

Evaluation offices in particular should consider the extent to which they include the
issue of proportionality in evaluation frameworks and terms of reference (TOR) in

order to keep this item on the international agenda. Given that the direction of

humanitarian funds for political purposes is perceived as one of the most cynical

elements of the humanitarian sector, evaluation offices should raise this issue at

every potential opportunity.

2.1.2 Capacity development

One of the persistent findings of evaluation reports over the last four years is that

capacity development has been largely unsuccessful, although there have been

pockets of success. This was highlighted in the 2003 ALNAPAnnual Review as well

as a number of other studies examining a longer period (for example, Minear, 2002;

Macrae, 2002). The failure to hand decision making and responsibility for

humanitarian action to those who appear to do much of the work - national

organisations and staff - is an ongoing theme. Surprisingly little is known about what

makes for positive capacity development and much more known about what

undermines capacity - for example, competition between agencies and in-fighting

about control of budgets. Chapter 3 analyses ways in which the Afghan

administration and international agencies fought over control of aid to Afghanistan.

As Costy (2003:155) notes: 'several humanitarian actors expressed discomfort at the

government's insistence that all international aid should be programmed through

the CG [consultative groups] process and integrated into the national budget. For

NGOs in particular, this implied a serious loss of independence of action.' Much

assistance was not therefore channelled as the Afghan authorities requested, with
implications for national capacity development.

15
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The sector needs to learn more about what makes for positive capacity development

in humanitarian action as even the 'success' stories, including those highlighted in

some evaluations in the 2003 Review, provide sparse details. In addition, and as

shown in Chapter 2, promotion of learning is one form of capacity development that

is valued by field level workers but is not adequately promoted in many cases.

Another point is that evaluation offices and networks such as ALNAP have a

responsibility to do their part in capacity development of evaluators from the global

south, especially as increasing the pool of suitably qualified evaluators is a potential

solution to the main problems currently dogging EHA. Evaluations that have

included mixed teams of national and international evaluators, such as those

carrying out the Disasters Emergency Committee evaluations, have been

consistently rated higher in ALNAP's meta-evaluation.

2.1.3 LRRDremains highly problematic

Despite the fact that LRRDhas been sufficiently addressed in evaluation reports over

the last four years there has been limited improvement in practice. Tied closely to

the failure to build indigenous capacity, LRRD 'gaps' have until recently been

perceived as primarily caused by dysfunctional bureaucracies where relief and

development departments either do not communicate and / or fight over resources.

Findings from previous Reviews show that a significant proportion of funds devoted

to humanitarian action are actually used for rehabilitation and development. This is

confirmed this year, but with a new twist. LRRD in the context of interventions in

Iraq and Afghanistan is currently more a political than a bureaucratic issue, with
much resting on the definition of what is relief and what is rehabilitation. In

Afghanistan, for example, the government has attempted to define aid as

rehabilitative rather than as relief so that there is greater government ownership;

international agencies have done the opposite, as noted earlier. Smillie & Minear

(2004:158) comment: 'Donors were clearly reluctant to fund reconstruction and

development rather than emergency programs, which were less attractive to their

publics and required greater involvement by the national Mghan authorities and

greater integration into the national development plan. But the regime itself was

anxious to move beyond the emergency to reconstruction challenges.'

In the Iraq case it was necessary for international agencies to redefine humanitarian
action in order to justify their presence, as observed by the Feinstein International

Famine Centre (FIFC) in its consultations with international agencies (2004:8):

16
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There was no consensus among discussants on the nature of the crisis. The

starting point was that humanitarian agencies would respond only to

humanitarian need. When it became clear that there was no major food or

displacement crisis and only pockets of vulnerability among civilians, the

issue was fudged for reasons of institutional survival. Aid agencies whose

services were not essential at the time found it important to continue to be

engaged in Iraq. The stark choice was between cooption and irrelevance: for

fear of losing funds and contracts, many agencies found reasons to stay on,

regardless of their particular mandate. According to some, the 'fictional'

definition of the crisis as 'humanitarian' resulted in the de facto cooption of

humanitarian agencies into the OP [Occupying Power] strategy. Certainly the

extent and severity of human need in Iraq paled by comparison with other

crises of the day.

The LRRD debate and the 'fictional' definition of humanitarian action are not new,

but the ways in which humanitarian action is being politicised offers new challenges

for evaluators and those attempting to promote learning. If there is no humanitarian

crisis but rather 'pockets of vulnerability', as in Iraq, what do field level workers

need to learn about? And what should the role of evaluators be in a situation such as

Afghanistan where the government and international agencies are at odds as to what

constitutes humanitarian action?

One of the findings of the synthesis of the 14 Afghanistan evaluations in Chapter 3 is

that, for the most part, evaluations have not adequately covered the issue of conflict

between international agencies and the national administration, perhaps because of

the level of politicisation. In comparison the Southern Africa evaluations address this

issue much more comprehensively - perhaps because LRRD in this context is of a

more 'traditional' kind (the link between food aid and livelihoods, for instance]." It is

complex for evaluators to determine the level of resources devoted to relief and
rehabilitation at the best of times, often because of the lack of adequate financial

tracking systems. Designing or using appropriate indicators to assess the results of

interventions - a central evaluation function - thus becomes problematic. This

problem is magnified when the line between relief and rehabilitation is further
blurred for political reasons as in Iraq, where using standard indicators such as

numbers of lives saved may miss the actual focus of longer term interventions.

17
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2.1.4 Lack of understanding of culture and context

Over the last decade increasing attention has been given to the development of

needs assessments to improve aid effectiveness and impact. The creation of an

Emergency Needs Assessment Unit at WFP, joint vulnerability mapping exercises,

and the Capacity and Vulnerability Analyses of the Red Cross/Crescent and as part of

the CAP workshops are all elements of this. But, as argued in Chapter 2, needs

assessments are quite different to needs understanding and it is the latter that is

highlighted as a gap in evaluation reports and studies of humanitarian action. While

policies concerning livelihoods and needs (for example, WFP, 2003a) may have

advanced, learning from the affected population remains a major stumbling block to

improved humanitarian action. As Vaux (2004:3) notes: 'agencies should position

themselves to convey the voice of affected people to Western governments rather

than to be emissaries of Western politicised humanitarianism.'

While all levels of learning need to be strengthened, the lack of learning about and

from affected populations when all agencies in their policies strive for a participatory

approach seriously undermines the credibility of humanitarian action. And while we

may know more about livelihoods than 10 years ago, the mechanisms for translating

this knowledge into practice are still underdeveloped (Hofmann et aI, 2004). Part of
the issue is a conceptual one, as learning from communities is unlikely to take place

when 'experts' are expatriates with a 'we know best' attitude (Kent, 2004). At the

same time there are several institutions that have taken learning from communities

as a central feature of their work - for example, the Disaster Mitigation Institute in

India, Groupe URD (including through its work on the ALNAP Global Study on

Participation by Crisis-affected Populations in Humanitarian Action), and the Tufts

University project on livelihoods in Afghanistan (Lautze et el, 2002, ete).

Constraints to learning from affected populations should not be underestimated,

particularly in complex emergencies. Security considerations may make access

difficult and curfews may keep contact brief. On the other hand, even in relatively

stable situations such as refugee camps learning from primary stakeholders is

often limited.

One of the most significant areas in relation to the sector's inability to take local

context into account, as discussed in detail in Chapter 3, is the targeting of food aid.

Generally evaluation reports note a discrepancy between agency practice of
'community based targeting' where the most vulnerable are intended as food aid

recipients, and community practice once food aid is received, where blanket coverage
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appears to be common and in line with local cultural norms. The implications of this

mismatch are not well understood, including the longer term impact on cultural

norms such as those relating to gender or wealth distribution. Barriers to change
that prevent food aid targeting from building on local practice include the issue of

limited quantities of food aid, which leads to the need for vulnerability targeting, and

the justification that humanitarian action is directed towards the poorest/most

vulnerable. This is not so much a lack of learning, as the issue has been, and

continues to be, well covered in evaluations. Rather it constitutes a failure to apply

what has been learnt in order to change agency practice.

Evaluators also have an opportunity to promote greater understanding of local

context through more participatory evaluations. Unfortunately the record in this

area is poor: as noted in the meta-evaluation in relation to consultation with primary

stakeholders, over the last four years 28 per cent of the evaluation reports have been

rated as unsatisfactory, and 52 per cent as poor. Yet triangulation - for example,

comparison between the views of primary stakeholders and agency staff - is

recognised as central to effective and credible evaluation. For this reason the meta-

evaluation highlights the Danida Mine Action evaluation (June 2003) which includes

what may be the first systematic canvassing of the views and perspectives of mine

threatened populations.

2.1.5 The importance of (national) staff

Interviews carried out for Chapter 2 and a number of evaluation reports synthesised

this year point to the importance of national staff in effective humanitarian action. In
Afghanistan, the role of national staff was given prominence because of the

evacuation of international staff during the US-led bombing campaign, where

national staff were left for two months to run offices. However, interviews carried

out for Chapter 2 suggested that the knowledge and insight held by national staff

was undervalued and often bypassed. Cultural differences, not only between

different nationalities but also between development staff and incoming emergency

personnel, may be partly responsible for the undervaluing of knowledge held by

national staff. People in Aid (2004:36) notes that even basic details about national

staff are not documented: 'The first and most significant problem which arises in

trying to analyse nationally recruited staff is that very little is known about them. The

literature is very sparse, but even more surprisingly the agencies themselves often

do not know basic information about their own staff.'
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One of the areas covered recently by commentators on humanitarian action has
been the increasing vulnerability of staff, both national and international, as a result
of the politicisation of aid. FIFC [2004:9) comments:

The extraordinary nature of this risk when the UN and the wider aid

community are seen as 'taking sides' does not seem to have been

internalized by the system; national staff are often seen as 'expendable'

whether in terms of job or personal security. In an implicitly two-tiered

organization of personnel, the continuity of programming in major crises

increasingly rests with national staff, who are often taken for granted.

Standard claims that UN programs were never interrupted by the departure

of international staff often understate the nature of national staff

vulnerability and courage. This stance only adds to the perception of a
Northern-controlled humanitarian enterprise.

Vaux [2004:14) adds to this analysis: 'If aid workers are seen to be agents of an

illegitimate Western interventionism they may be at greater risk. They may be willing

to face such risks if they are absolutely certain about the justice of their [and their

agency's) position. But they will be reluctant to put their lives as well as their deepest

beliefs on the line to ensure that Bush and Blair are re-elected or that their agency
maintains its market share.'

As discussed in Chapter 2, evaluations need to pay closer attention to staffing issues

which in turn should lead into recommendations as to how to support staff,

including staff learning. Although evaluation of human resource issues is one of the

strengths of EHA there is scope to pay greater attention to briefing pre- and post-

operations, training, and intra-office relations. Evaluators here are missing an

important opportunity to contribute to an understanding of how staff can be better

supported. However, as noted in the mew-evaluation, it may be difficult to include

some sensitive areas related to staffing in written evaluation reports.

2.1.6 Coordination and national/agency flag-flying

The central finding from evaluations over the last four years, as well as much other

literature [for example, Minear, 2002; Rieff, 2002) is that the priorities of individual

donors and agencies take precedence over a coordinated response, with subsequent
loss of effectiveness. Thus the overall situation is little improved since 1994.
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Despite this, Barton & Eriksson (2004) do note improvements in coordination in the

UN system: the creation of OCHA in 1997; the Humanitarian Coordinator system;

UN country teams; the work of the Inter-Agency Standing Committee and its various

Working Groups; increased use of inter-agency missions and teams; and the

Consolidated Appeals Process (CAP) and its more recent component the

Consolidated Humanitarian Action Plan (CHAP).While such measures are generally

judged to have improved field level coordination, challenges remain in filling the

gaps between mandates, capacities, and broader systemwide problems. A recent

external review of the Inter-Agency Standing Committee (OCHA, December 2003:iii-

iv) concluded: 'These [coordination] tools are significantly more developed than they

were five years ago. There is evidence that field level coordination has improved, at

least among the UN system of agencies and with a sub-set of the major international

NGOs.' However it also found 'much less evidence of progress on solving perennial

problems of mandate gaps, capacity gaps, or system-wide problems [or] in handling

such issues as the "transition from relief-to-development", IDPs, the military-

humanitarian interface, etc.' Chapter 3 this year highlights good coordination

practice cases, for example the JEFAP and RIASCO in Southern Africa, while the UN

Mine Action Service was discussed inthe 2003 Annual Review.

EHA's assessment of coordination is reasonable, as evidenced by 69 per cent of

evaluation reports this year rating as satisfactory or better in this area. However

with little change in the rush of agencies to high profile emergencies, coordination

will continue to be a central area for EHA to highlight - especially as the structure of

the humanitarian system means that prospects for change toward a more

coordinated system are significantly constrained. Evaluators are thus faced with the

prospect of making recommendations that have been made many times in the past

but with little chance that recommendations will be carried through. As well as

calling for 'improved coordination' in general, therefore, this may be one area where

evaluators should make specific, time-bound recommendations that agencies can

realistically accomplish.

At the same time interviews carried out for Chapter 2 revealed that, despite agency

competition for spotlight and resources, there is extensive but informal coordination

among field workers in terms of sharing tacit knowledge" - for example, on the

fringes of official coordination meetings, in bars and in other social settings. The

quality of such information, and who is included or excluded because of the location

for sharing (such as women or national staff) is not well understood. This area has
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gone unnoticed in EHA to date, but the evaluation of coordination should perhaps

move beyond its current focus on formal mechanisms and in future analyse the

informal mechanisms on which many field level workers rely.

2.2 Areasof Disagreement in Humanitarian Action

2.2.1 The politicisation of humanitarian action

Much has been written in the last decade about the lack of coherence between

humanitarian action, and political and military interventions. The Joint Evaluation of

Emergency Assistance to Rwanda (JEEAR) found that humanitarian action in

Rwanda was used as a substitute for, rather than alongside, political and military

action. Subsequently Borton & Eriksson (2004), among others, have found a similar

lack of political will for intervention among western states in the cases of Darfur and

the DRC, with appalling consequences. They conclude (ibid:62):

Whilst robust intervention by the international community seems to be the

order of the day in other parts of the world, in central Africa 'robust' is a very

relative term. A central conclusion drawn by General Dallaire from his

experience as head of UNAMIR during the genocide was that human beings

in central Africa were valued differently from human beings in other parts of

the world ... There is no reason to believe that this situation has changed

over the last ten years.

Hampered by the need to compete for government funding and with publics

misinformed by the media (Rieff, 2002) humanitarian agencies themselves have been

unable to advocate successfully around the issue of lack of political will of their host

governments. This is in contrast, for example, to the more successful advocacy work

on debt and trade.

The key question is whether the level of politicisation of humanitarian action is

increasing and does this threaten the future of humanitarian action?

Evaluation reports reviewed this year cover two specific cases of politicisation,
discussed in Chapter 3: tied food aid in the case of Afghanistan and genetically

engineered (GE) food aid in the case Southern Africa. But there is also currently a
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broader political discourse around humanitarian action vis-a-vis humanitarian

interventions being perceived as 'one weapon in the war on terror', as in Iraq and

Afghanistan. As noted by a field worker interviewed for Chapter 2: 'The Iraq

situation polarised internally every organisation I've seen' and the sector is deeply

divided as to whether it should be involved in these countries. Many humanitarians

are also well aware that those on which war has been declared are often the creation

of western, in particular US, foreign policy, as for example in Afghanistan (see Smillie

& Minear, 2004; Donini et sl, 2003). When historians look back on the period of the

American empire their conclusion may well be that its foreign policy was one of the

main drivers of humanitarian emergencies - something about which many

humanitarian commentators agree.

In respect of the above many commentators also acknowledge that much if not most

humanitarian action is taking place outside Afghanistan and Iraq, and that these

higher profile 'emergencies' are distracting attention from equally serious conflicts,

for example, in the DRC. Despite the recent high profile interventions in Afghanistan

and Iraq, the day-to-day work of humanitarian field level workers remains much the

same, if not in a more dangerous environment; and, despite disproportionate levels

of funding to these two countries, much humanitarian action elsewhere appears to

be continuing as it has for the last decade - seriously hampered by political realities

and western foreign policy priorities, but still providing significant relief within this

context.

As to the politicisation of humanitarian action in higher profile emergencies, there

are two camps - both of which agree that humanitarian action is highly politicised

but disagree as to the implications of this. Some commentators have argued that

Kosovo marked the end of an independent humanitarianism, a trend that had been

growing throughout the 1990s (Rieff, 2002; Duffield & Macrae, 2001). From this

perspective humanitarian action has become an integral part of, or substitute for,

western foreign policy. As Woodward comments (2001:331): 'The NATO bombing

operation "Allied Force" against Yugoslavia in March-June 1999 represents the final

disappearance of the narrowing divide between humanitarianism and politics: a war

initiated and justified on humanitarian grounds.' Similarly, Duffield & Macrae

(2001 :295) point out in a discussion of coherence: 'In their promotion of an

integrated approach to peace, it is assumed that the objectives of aid, diplomacy,

military and trade policies are necessarily compatible. By eliding these objectives

into a single policy framework, the assumption is that foreign policy is humanitarian,
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and by extension that humanitarian action serves a foreign policy function.' This

elision has gone hand in hand with increasing bilateralisation of the humanitarian

response, by which the authors mean the increasing proximity of donor

organisations to humanitarian operations (ibid).

Current crises in Iraq and Afghanistan are also seen to have compromised

humanitarians' neutrality and impartiality in a fundamental but also in a new way. As

FIFC (2004:4-5) points out:

Many in the humanitarian community view the present quandaries

regarding humanitarian action in Iraq as indicative of a serious, and deeper,

illness within the humanitarian enterprise. They feel that humanitarian

action has been politicized to an extent rarely seen and tainted by its

association with the Coalition intervention: it has become a partisan action.

Coming shortly after the Afghanistan and Kosovo crises, the Iraq issues are

seen as deeply troubling ... [M]any in the community believe that the Iraq

crisis represents a new level of intrusiveness into, and instrumentalization

of. the humanitarian enterprise, differing not only in degree but also in kind

from its predecessors. Key differences cited are the lack of a UN imprimatur

on the Iraq war, the extent to which interactions should be pursued with an

Occupying Power whom many in the region and beyond view as illegitimate,

and the short leash on which operational agencies are being held by some

donor governments.

Duffield et al (2001:269) similarly note that the relationship between humanitarian

aid and politics is increasingly becoming a central part of Western governments' geo-

political strategies: 'This changing role of humanitarian aid is frequently called the

"new humanitarianism", and has characterised the international response to many

recent conflicts. The current war in Afghanistan is the most recent illustration of the

convergence between humanitarian action and politics. The presence of a co-

ordinated, well-publicised humanitarian effort alongside the military effort in

Afghanistan highlights the extent to which politics has encroached upon

humanitarian space.' Hansen (2004:35) comments in similar fashion in relation to

UN humanitarian agencies' independence:

Without precedent, in October 2001 UN humanitarian agencies eo-located
staff members within the military headquarters of a belligerent force in an
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active conflict occurring outside of UN auspices ... the presence of UN staff

nevertheless implied UN endorsement of coalition military operations, and

undermined the perceived independence and neutrality of UN humanitarian

operations and staff by suggesting that the UN was the humanitarian

instrument of a belligerent force. Cc-location with the US-led coalition also

suggested that UN agencies practice different standards of independence

and neutrality from belligerent to belligerent, particularly because - whether

justified or not - UN agencies had suspended contact with the other set of

combatants in both Afghanistan and Iraq soon after hostilities began.

This can be contrasted to the situation in Kosovo in 1999 where UNHCR was

perceived as having deliberately kept at arms length from NATO in an attempt to

preserve independence (UNHCR, 2000).

An alternative view is that humanitarian action has always operated in extreme

political environments, as noted by Slim (2004:5) who suggests that arguments of

cooptation of humanitarianism principles are ahistorical:

The question of belligerent donors seems to be a particular worry at the

moment because for so many leading humanitarians - especially those in

the USA and UK - they are 'our belligerents'. But we must not forget that

these same western governments were very active belligerents (albeit less

directly sometimes) throughout the five decades of the Cold War. Often the

same governments that gave humanitarian aid were simultaneously

devising, supplying and advising the insurgency or counter-insurgency

warfare that created the need for aid in so many parts of Central America,

Africa and Asia. What is different about belligerent funding in Iraq and

Mghanistan in 2004 compared to belligerent funding in Guatemala,

Mozambique and Afghanistan (again) in the 1980s? The problem of military-

humanitarian blurring is also an old one. Today's joint civil-military

Provincial Reconstruction Teams (PRTs)in Afghanistan are tiny compared to

the massive 'pacification' programmes led by USAID in Vietnam with
military and CIA support.

Slim goes on (ibid:6): 'Outright rejection, politicisation, eo-option, belligerent funding

and blurring are not new. Neither are they necessarily catastrophic problems for

humanitarianism. Instead they are our perennial problems as humanitarians. They
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are always with us. For what other reasons have humanitarians not always been

able to save every life that they have wanted to save[;]. .. human suffering and

humanitarian action in war exist in highly politicized and militarized environments.

Where else would you expect to be as a humanitarian worker?' From this

perspective little has changed since the Cold War or indeed the origins of

humanitarian action, and agencies must learn to adapt to their political environment

in the best way that they can.

Vaux (2004) usefully discusses the humanitarian principles of neutrality and

impartiality in relation to interventions in Afghanistan and Iraq. He divides

humanitarian actors into two main categories: 7

1. A first group that accepts the 'western national interest' argument in relation to

humanitarian action and principles, but is uneasy because it senses that the

personal objectives of politicians rather than national interest are driving

decisions.

2. A second that asserts the principles of neutrality, impartiality and independence,

but has found it difficult to avoid the distorting influence of donor governments

and funding.

Not only the sector but individual agencies are likely to be divided along these

various perspectives, or to be somewhere along the spectrum from a belief in 'pure'

neutrality and impartiality to a belief that humanitarian actors must necessarily

compromise with powerful political and military realities. What are the implications

of this spectrum for evaluation and learning?

The politicisation of humanitarian action is likely to decrease the space and

opportunities for field level learning. As noted in Chapter 2, there needs to be a

culture of transparency and trust, flexible organisations, a belief in common goals

and objectives, and time and resources devoted to learning in order for field level

learning to take place. There also needs to be considerable value placed on staff. The

more political the environment, the more likely it is that there will be a culture of

opaqueness and distrust, rigid hierarchies, blame rather than openness, potentially

poor office relations and, as pointed out in Chapter 2, less value placed on staff.
Ongoing politicisation of humanitarian action will thus likely work directly against

field level learning.
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In terms of evaluation, evaluation managers who often sit in independent or semi-

independent offices within agencies and commission external evaluations have a

clear responsibility to evaluate the implications of the politicisation of humanitarian

action. First, as noted above, they need to investigate questions of proportionality, in

particular in the case of Iraq. Why were humanitarian actors even in Iraq? Second,

evaluations need to consider the evaluative criteria of coherence and coordination, in

particular coherence between military and humanitarian policies and principles and

relations between the military and humanitarians. Failure to address the question of

coherence will constitute an ethical failure on the part of the evaluation community

in that it would in effect condone a practice of increasing belligerent-humanitarian

contact. Third, evaluation managers need to consider questions of impartiality and

neutrality; in particular, have these criteria been met and how relevant are they to

each context?

The Southern Africa and Afghanistan cases analysed in Chapter 3 offer a telling

contrast to the ways in which EHA deals with politics and human rights. In the

former case human rights issues, in particular in the relation to Zimbabwe, are

consistently raised, although the evaluations provide contradictory evidence about

politicisation of aid and its impact. In the Afghanistan case only one of the 14

evaluations, by MSF-H, raised human rights and protection issues, a failure similar to

evaluations of Kosovo interventions (ALNAP'2001) where the MSF-H evaluation was

again the only report to raise these issuee." This is despite the fact that there were

serious human rights violations taking place during the period of the humanitarian

intervention, some of which were apparently committed by coalition Afghan

partners. One explanation is a desire by agencies not to criticise governments who

are their main funders, even if they are belligerents. But this blind spot to human

rights issues in Afghanistan clearly raises issues as to how far evaluations and

evaluation offices can be considered independent.

The meta-evaluation this year finds that coherence remains the most problematic of

the DAC criteria mainly because it is the most political of the criteria. The single

sector, single agency evaluations which dominate in EHA do not tend to ask

questions about coherence; rather they focus on more technical issues which means

that questions of protection, rights and coherence are missed. This may explain why

the JEEAR has been the only major joint evaluation in EHA's history - despite the

fact that major responses to Hurricane Mitch, Kosovo, the Gujarat and Turkey

earthquakes, and now Afghanistan could all have been evaluated jointly." Of course,
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the resources and time needed for joint evaluations are enormous in comparison to

most EHA. However it may also be that the kinds of political questions about

coherence that were asked and answered in JEEAR are not popular with Executive

Boards and donors. Heads of evaluation offices, with their intuitive sense of what

will or will not fly in their agency, may not consider it worthwhile to ask such

questions given the likely political opposition and ensuing high levels of stress and
negotiation.

2.2.2 The responsibility of the evaluator

This gets to the heart of one of the key questions for EHA: what is the responsibility

of the evaluation office and the evaluator? The American Evaluation Association

Task Force on Guiding Principles for Evaluatorsw makes it clear that evaluators have

a responsibility to address wider political issues when the public interest is involved:

Evaluators have obligations that encompass the public interest and good.

These obligations are especially important when evaluators are supported

by publicly-generated funds; but clear threats to the public good should

never be ignored in any evaluation. Because the public interest and good are

rarely the same as the interests of any particular group (including those of

the client or funding agency), evaluators will usually have to go beyond an

analysis of particular stakeholder interests when considering the welfare of
society as a whole.

The implications for evaluation methods, direction and findings, and of values which

evaluators bring to evaluations has been a subject of much analysis in the evaluation

literature over the last decade. Duffield (2001) has suggested that the increased

emphasis on performance measurement of humanitarian action is part of an effort

by donor states to gain greater control over aid. Current thinking is that no

evaluation can be 'value-free', and that values should always be made explicit. House

& Howe (1999), for example, extol the need for a 'moral political direction' to

evaluation in the context of what they term' deliberative democratic evaluation'. This

places politics at the heart of evaluation and recognises that 'Some of the biggest

threats to evaluation are power imbalances' (ibid:98) such that 'evaluation is as good

or bad as the value framework that constrains it' (ibid:137). House & Howe

challenge current evaluation practice and its tendency to evacuate itself of values

and politics. Two ways of overcoming this problem are to declare the 'value

28



leorning and Evaluation in Humanitorian Action - 1

framework' - that is, the politics - of any evaluation, and to ensure that evaluation

practice is participatory. This latter point has come up time and again over the past

four years of the Annual Review, particularly with regard to properly involving

primary stakeholders in evaluation practice.

In light of the above and as humanitarian action becomes more politicised - or at

least maintains past levels of politicisation - evaluation offices and individual

evaluators need to take on board political issues if they are to act as independent

promoters of accountability and learning. MSF-H apart, evaluation offices currently

uphold their traditional foci on technical issues. While this may change as agencies

attempt to balance more equally the lesson learning and accountability functions of

evaluation - for example, through use of more participatory and learning approaches

such as RTE - if RTE or other similar more participatory methods are viewed by

Executive Boards as challenging the status quo there may be increasing opposition

to their use.

2.2.3 Is humanitarian action successful?

Many factors that determine whether humanitarian action is successful or not are

largely outside the control of humanitarians - for example, international politics and

foreign policy priorities of key western actors as well as the priorities of parties in

conflict, levels of funding, access and security. Neither is there any consensus as to

what humanitarian action should constitute, and therefore no means of determining

whether the sector succeeds in what it wants to achieve. We return here as well to

the issue of definition of a crisis which continues to plague the sector.

In particular there is a disjunct between those who believe that humanitarian action

is about a 'traditional' humanitarian response - that is feeding hungry people,

providing them with basic healthcare, water and shelter, while respecting the norms

of impartiality and neutrality - and those who believe that this version is

humanitarian 'lite' and humanitarian action must also be about protection, human

rights and gender equality (Rieff, 2002). There is a further tension between those

who have shorter term and longer term visions of humanitarian action, the former

believing that saving lives is what matters and the latter thinking that humanitarian

action needs to establish a bridge between relief and development. The tension

between these two positions can be found in planning documents for the Southern

Africa intervention of 2002-2003 which tended to include joint objectives related to
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both short term needs such as avoiding starvation, and longer term needs such as
supporting livelihoods.

From the former perspective of saving lives and feeding the hungry, and according to

the 203 evaluation and synthesis reports analysed in the four ALNAPReviews since

2001, humanitarian action is a resounding success, perhaps one of the main

successes of the aid world. Findings from Chapter 3 on Afghanistan and Southern

Africa also support this argument. It is difficult to think of other development related

initiatives which have met objectives so successfully given the obstacles, in this case

providing basic needs to millions in conflict situations and/or soon after natural
disasters have hit."!

Borton & Erikkson [2004a) also note some improvement in NGO performance since

1996. They comment that:

Many agencies have increased their investment in training, staff

development and more rigorous recruitment procedures and the technical

knowledge and calibre of personnel appears to have improved in many

agencies. Perhaps the most critical development in the sector was the Sphere

Project to develop minimum technical standards in relation to: water supply,

sanitation and hygiene promotion; food security, nutrition and food aid;

shelter settlement and non-food items; and health services. Widely

translated and disseminated, incorporated into training and increasingly

integrated into monitoring and evaluation systems by donor organisations

and UN agencies as well as by NGOs, the Sphere standards have become an

important part of the vocabulary of performance and accountability in the

humanitarian sector. Many observers agree that the NGO sector has made

significant improvements in the areas of professionalism, standards and

accountability mechanisms since 1996 and some see this as the area where

the Joint Evaluation has had the greatest impact.

From an alternative perspective, humanitarian action has been a resounding failure.

There is the school of thought - which stemmed partly from those responsible for

the Rwanda genocide monopolising aid in refugee camps - that humanitarian action

has significant negative impacts. Even though it may have saved lives and fed the

hungry it has also been subverted for military ends [Duffield et al, 2001:271): 'The
criticism that humanitarian aid can prolong or exacerbate war and can help sustain
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war economies fuelled calls for humanitarian action to be subject to risk

assessments that weigh up short and long-term levels of risk associated with it.

Whereas humanitarian action used to be seen as a duty-based act that was right in

itself, the negative effects debate has rendered humanitarian assistance

ambiguous.w In addition, livelihoods have not in general been promoted, as

evidenced by the Southern Africa and Afghanistan evaluations examined in Chapter

3, and LRRD remains the same unresolved issue it was a decade ago. Protection has

barely made inroads - clear from both the Kosovo evaluations analysed in the 2001

Review and those on Afghanistan this year. Attention to gender equality has been

poor, partly because there is little consensus or guidance as to what the promotion of

gender equality means in a humanitarian situation, despite significant advances at

the policy level in agencies such as WFP.Participation of the affected population may

have improved, but there is no systematic evidence concerning this over the

decade.v And capacity development has been a marked failure, as noted earlier.

3 Conclusion

Depending on one's perspective humanitarian action is thus following the historical

pattern of being linked to the political goals of western states, a reality with which

agencies have learned to live and at times subvert, or has entered new ground and is

unlikely ever to return to former levels of neutrality and impartiality. Furthermore

humanitarian action is either highly successful in meeting its goals or is failing to

fulfil human rights objectives or to link with rehabilitation and development, thus

continuously addressing the symptoms rather than the causes.

That there are such divergent perspectives within such a complex arena is not

surprising. Rather the key point is that much humanitarian action continues as it has

always done in environments that are insufficiently politicised in the sense that they

fade in and out of the political radar screens of western governments and their

publics, the western media, and the UN Security Council- as is currently the case

with Sudan. It is in environments where humanitarian action is a substitute for
political action that humanitarians continue to 'successfully' provide relief to millions
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of otherwise invisible primary stakeholders. The sector must therefore be careful

about the conclusions it draws for learning in the current high profile contexts such

that there is unlikely to be a universal model for agencies to follow.

In this respect it is important to determine the space offered by different contexts for

turning learning into positive change. Three points here:

1. Lessons have been learnt but politics, and in particular the foreign policy

priorities of western countries, makes it difficult to change practice. For example,

the importance of coordinated operations is understood by many actors but

coordination in a system where there is competition for profile and resources

has been difficult to promote; equally, the need for a transition to rehabilitation

and development has been learnt, but is difficult to achieve where bureaucracies

do not communicate and where the definition as to what is relief is politicised.

2. Lessons have been learnt and there is potential for change, for example, in

relation to targeting of food aid at vulnerable households and individuals.

3. Lessons remain to be learnt, for example, in housing design and in the

establishment of permanent settlements using emergency funds.

Clearly it will be in the latter two areas, which may be more technical than political,

where there is greater scope for promoting improved practice through learning.

3.1 Main Findings

It is clear that the sector needs to continue to learn about its strengths and

weaknesses, and the ALNAP Review ofHumanitarian Action as well as global reviews

such as those undertaken by Smillie & Minear (2004), Minear (2002) and Vaux (2004)

are one way of promoting this learning. Other syntheses (for example, van den Berg

& Dabelstein, 2003) are also useful. The sector as a whole needs to become more

proactive and to plan for major changes brought about, for example, by HIV/AIDS

and civilian-military linkages. And Chapter 2 establishes that the sector is not

currently good at promoting learning for field level workers who are often left to rely

on their peers and informal networks.
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In terms of EHA promoting learning there have been three encouraging trends over

the last five years which have been in line with the general evaluation field.

Moreover, ALNAP's training courses and meta-evaluation have been one of the

factors contributing to new and improved evaluation approaches. These are:

1. A move toward more experimental and participatory evaluation approaches,

manifested mainly in RTE and now being used in different ways by UNHCR,

UNICEF, WFP, the Disasters Emergency Committee and Groupe URD. ECHO's

move towards 'auto-evaluation' is a similar approach.

2. A better balance between accountability and lesson learning, the focus in the

past having been largely on accountability. This has been helped by the move to

more participatory evaluation.

3. Also linked with the move to more participatory evaluation, many agencies have

increased their focus on evaluation use stemming from dissatisfaction with lack

of follow-up and interest in evaluations.

While the recent move toward more participatory approaches such as RTE and

greater emphasis on the use of evaluations may promote greater learning in the

sector, the overall record in terms of improvement of EHA has been mixed. Higher

quality application of the DAC criteria appears to be taking place, although

coherence and efficiency continue to be the two criteria causing problems for

evaluators; and attention to protection has improved, while evaluation of human

resources remains a relative strength. Problematic areas remain. These include

opaqueness of evaluation methodologies; failure to meet good practice standards in

the use of methodologies; lack of systematic consultation with primary

stakeholders, and failure to use agency policy to assess interventions. Insufficient
attention to evaluation use and users remains common.

All of these areas need to be monitored and reassessed on an ongoing basis if the

credibility of EHA is to be improved and learning through evaluation promoted. In

terms of how evaluation processes impact on EHA quality, the most important

determinant of evaluation quality and hence of promotion of either accountability or

learning is the make-up the evaluation team. Yet as discussed in the me ta-evaluation

the current organisation of EHA into a set of 'elite' agencies with access to evaluators

- who consistently produce good quality evaluations - and the 'rest' works against

improvement of EHA as a whole.
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One of the implications of the lack of consensus about the purpose of humanitarian

action is that evaluators need to be clear about what they are evaluating. In

particular they need to evaluate against agency policy as well as agency practice

because in agency policy is located its principles and goals. At present EHA does

poorly in terms of evaluation against policy; the assessment in the meta-evaluation

this year found that 68 per cent of evaluations rated unsatisfactory or worse in this

area.

Finally, the last four years of the ALNAPAnnual Review have highlighted the need for

evaluation offices and evaluators to make the value framework from which they are

operating transparent. Linked to this is the need to take on political issues even in

situations where funders may find this uncomfortable. The values of the evaluator

and evaluation offices always effect the choice of method and findings, for example,

through choice of subject area and the tendency toward single agency, single sector

evaluations in EHA. And the ways in which human rights issues were or were not

dealt with in Southern Africa as opposed to Kosovo and Afghanistan suggest that

evaluation offices are still not matching independence with responsibility.
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Notes
1 Formerly the ALNAPAnnual Review.

2 For a draft of this paper see
www.alnap.org.

3 All figures are taken from http://
www.globalhumanitarianassistance.org/
ghafr1.htm

4 See http://www.sida.se/Sida/jsp/
polopoly.jsp?d=2742&a=21882.

5 The author would like to thank Larry
Minear for pointing out the importance
of this area.

6 See Chapter 2 for an explanation of tacit
(and explicit) knowledge.

7 Vaux's analysis includes a third category
of faith-based agencies, not discussed
here for reasons of space. The history of
this division is discussed in Rieff (2002).

8 The history of MSF 'bearing witness' is
analysed in Rieff (2002).

9 Five donors (Denmark, Sweden, the UK,
Ireland and the Netherlands) are
currently undertaking a joint evaluation
of their Afghanistan interventions, with a
focus on IDPs.

10 http://www.eval.org/
EvaluationDocuments/aeaprin6.html.
The Guiding Principles were adopted in
1994.

11 Previous Reviews have raised the issue
of the credibility of evaluations, given
their generally weak methodologies and
other issues identified through the meta-
evaluation. However, given the large
sample covered and the fact that of the
203 reports included in the sample about
one quarter could be considered as
generally rigorous, it is probably safe to
conclude that humanitarian action
largely meets its short term objectives.

12 There was no scope in this chapter to
include debates around the concept of
'Do No Harm'.

13 For details of the ALNAP sponsored five-
country study on participation by the
affected population, see http://
www.alnap.org/alnappubs.html.
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1 FieldLevel Learning:What andWhy?

1.1 Bockground

Space for learning in humanitarian operations is often limited by the fluctuating

environments in which operations take place, the nature of humanitarian

bureaucracies as well as the reactive, time-pressured responses which charac-

terise the sector. Space is further reduced in the highly politicised contexts of

complex emergencies, particularly where western militaries are operationally

involved as is currently the case in Afghanistan and Iraq. As introduced in Chapter

1, opportunities for field level learning require trust, transparency and flexibility, all

of which are militated against by the opaqueness, distrust and hierarchical rigidity

common to military-humanitarian operations; operations which, by their very

definition, are political.

Yet in order to improve humanitarian response - an objective identified as necessary

by successive ALNAP Reviews - it is important that individuals and organisations

involved in humanitarian action do learn. And as humanitarian action is in large part

dependent upon the ability of field staff to manage and implement humanitarian

operations, this chapter focuses on field level learning - the field of operation being

the place where much learning crucial to the success of humanitarian action takes

place.

1.2 Introduction

When staff within an organisation respond to a humanitarian emergency - be it a

host government, a UN agency, an NGO or a Red Cross organisation - they embark

on a process of learning. This process is rendered all the more intense by the

combination of time pressures, nature of the practical challenges encountered, and

fluidity of the context. In the process of responding they acquire large amounts of
information, converting this to knowledge. This is combined with previously
acquired knowledge and applied to the design, management and implementation of

the current organisational response.
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How successful they are in this process will in large part determine their

effectiveness and ultimately that of their organisations. How successfully they and

their organisations are able to capture, transfer and redeploy the learning from that

experience will largely determine how effectively they and their organisations
perform in subsequent operations.

Within this process field level workers are central for it is their knowledge,

experience, skills and attitudes that can mean the difference between, for instance:

relief materials getting stuck at the port of entry and being delivered late or not at

all, or relief materials being quickly moved through the port and delivered to the

intended beneficiaries;

a community resenting an agency's presence and not collaborating effectively

with it, or the community welcoming the agency and supporting its work;

a relief team being dysfunctional and ineffective, or the team working well

together with each team member complementing the skills and attributes of the
other members.

Many of the 203 evaluations of humanitarian action included in the four ALNAP

Reviews have shown that field workers are the principal asset of any humanitarian

organisation - they are the representatives of the organisation in the field and the

key actors through which humanitarian action is implemented and the affected

population supported. How field workers learn and are assisted in their learning and

development is thus of central importance to the effectiveness of their agencies and

the sector as a whole. This is the primary reason why ALNAP chose field level

learning as the thematic focus of this year's Review.

1.3 The Research Process2

This chapter is organised around findings from 37 in-depth, semi-structured

interviews with field workers, undertaken between December 2003 and mid-

February 2004. Interviewees were selected by means of purposive sampling to

ensure representation of several years experience, a range of different agencies,
contexts and operations, and an attempt at gender balance. The final sample
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included 21 men and 16 women who constituted 26 international and 11 nationally

recruited staff. For the first 26 interviews, each interviewee was asked to focus upon

two situations: one in which they considered their learning and learning support to

have been effective and one where it had been ineffective. They were asked to

describe the operational context, their learning before, during and after the

operation, and the factors that had contributed to learning or its lack.

Reflection on the results of the first 26 interviews resulted in an additional 11

interviews being undertaken. The second round explored in more depth issues such

as sources of knowledge, gaps in knowledge, mechanisms of knowledge transfer,

inter-organisational relations and organisational culture, and key learning from

experience. In total, 63 humanitarian situations are reflected through the interviews.

While not representative, the sample includes most 'types' of field workers. Annex 1

provides details on the make-up of the sample.

Because of the limited size of the sample it was not possible to comment in detail

about several issues appropriate to a discussion of learning in the humanitarian

sector - for example, to provide a breakdown of responses by type or size of agency,

by gender, by geographical location, by type of emergency (slow onset vs sudden vs

chronic) or by type of staff (national/international; level of seniority, ete). The

purpose of this chapter is rather to understand the ways in which field workers

currently learn and to envisage how this can be supported; the qualitative

methodology required for this therefore excluded selection of a larger sample which

would have allowed for such comparisons. Nevertheless, qualitative assessments in

relation to some of the features noted above are included where feasible.

For the most part interviewees were contacted by phone. Analysis of the interviews

was predominantly qualitative and thematic. An earlier piece of research by Macnair

(1995) which examined similar issues with 200 returned aid workers is used in some

sections as an approximate qualitative baseline against which to measure change. It
should be noted, however, that this earlier research covered both relief and

development workers."
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1.4 What is 'the Field' and what is 'Learning'?

Quite simply, by 'field' we mean the arena of operation within the affected country,

including the capital city where the responding agencies are usually based. By 'field

level staff' we include all national and international staff involved in the operation

from Country Representative level to Project Officers and Field Monitors directly
involved in implementation.

Learning, conversely, involves complex processes and there is a large literature

relating to its definition (for example, Senge et al, 1999; Kolb, 1983; Garvin, 1993).

The definition used for this chapter has been developed from ALNAP's previous

work on learning, further review of practice and conceptual literature, and in order

to reflect the interface between current thinking concerning learning and

knowledge management. From the perspective of ALNAP and for the purposes of
this chapter, therefore:

Learning is the process by which individuals, teams, organisations and
groups of organisations create, transfer and use knowledge in order to
achieve positive change and realise their goals.

This definition makes explicit the

relationship between learning and

knowledge, sees learning as lead-

ing to positive change and as a

process that, while focus sed on

individuals, can take place among

groups of individuals - whether at

the team or organisational level as

well as across organisations. In

this definition, transfer of know-

ledge involves the sharing and

storing of knowledge while use

involves the interpretation and

application of knowledge to achieve

certain goals.

Data discrete, unorganised facts.

Information data that is organised into groups

or categories which can alter the w.ay a

person perceives something.

Knowledge familiarity, awareness or

understanding gained through experience

or study. 'Because knowledge is intuitive it

is difficult to structure, can be hard to

capture on machine and is a challenge to
transfer.'

CIa Council (2001).
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Knowledge management is then the practical application of this learning process

within and across organisations - notwithstanding that, in reality, this can be a

chaotic and unpredictable process; also that individuals manage their own learning

cycles within their larger organisational context. The successful management of

knowledge involves the ability to distinguish between data, information and

knowledge [see Box 2.1).

Kolb's learning model introduced in Annual Review 2002 is worthwhile mentioning

again here. This is because it explains that if learners are to be effective they require

four key ingredients/abilities: concrete experience [including reading), reflective

observation, abstract conceptualisation [thinking up new ideas), and active

experimentation [testing new ideas in the field; Kolb, 1983).4

It is not uncommon for individuals and organisations to confuse information sharing

with learning. In our understanding, information sharing is external to the individual

and involves some form of exchange; the flow of information from one party to

another including through networking and the exchange of, for example, a

situational analysis report. Learning is 'internal' and involves the application and

interpretation of information. In this respect, learning happens when information is

converted into knowledge.

1.5 The LearningLiterature

One of the key distinctions in the learning literature, and an important distinction in

relation to humanitarian learning, is between tacit and explicit knowledge. Tacit

knowledge refers to knowledge that is held in people's heads - their experience,

beliefs, values and wisdom which are generally taken for granted or may even exist

below their level of daily awareness. Tacit knowledge can be made manifest in

people's behaviour and through conversation. Explicit knowledge, on the other

hand, can be written down and therefore processed by information systems, codified

or recorded, archived and protected by organisations [Nonaka & Takeuchhi, 1995).

Some authors have also identified implicit knowledge as an intermediate category

between tacit and explicit. For the purposes of this chapter a more straightforward

dual typology is used which nevertheless recognises that there is some overlap

between tacit and explicit - and especially during learning processes where explicit,

standardised training and tacit 'on-the-job' instruction often combine.
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Examples of tacit knowledge include the intuitive reasoning acquired by field

workers based on years of experience. This often gives them an ability to accurately

'fill in the dots' when presented with incomplete information on a situation and the

actors involved. In terms of our dual typology tacit knowledge can be brought to the

level of consciousness through, for example, conversation. Examples of explicit

knowledge include situation reports, needs assessments, monitoring reports, and

evaluations. Both these kinds of knowledge have their value but also constraints. For

instance, quality control can be a particular issue with tacit knowledge given the

different interpretations that may be taken away from a particular conversation by

the participating individuals. With explicit knowledge one of the key concerns is the

way in which it moves and is used within organisations. These distinctions and their

implications for humanitarian learning are integrated throughout the chapter.

As shown by the interviews undertaken for this chapter individuals have different

learning styles and needs, some of which are more related to tacit and some to

explicit knowledge. Coupled with the organisational diversity within the humani-

tarian sector, this calls for a range of learning approaches and tools.

A further useful conceptual distinction is between learning before, during and after

operations (see, for example, Collinson & Parcell, 2001). The distinction between

these three phases may be less marked for those national and international staff

who are cross-deployed between emergency, rehabilitation and development

activities. Nevertheless the distinction is helpful for much humanitarian action.

While learning during an operation forms a central element of field level learning,

the effectiveness of this learning is directly influenced by organisational cultures,

incentives, procedures and mechanisms that are in place before the operation or

before the deployment of personnel to a new operation. Similarly the ability of

individuals, teams, organisations and groups of organisations to learn from their

experience during an operation is strongly influenced by their ability to learn after as

well as during the operation. It is also related to what they learnt prior to action.

Through its earlier work in developing the Learning Support Office concept,

ALNAP created a straightforward but helpful diagram that illustrates the principle

elements of field level learning which incorporates the concepts of learning before,

during and after. Thus learning from past operations and operations in other

locations is brought into the current operation. During the current operation,
previous learning is shared, new learning takes place and learning of potential use
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in subsequent operations or in operations in other locations is brought out. In fact

the project cycle itself could be seen as a large scale learning cycle as there are

clear links between the project cycle and the learning phases. If this learning is

managed well the knowledge on which it is based will be made explicit in order to

aid future action - through, for example, real-time evaluation (RTE), strategic

review, and after action reviews (AARs).

Source: Groupe URD; developed from the Learning Support Office from the original by
Bhatt & Reddick (2000).

It is important to recognise that different agencies, and staff within these agencies,

will have different learning needs. People in Aid (2004a) usefully differentiates

between two types of agencies - larger better resoureed agencies that tend to invest

more in human resources, and smaller agencies that make up the majority of the

sector and which generally struggle to make ends meet. But even within these larger

agencies, rigid bureaucracies and risk-averse behaviour may constrain learning. The

sample of interviews on which this chapter is based was not large enough to

differentiate between these two different kinds of agencies, but it should be noted

that most field workers, whatever their tYPe of agency, commented on the lack of

opportunities for learning. The issue may therefore be as much about organisational

culture as about resources available.

1.6 Purpose and Structure of this Chapter

The purpose of this chapter is to increase understanding of the ways in which

humanitarian field workers learn and the incentives and disincentives they face in

learning. It explores ways in which field learning can be encouraged through
simple changes in working practices and mechanisms that can be easily integrated

by agencies.
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Promoting learning across the sector through networking, exchange of information,
dissemination of evaluation findings and research, is central to ALNAP'smandate.
Given the findings of the 2002Annual Review - which included an initial assessment
of learning and knowledge management practices in the sector - it was considered
timely to move the learning agenda forward through research which focus sed on
field level learning.

The intended audiences for this chapter are:

Field level workers, who can use the chapter to compare their own experiences
of learning to that of a broad cross-sector of personnel from the humanitarian
sector.

Humanitarian managers, who are encouraged to take forward the
recommendations for change in practice.

Personnel and units specifically involved in the promotion of learning, for
example human resource and training departments.

Evaluation offices and evaluators.

Personnel working in policywho have a mandate to promote learning.

Section headings for the remainder of the chapter flow organically from the
responses to the questionnaires. The chapter is therefore organised as follows.
Sections 2 to 4 cover learning before, during and after operations, analysing field
workers' perspectives and the key incentives and disincentives to learning. Section
5 summarises key points that cross-cut the interviews with field workers - the
things that were on their minds and that they wanted changed so that they could
learn more and turn that learning into action. Section 6 concludes with some
recommendations that can be taken forward by the sector, by 'learning' units and
individual staff, and by ALNAPand the nascent Field Learning Support Initiative
Working Group.
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2 LearningBefore an Operation

Briefing is the process by which specific information is passed to staff concerning

subjects of importance, particularly relating to their role and responsibilities.

Induction relates more to organisational orientation for new staff. Handovers involve

more specific on-the-job, one-ta-one training once in-country. The three processes

may be conflated particularly in the case of newly recruited staff about to be

deployed to the field. This may lead to an inadequate understanding of the role of the

individual within the organisation.

The People in Aid Handbook (2004b) recommends a two-part briefing for expatriates:

the first at HQ prior to departure and the second in-country. It suggests that the HQ

briefing focus on areas such as administration, basic operational information,

general security, and personal health and welfare. Areas such as the sociopolitical

situation, culture, the local office, local security and details of the programme are

preferably kept for in-country briefing.

The norm across the system appears to be to provide a one- or two-day briefing at

HQ to introduce new employees to the organisation and to their jobs. More senior

employees such as INGO heads of missions or managers in UN agencies receive a

more tailored and thorough orientation; one-on-one meetings with key players are

organised and/or provision made to have a one-week handover and mentoring from

the in-country agency head upon arrival. Except for heads of mission, however,

there do not appear to be any norms for handovers.

Based on interviews, areas that seem to be better covered in briefings are agency

practice, to a lesser extent agency policy, and country context. What is missing is

information about social dynamics such as local culture or office politics. Veteran

field workers reported that they always ask about the office dynamics of their

proposed field assignment. Cultural issues, resentments and personality conflicts

were reported as having an enormous impact on people's ability to do their job, but

are often tacit. In this respect a personal handover was seen as necessary partly
because of the need to transmit tacit information. As one field worker commented:

'We need consultations where people say what they would never write' - that is, the
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free-flowing and sensitive tacit knowledge only available to someone who has

recently been in the field.

There was no clear pattern as to which organisations provide better briefings and

handovers. Much seems to depend on the attitude of managers and the willingness

of the person leaving the post to be proactive. The mixed experience in this area is

corroborated by an exchange on handovers on the Aid Workers Network which can

be found at <http://forum.aidworkers.net/messages/140/82.html?1037798494>.

Draft handover guidelines can be found at <http://www.aidworkers.net/
management/people/handover.html> .

The reasons for dissatisfaction with briefings and handovers comes across clearly in
the following amalgamated quote:

I received no specific instructions for the assignment. A review of similar

cases was not available ... Goals for the assignment were not clear, we were

just told to go out and be professional. Also we did not have a clear outline of

what tasks the job required ... There was no body of information to access.

It would have been helpful to have a file of previous reports of what

happened ...The easy answer is good handover notes, including a list of key

people, but people aren't very careful about good handover notes.

The important point here is that briefings are often not adequately tailored to the

specific needs of staff and that personal handovers are limited. Respondents would

like better quality briefings in two areas: first, the objectives of the agency in the

operation and how they fit into that - that is, their specific role - and second, social

dynamics. It seems there has been some progress in the last decade, however, as

Macnair's (1995:15) research with 200 returned agency staff found: 'Comments on

pre-departure preparation ranged from "insufficient, superficial", "so cursory to have

been a waste of the agency's money" and Haformal induction package should be

mandatory" to those who said that there had been no time for any briefing or other
preparation. '7

The lack of adequate briefings and handovers is tied to two key weaknesses in the

humanitarian system: not respecting the contributions of field workers, and a de-

prioritisation and/or lack of situational analysis leading to poor understanding of
local context and culture.
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Field workers looked to their peers, colleagues and the internet as key sources of
learning in areas where agencies were failingthem - something also common during
and after operations. None mentioned specific umbrella websites that covered all of
their pre-departure needs. As self-starters, fieldworkers often have the resources to
make necessary contacts, network, and to carry out some pre-departure learning -
which could imply that agencies are relying on field workers to do much of the
orientation themselves.

3 LearningDuring an Operation

Learning during operations is difficult but necessary if humanitarian action is to
improve. Respondents reported having little or no time to read but instead 'learnt on
the run' from colleagues,peers and informal contacts, some ofwhich originated out of
more formal meetings. Responses made it possible to differentiate between gathering
information or data (for example, on security) and learning (in our definition creating,
transferring and sharing knowledge in order to achieve positive change).

3.1 The Wrong Kind of Information and Guidance?

What was missing from respondents' responses was almost as important as what
was included. None of the respondents mentioned needs assessments, household
surveys, or agency monitoring and reporting systems as sources of learning. As
these represent the main methods by which agencies gather information it might
have been expected that they would be seen as contributing to learning. Lack of
reference to these mechanisms may result from their not generally being set up in a
fashion that promotes learning. For instance the thematic chapter on monitoring in
the 2003Annual Review showed that information gathered during monitoring tends
to flow upwards from the field, to national capital, to international HQ, and is rarely
used as the basis for reflection and learning. The same can be said for much needs
assessment which maps, rather than tries to understand, needs - the latter being
closer to learning.
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Neither did field workers find many of the guides and manuals produced by HQ
useful as far as their learning was concerned:

Guidelines are nice, but they are big documents. It is also nice to have

checklists. But we have so many now; too many. People don't pick any, [they]

just go on working their own way. [On the other hand] it is good to have

people you can call. You can get a lot out of a short discussion.

Like many field workers I learn best by doing. Experience in many

environments has been very good. I don't see my teams learning through
documents or websites.

While the generic nature of many centrally produced manuals and guidelines may

appear off-putting to field workers who want information tailored to their context

and operation-specific needs, something more than the length and format of

manuals appears to be at play here. Possible factors involved may be the invariable

difference of perspectives and frequent tension between the field and head offices

and the lack of field level 'ownership' of the manuals. The apparent reasoning relates

to the idea that 'If this manual was produced by people in head office and I and the

field workers I respect did not have input into it, then it is unlikely to be of much use

to me'. Stories of field teams preparing their own guidelines because the ones from

head office were regarded as being of little use despite the fact that the final product

is little different from the original head office product are not uncommon.

Maps were mentioned by four respondents as one key source that allowed them to

digest large amounts of information quickly, including maps produced by the UN

OCHA Humanitarian Information Centres [HICs).

3.2 Mentoring, Peer-to-Peerlearning, and Networking

Field workers interviewed tended to turn to peers and colleagues to support their

learning when agencies did not do so. Nine respondents [about one-quarter) focused

on menta ring as one of the best means of learning. They contrasted this method to
more formal means:

My best information is from mentors. Documents exist, but mentors who
have implemented them [and] know the best way to implement them, they
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are the best source of my information. I could be more in touch with

mentors in HQ.

What I would like to see happen is much more work with teams at the field

level, and work with managers on the ground on how you support them

through the process of working with teams. A checklist is not going to make

much difference. I would really like to have seen a mentor for emergency

situations, to have free discussions, no evaluations built into the process.

But systems as they are, they're always looking for someone to blame.

The contrast between formal mechanisms, such as guidelines, and on-the-job

learning is striking. Guidance and checklists do have a role but need to be

complemented with more personal learning approaches. Difficulties involved in

mentoring should also not be underestimated: 'In our regional response team we

each have a couple of people that we mentor. To be quite frank, it is very difficult at

a distance. It is a full time job.' Clearly agencies need to give more thought to the

likely benefits of on-the-job learning through mentoring, as well as the costs

involved in this.

Mentoring is one element of what has been termed transformational leadership

(Bass, 1996). This involves managers motivating others and acting as role models

rather than as superiors to be obeyed. Transformational leaders have more

challenging expectations of their staff and typically achieve improved performance

through individualised attention to staff developmental needs. This style is

contrasted by Bass with transactional leadership, which concentrates on day-to-day

work and short term results; in this model rewards are used to ensure compliance
and punishment or discipline is introduced for failure to comply with agreed upon

norms. It may be that there is a preference for field managers with transactional

skills in humanitarian action, given its focus on short term results and day-to-day

operations. This preference may come at the expense of key elements related to

learning such as mentoring.

Interviewees also emphasised peer-ta-peer exchanges as key to learning, again in

contrast to more formal methods. One respondent noted, however, that while peer-
to-peer learning is key, inter-agency competition may prevent this from occurring

freely. To move beyond such competitive behaviours, systemwide peer-to-peer
exchanges might be best organised by non-NGO actors such as ECHO or the UN.
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Fifteen respondents, or about 40 per cent of those interviewed, described

networking as a key source of on-the-job learning; in several cases it was seen as

the best learning source. Only three of these respondents, however, also mentioned

mentoring as a key learning factor. This suggests that aid workers have different

learning styles and needs - albeit that this chapter is based on a small sample.

Respondents described networking in two main ways. First, they referred to the

formal and semi-formal networking of agency staff who group around a particular

sector or theme, such as health. There is an overlap here with coordination groups

and meetings. Second, they discussed informal networks of colleagues, friends and

peers that had developed over years, maintained through personal contact and e-

mail. Of these types of networking there was a preference for informal networking

and learning - that is, through tacit means.

The following quotes provide a flavour of how field workers view networks:

'Networking in the field is important because everybody has a little bit of the puzzle';

'I mostly work with a network of people and information, documents, and

workshops. I give and get information constantly; it is an iterative process of

building knowledge'; 'I am in touch with others doing the same work. It is not a

deliberate network. It would help to be more in touch, in learning online. People are

pointing out your blind spots. It helps to see another perspective.'

Some respondents were cautious about formalising networks. Partly this related to

competition between agencies and partly to time. One field worker noted: 'I think

those communities of practice, that is exactly what is needed. But in today's world

where can you find time to constructively contribute to a network?' Another

commented: 'It's a good idea not to formalise the communities of practitioners too

much. We do need consultation where people could say what they would never

write up.' Here we can see how sharing knowledge is applied both formally and

informally, and occurs at both the tacit and explicit level. As noted in Chapter 1 and

subsequently in this chapter, however, field workers need the space in order to be

able to connect and so manage their information sharing, knowledge and learning in

an optimal fashion. While many field staff create their own space for individual

learning, if the sector is to improve then organisational and systemwide learning

needs to be more consciously managed.

In terms of gender differentiation with regard to networking and mentoring, no clear

patterns were revealed. Of the 16 cases where respondents highlighted networking,
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six were women and 10 men - roughly proportionate to the sample. And for those

highlighting mentoring, five were women and four men. There was also no clear

pattern in relation to whether the respondent was international or nationally

recruited in the case of networking, although only two of the nine respondents who

highlighted mentoring were national. However, the sample is too small to draw any

general conclusions from this breakdown.

The humanitarian sector is supported by a number of formal information networks

such as the Humanitarian Practice Network (HPN), the Emergency Nutrition

Network, LA RED in Latin America, and Duryog Nivaran in South Asia (see ISDR,

2004 for further details on disaster related networks). Mechanisms that facilitate

peer-to-peer learning, however, are few. One example is the Aid Workers Network, a

managed internet peer exchange mechanism that links relief and development field

staff in order that they may share support, ideas and best practice as well as
guidelines and checklists (see Box 2.3 in Section 5.4).

3.3 RecognisingField Workers' Contributions, and Incentives

People in Aid (2004a:53) comments that there has been 'enormous progress in

almost all aspects of human resources, staff and their management - in general, staff

and volunteers are better selected, better prepared, better skilled and better

managed. This is particularly true of the larger agencies, the development agencies

and the agencies with substantial unrestricted funding.' However it notes that

smaller agencies, which make up the majority of the sector, struggle much more

with human resource issues; also that significant human resource issues remain in

most agencies.

Field workers included in the sample generally did not feel valued by their

organisations. One reason was that agencies provided their staff with few incentives

and little space to learn. While one or two positive comments peppered the sample,

the following quote from an NGO Country Director is representative: 'In some

situations, really good pieces of practice get lost in a sea of complaints a year later

about what wasn't done. Field people often feel disillusioned at not being
understood, and being on the receiving end of criticism.' This links the lack of

learning opportunities and space to a hierarchical bureaucracy that gives limited
credit to the field worker.
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Several respondents made suggestions as to how to correct this situation. Two

suggested that learning needs to be linked to performance appraisal - that is, to

incentive structures that support learning. Others suggested longer term contracts.

But the overwhelming view was that agencies need to get away from an environment

where workers are seen as commodities and that it is 'really important that

somebody takes an interest', in the words of one international NGO staff member.

One means of doing this is through promoting learning: 'People feel that you care

about them if you try and educate them. If you have an accountant working for you

for 10 years, you need to introduce him to programming.'

3.4 Learning from the Affected Population and Others

Perhaps the major gap in field level learning is the lack of learning from the affected

population and other actors such as local government personnel. In the 37

interviews, only three respondents, all national staff, mentioned affected population

participation; none, however, mentioned learning from the affected population.

Comments such as: 'We visited such and such a community, learnt through

discussions with them that our strategies were inappropriate, and changed our

approach' were absent. Previous Annual Reviews have pointed out that coping and

adaptive strategies are not well understood by humanitarians, and that there is

limited learning as to how far it is possible to build on these strategies or the extent

to which external interventions undermine them. A good example involves the

targeting of food aid, as discussed in Chapter 3. This lack of learning is linked to the

ways in which information tends to flow vertically through formal mechanisms such

as needs assessments and monitoring, as discussed earlier.

While all levels of learning need to be strengthened, the lack of learning about and

from affected populations and other local actors when all agencies strive for a

participatory approach - at least in their policies - seriously undermines the

credibility of humanitarian action. Part of the issue is a conceptual one, as learning

from communities is unlikely to take place when 'experts' are expatriates with a 'we

know best' attitude (Kent, 2004). At the same time there are several institutions that

have taken learning from communities as a central feature of their work - for

example, the Disaster Mitigation Institute (DMI) in India, Groupe URD (including

through its work on the ALNAP Global Study on Participation by Crisis-affected

53



2 - AlNAP Review of Humonitarian Action in 2003

Populations in Humanitarian Action), and the Tufts University project on livelihoods

in Afghanistan (for example, Lautze et al, 2002).

Constraints to learning from affected populations should not be underestimated,

particularly in complex emergencies. Security considerations may make access

difficult and curfews may keep contact brief. On the other hand much humanitarian

action takes place in relatively stable situations such as refugee camps. Following

Kent (2004) it may be that participatory organisations that create the space for

openness and reflection can themselves be involved in greater learning from

affected populations - such as those organisations mentioned in the previous

paragraph. And while we may know more about livelihoods than 10 years ago, the

mechanisms for translating this knowledge into practice are still underdeveloped.

4 LearningAfter an Operation

4.1 Debriefing8

In over half of cases, respondents had no individual exit interview or debriefing

process in-country. Most debriefings, held outside the country of operation were

unsatisfactory experiences and often left staff with a sense that no one cared or that

they were not heard. In many cases the emphasis was on personal debriefing with a

focus on counselling, and debriefings in general were not considered to have

supported learning. For example: 'Had a debrief for three hours and they asked

mostly psychological questions. I remember they said I was a psychologically sound

person, but I said I am ill. I was sick for a year. At that time it would have helped to

meet with other aid workers once a month.' Comparison with Macnair (1995)

suggests that there has been little or no improvement in debriefing practice over the

last 10 years.
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4.2 End-of-Project Reporting and After Action learning

Most organisations use end-of-project reporting. This varies from financial reporting

to evaluation workshops and/or reflection exercises, only some of which may

support learning. For many agencies the procedure is to produce a report for HQ or

leave an end-of-mission report in the office, with little sense of how these documents

should be used or feedback on them from supervisors. Clearly such practices do not
promote or provide space for learning.

The reports constitute organisational property and are not usually shared with other

organisations. TYPical reasons given are that the reporting is about accounting for

budgets, which an organisation would not want to reveal, or that it is too operational;

also that an organisation would not want to admit mistakes and jeopardise its chance

of future funding. The disincentives for sharing with partners are said to be

increasing as donors exert ever greater pressure for results-based reporting which

heightens the climate of competition. The absence of systematic post-operation

feedback mechanisms to field level workers does little to validate their experience.

Furthermore the culture of secretiveness in the sector (see Kent, 2004) does little to

support lesson learning. As two respondents noted: 'Sharing mistakes has a lot of

value, but it is usually kept secret. There is no opportunity to raise problems';

'Things that had gone wrong were never shared. They could happen again.' One

respondent also noted the lack of follow-up: 'The biggest gap in learning in the field

[is lack of follow-up]. We do collect the lessons learned and push them down to the

field. What we don't do is that we are not systematically going back to the field and
seeing where learning was applied.'

AARs - defined as the professional discussion of an event or action with a focus on

performance that enables participants to discover for themselves what happened

and why and how to sustain strengths and improve on weaknesses - are one means

of post-operation learning. The ALNAP sponsored study on AARs suggests that they

can be flexible learning mechanisms that can lead to immediate change in

performance and as such offer much potential for the sector (Sexton & McConnan,

2003); further details on AARs can be found in the 2002 Annual Review.

There is significant potential for cross-organisational learning at the end of
programmes that have invariably involved many agencies working together, but a
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dearth of mechanisms for achieving this. Evaluations may be useful for learning

within organisations, but because there are so few joint evaluations cross-

organisational learning is rare. One respondent noted that facilitated meetings of

agency staff post-operations for an inter-agency AARwould be enormously helpful.

Such as event would not only validate the experiences of field workers but also

provide an opportunity to disseminate key findings about the operation as seen

through field workers' eyes and so to complement more formal evaluations. One

constraint to this is who should take the initiative in this area, and who will provide

the resources given the lack of mandate and sectoral incoherence around

responsibility for learning.

The timing of after action learning events is critical. Many expatriate staff leave at the

end of programmes as do national staff hired on short term contracts. It is therefore

important to hold learning events before these staff have left. As observed by the

Learning Support Office test in Malawi, many key staff had left by the time other staff

had begun to relax and have space to reflect on their practice.

S Key Cross-Cutting Themes and
their Implications for the Sector

5.1 Use of Tacit Knowledge Assets

What emerges from the previous sections, and to a degree that might appear

surprising to those outside the sector, is that humanitarian field workers draw

heavily on tacit knowledge assets through conversations with colleagues. Such

conversations may take place at the margins of coordination meetings, in the car

park afterwards, in coffee bars, and in restaurants and bars in the evenings. They

are seen to be beneficial for two principal reasons:

1. The ability to access critical information quickly.

2. The ability to complement written, explicit knowledge with tacit knowledge.
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Obtaining information through discussion with peers offers field workers a fast,

more direct route to the critical information and knowledge they need. While much

of the information and personal knowledge conveyed in such conversations may be

available in written form, this may be held in unknown locations and would take

time to access, read and apply before turning it into personal learning. Another

attraction of obtaining knowledge in a social way is that it enables the questioner to

assess the credibility of the person providing the information as weil as the quality of

the information being provided. Such assessments can be made through, for

example, supplementary questions about the extent of the informant's field

experience, where they have travelled in the country, their sources of information,

their tone of voice and their body language. However, as previously discussed,

questions of quality control in the transfer of tacit knowledge remain.

Commenting on the interviews, Foster & Faulkner (2004) write: 'Aid workers

reported the usefulness of formally shared security information and maps provided

by OCHA, but they also benefited much from hearing informally from each other

about where roads were safe or not safe, about the difficulties other organisations

were encountering, who to contact about something, what resources could be

shared, and many other such types of shared tacit knowledge that helps them to

conduct their own operations.' On the basis of the interviews Foster & Faulkner

listed sources of explicit and tacit knowledge assets (Table 2.1) as follows:

I
: Sources for Explicit Knowledge Assets Sources for Tacit Knowledge Assets i

I
i

Supervisor and peers i
Social networks !

Partner organisations

. Designated contacts
MOUs and agreements

Coordinating groups and meetings
Field visits and contacts

Written briefing materials
Manuals, SitReps
Supervisor orientation
Org. charts and written briefings
Own organisation
Written briefing materials
Shared methodologies
Written materials
Org. reports and data
Partner reports and data
Agency reports
Own managers Reports
Own managers

'1
I
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In one situation because it was a slow onset emergency it was possible to
use documents, everyone was working in a consortium, and it was a nice

environment of sharing ... In another case where basically the situation was

changing very rapidly, day-to-day, the daily briefing by OCHA was very

helpful; there was a good flow of information through these briefings. Then

after meetings, usually there was some chatting - who has heard what from

what part of the country. Some other organisations had been to parts of the

country that we were not in. A lot of what we pick up at that time is hearsay

and word of mouth, but it helps ... The informal communications will always

remain important. Some things may still be relevant, but they would not say

it in front of 60 people.

If tacit knowledge gained through face-to-face sharing is especially valuable in faster

moving contexts then this provides important pointers for the design of measures to

support learning in such contexts. Nevertheless, it is clearly not sufficient for such

operations to rely on learning that is limited to social encounters that are inevitably

limited in their reach. Not only is there a limit to the number of people who can be

involved in anyone conversation but such flows of information and knowledge

exclude certain groups, such as those who don't drink alcohol or those with families

who may prefer to spend their evenings at home. Bars and social clubs may also be

more frequented by men, and may exclude national staff.

Another difficulty with learning in such social contexts is that notebooks are rarely

present and the information and knowledge shared may not be accurately

remembered or recorded. One respondent commented that 'there is no trace of the

work we did'.

One possible approach to addressing the difficulties of exclusivity and capturing

shared knowledge could be to create opportunities for informal exchanges that are

more open and more structured than the type of exchanges that typically take place
in a car park or bar - for example, after-work social gatherings in a relaxed but quiet

environment where soft drinks as well as alcohol are available. This is supported by

one respondent who reported:

I set up an informal get together every couple of months, somewhere social.

It's a way of decompressing in an informal manner. Something I've noticed
around the world, it's more than camaraderie, it's a way of solving problems
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... The psychological relief is also good. My whole life is work in a sense ...

These kinds of gatherings gain importance the further out you go from the

capital ... The main thing is for workers to have respect, listen, intuit what a

person is saying, not be rigid.

A complementary approach could be to organise workshops that bring together field

workers from different agencies with the specific objective of encouraging the

sharing of tacit information and capturing it in written form for subsequent sharing

with a larger group - in short, for converting tacit knowledge to explicit knowledge.

Another interviewee who works as a trainer in the humanitarian sector stated: 'I

take tacit knowledge captured in training groups and make it explicit in manuals for

the whole humanitarian sector.' Such a process is precisely that supported by the

ALNAP Learning Support Office test during the relief operations in Malawi in 2002.

This process represented the capturing of tacit knowledge held by an initial group of

field workers and rendering it explicit so that it could be shared with all the field

workers involved in the national programme for general ration distributions. It was

highly rated by the participating agencies (see Box 2.2).

Faulkner & Foster comment (2004a:22):

[W]hat we see as the learning need during a field level assignment is for very

rapid assimilation of new knowledge assets specific to the immediate task,

the key ones of which will be in tacit form. The right sources for these are

not always evident so aid workers need skills, partners and tools to be able

to smell out and unearth these truffles. Even if these are made explicit

efficiently, the fluidity of field conditions is likely to create a demand for new

tacit information tomorrow. The explicit is always in catch-up mode. Explicit

knowledge from other situations may be of interest (if people know that it

exists), but few have the time to plough through others' reports to find the

truffles they need. The best form of explicit knowledge in this situation is in

the form of highly distilled checklists and methodologies based on a wide

range of evaluations and organizational experiences, which can serve as

tools for locating more local tacit knowledge.
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Box 2.2 . The JEFAP .workshop Manual Training (yele

In September 2002, WFP and the 12 NGOs comprising the Joint Emergency Food
Aid Programme (JEFAP)Consortium decided to undertake a process of revising the
initial guidance material that had been issued three months earlier. The process
comprised three workshops run in the north, south and central regions of the
country. The workshops brought together selected field officers from each agency
(70 in all) with the objective of sharing experience gained during the first three
months of general ration distributions and indicating areas where the earlier
guidelines could be modified and strengthened.

Participants were separated into three groups which rotated between three
'stations' with each station being managed by a Facilitator and a Recorder (this is
known as the Carousel Method among workshop organisers). The three 'stations'
corresponded with the three main themes of the guidelines, namely:

i. community sensitisation and targeting;
ii. food distribution;
iii. monitoring and reporting.

Each group spent approximately two hours at each 'station' and then moved to the
next station leaving the Facilitator and Recorder to work with the next group. At
each station the group members were led through three key questions:

1. What is supposed to happen? (according to initial guidance)
2. What is actually happening? (current practice)
3. What should be done differently? (recommendations for revised guidelines)

The Recorders captured the discussions on flipcharts that were typed-up and
circulated after the workshop as part of the record of the event.

Following the third workshop a drafting group made up of the three station
Facilitators, two WFP staff and the LSO Project Director began preparing a JEFAP
'Manual for the Provision of General Food Distributions during Emergency
Programmes in Malawi'. The manual significantly expanded the initial guidance and
incorporated information of use to field officers on the origins of JEFAP, national
coordination mechanisms, and relevant Codes of Conduct. Each member of the
group took responsibility for drafting different chapters of the manual. In addition
to the material from the workshops the manual drew on pertinent sections of
manuals produced by WFP,CAREand Concern Worldwide. Once the JEFAPmanual
was complete it formed the basis of 11 one-day training courses that were delivered
to all 245 JEFAP Field Officers in different locations around the country.
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5.2 High Staff Turnover and lack of Continuity

Interviews revealed once again that high staff turnover and poor practice in relation

to hand over and knowledge transfer continue to pose a considerable barrier to

learning and knowledge continuity in the field. Similar findings have been a theme of

evaluations synthesised by ALNAP since 2001 and a recent survey of 38 European

NGOs concluded that 'Career planning and development and the (recruitment and)

retention of experienced staff and managers were the most important issues for

respondents ... the same issues [that were] ... recorded as priorities ten years ago'
(People in Aid, 2004a).

While individual agencies may monitor trends in staff turnover and the incidence of

satisfactory handovers their results are rarely directly comparable and, in the

absence of any aggregate monitoring, it is not possible to know what the trends

actually are in relation to either staff turnover or the incidence of satisfactory
handovers between staff.

High staff turnover is the product of short term assignments and/or poor staff

retention and the factors contributing to both are well summarised in People in Aid

(2004b). Of course many of the departing staff go on to work for other humanitarian

agencies so while their knowledge may be lost to their former organisation it may

represent a gain for the new organisation. However, from the perspective of

knowledge transfer within a particular programme or within a particular agency,

high staff turnover and poor staff retention are negative outcomes.

It appears that progress is, however, being made in some agencies vis-a-vis staff

retention. Over the last four years the IRC, for example, has more than doubled its

retention of field based health coordinators and health programme managers from

one-and-a-quarter to three-and-a-half years. This is tied into a learning programme

whereby each year health coordinators are brought together for a meeting (the

Annual Health Coordinator's Conference) to share their learning and discuss their

concerns. They also evaluate the Health Unit's performance in terms of the support

it provides - including the timeliness and quality of technical assistance,

contributions to programme design, quality of field visits, and the identification and

provision of training opportunities. However, such significant improvements in
retention remain exceptional.
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Given the reality of high staff turnover it is vital that agencies maximise the transfer
of knowledge from the departing staff member to her/his successor. As noted in

Section 2, many handovers are not satisfactory, the sector does not appear to have

norms for handovers for staff below the most senior level, and there appears to be

little accountability within most organisations for ensuring that knowledge is

effectively transferred.

Lessons for humanitarian agencies wishing to reduce the operational knowledge

often lost as a result of high staff turnover are available from the corporate sector

and the emerging field of knowledge continuity management which involves

identifying the processes involved in 'the efficient and effective transfer of critical

operational knowledge - both explicit and tacit, both individual and institutional-

from transferring, resigning, terminating, or retiring employees to their successors'

(Beazley et sl, 2002). Six steps to achieving effective transfer are identified, starting

with a knowledge continuity assessment which involves mapping the state of

knowledge continuity/discontinuity within an organisation. Subsequent steps

involve: determining the objectives and scope of the continuity management

initiative; establishing coordination responsibility; planning the initiative; the

creation of a 'methodology to harvest and transfer' the critical operational

knowledge; and the final step of transferring the operational knowledge.

The humanitarian sector could adapt and simplify such approaches to provide

agencies and their staff with 'Handover Guidance', tailored to the particular needs

and language of the sector. Such guidance could encourage the allocation of

responsibility for ensuring that a proper handover takes place as well as the

provision of 'Handover Templates' that can be adapted to suit the type of agency and

the post in question. It could also include guidance instruments to encourage

organisational monitoring of handovers and assessments of the effectiveness of the

hand over process by the leavers and their successors. In light of Section 2,
monitoring opportunities provided for face-to-face handovers should be encouraged

in the field posts of all humanitarian agencies.

5.3 The Roleof Managers in Creating the 'Space' and Culture for learning

Knowledge management is regarded by some sceptics as nothing more than simply

good management. This view is strongly supported by interviewees who conveyed a
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clear sense of the importance of managers in creating, or not creating, connecting
(sharing) space for learning by their staff - as well as collecting (storing) knowledge.
For instance:

For me the basic skill of a good manager is facilitation, and in my
organisation we do simple things like holding the management meeting with
the chair in rotation. I want to give others the experience of leading
meetings, paraphrasing and making minutes. This is where we implement
the learning experiences for them.

Where variation occurs in the management approach within the same organisation
this could imply either that the organisation does not have standardised approaches
for the encouragement and support of learning at field level. or that it is not holding
team managers to the standards that do exist. It would be interesting to compare the
guidance provided to managers in different organisations and the expectations made
of them in relation to the encouragement and support to learning and to reporting on
their activities.

Another aspect of management that relates to learning revealed by several
interviews is the importance of performance appraisal mechanisms as a means of
providing feedback to staff, and of giving them a sense of their strengths and
weaknesses and thus their future development.?

The challenges facing a manager in the fieldare captured by Foster& Faulkner (2004):

In humanitarian organisations the aid manager faces the double challenge of
extreme time pressure and orienting large numbers of new people. While
the manager constantly faces a huge pressure of 'upward delegation' to
make daily decisions, he faces the need to 'downward delegate' in order to
get the work done, but to people who may be inexperienced. Yet
humanitarian work with its big turnover of people is exactly where
managers need to spend time monitoring performance and making sure that
their staff can be brought up to speed as rapidly as possible. Most field
workers report not getting enough feedback from supervisors. Workers
often reveal cases of horrific management styles (with which subordinates
were stuck) or of major changes in style which can only be explained by a
change of person, not an organisational set of standards.
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Almost 10 years ago Macnair's (1995) survey of aid workers found similar problems.

It is not possible on the basis of these two surveys alone, however, to assess

whether the quality of management has improved over the decade. What is apparent

is that the quality of managers continues to be a central concern of field workers and

that progress in encouraging and providing support for field level learning is

significantly dependent on the views and willingness to change among this cadre of

field workers.

5.4 Undervaluing National Staff and LocalActors

The importance of national staff and local implementing partners and other actors as

sources of knowledge for international staff and agencies came through clearly from

the interviews. This is a theme of this Review as a whole; as noted in Chapters 1 and

2, national staff play a significant role in the success of emergency operations. Two

of the international staff interviewed commented:

Obviously you can find general stuff on the internet about the country and

one buys books, but the real knowledge is with the local staff. As

international staff, it takes us a while to find out where the memory is. They

don't just have the organisational knowledge but the history. It's also about

how you approach things. People may feel threatened if you pepper them

with too many questions at the beginning.

Only in recent years have local staff been seen as worthy of investment. We

need to have local staff involved in what we are doing, as people who think

with us.

However, there was a strong sense that the knowledge and insight held by national

staff was undervalued and often bypassed, particularly in those organisations that

hired new national staff on short term contracts and did not subsequently integrate

them into the regular staff. This results in the waste of a key knowledge asset of any

agency. As People in Aid (2004a:36) notes: 'The first and most significant problem

which arises in trying to analyse nationally recruited staff - is that very little is
known about them. The literature is very sparse, but even more surprisingly the

agencies themselves often do now know basic information about their own staff.'
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Cultural differences, not only between different nationalities but also between

development staff and incoming emergency personnel, may be partly responsible for

the undervaluing of knowledge held by national staff. However, in the light of the

discussion in Section 5.3 above, national staff may be underrepresented in the

socialising that appears to play an important role in the exchange of information and

tacit knowledge. Expatriate relief workers who shun the bars frequented by

international staff and socialise in ways that are more in tune with local mores are

often able to gain more insight into local knowledge and attitudes then their
international peers.

Knowledge held by local partner agencies and other local actors also seems to

undervalued: some local NGO workers described international NGOs as 'arrogant'

and 'being in a hurry'. One respondent commented: 'Relations between international

and national NGOs are not easy. They look down on locals ... International NGOs are

sometimes very arrogant; they don't want to listen to you [local NGOs].'

Certainly language differences present a major barrier to the sharing of knowledge

between national and international agencies. As one international interviewee

commented: 'Everything is about communicating, we work with translators but it is

a barrier.' The use of expatriates without adequate language skills creates barriers to

the sharing of knowledge within teams and the ability of international agencies to

access local knowledge that is vital to their effective operation.

A related issue drawn from the interview material by Foster & Faulkner was that

national staff had significantly less access to knowledge assets than international

staff. National staff obtained most of their knowledge from their own organisations,

from their working partnerships with international organisations, and to a lesser

extent from their country context. They had only limited involvement with on-site

coordinating structures where they could gain a broader perspective and acquire

tacit humanitarian operational knowledge. In contrast international staff participated

heavily in group meetings where much tacit operational knowledge is exchanged

(workshops, country teams, networks, evaluation exercises, ete). Foster & Faulkner

(2004) found that 'international staff accessed approximately 10 times more explicit

knowledge assets from their organisations than the national staff. International staff

also attended eo-coordinating structure meetings at approximately 10 times the rate
of national staff.'
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Box 2.3

Launched in 2002, Aid Workers Network has become the pre-eminent knowledge
sharing and practical support network for field workers of relief and development
agencies. It is run for and by professionals who may be isolated from peer
support due to their remote geographical location, employment by an organisation
with limited capacity, or short term nature of their contract. Many individuals are
motivated to share ideas, experience and thinking with their peer group across
the globe - giving and gaining insights across continents and sectors.

Unlike many information and knowledge sharing networks that focus on the
dissemination of published and 'grey' literature, Aid Workers Network has a
strong practical orientation and regards its members as the key knowledge
repository. It has close to 6,000 members in over 150 countries and receives
12,000 visitors to its website each month: www.aidworkers.net

The principal services currently offered to members are:

A discussion forum. The 'Aid Workers Forum' enables members to pose
questions to network members. Direct responses and pointers to additional
resources have been submitted on over 1,000 topics. More than 4,500
messages have been posted on subjects ranging from how to label goods,
handle bribes, use translators, identify reputable suppliers and deal with
visits by donors, to questions on rights-based approaches, capacity
development, human rights, roundabout pumps and food distribution. This
discussion has been used to create an online archive that can be accessed and
added to by others.

• Aid Workers' advice pages that support 'open source' knowledge creation.
Prepared voluntarily by members and invited contributors, these pages
provide practical 'how to' guides, checklists, background briefings and links
to proven sources. The 30 subjects covered to date include: financial
management; buying a new vehicle; addressing demands for programme
inclusion; preventing malaria; and increasing your effectiveness as a people
manager. Members' comments and additions add value and are captured in
order to build the knowledge base created.

Aweeklyemail bulletinAidWorkersB:vchange.This is used as a means to
reach field workers with email but without satisfactory web access. It alerts
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members to new themes and web site content, flagging both new advice pages
and selected discussion topics and encouraging members to contribute.

Aid Workers Network is the virtual equivalent of asking your colleagues for
advice in the corridor or over coffee. Opinions can be shared and challenges
tackled using ideas emerging from personal and widespread professional
experience. The quality assurance of information is always a challenge - is the
advice given proven to be best practice? Does it take into account the latest
learning? Is it universally applicable? In many fields peer review is the mechanism
used to assure quality. Aid Workers Network relies entirely on members to
produce information resources, moderate discussions and provide the Network
services - this is voluntary, undertaken in people's spare time, and therefore
limited by its very nature. However, limitations are countered by creating links to
existing centres of knowledge, such as research centres, universities, aid
agencies and sector based communities of practice. Increased participation by
representatives of these knowledge centres and networks offers the potential for
enhancing the quality of Aid Workers Network services."?

5.5 Training and its (Limited) Role in 'On-the-Job' Learning

Training did not feature strongly in the material generated by the interviews. Why

this was so is unclear. Traditionally training courses have taken place away from the

field and involved subject matter that is not tied to immediate learning needs.

However, in recent years training courses in security management, Sphere

Standards and the IASC Code for Protection from Sexual Exploitation and Abuse of

Women and Children in Humanitarian Response have been delivered in the field

during ongoing operations. Possibly the sample of those interviewed did not include
participants in such courses.

Where training was referred to by interviewees it was not always regarded
positively. For instance, two interviewees commented:

I think adult learning is really about sharing experiences. The practice of

teaching courses has to stop. We need to encourage facilitation of staff
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learning face-to-face, not just going off to courses. The ideas coming to us

are not from the field but from people outside, which is dangerous. We're

losing a lot if we don't capture what's happening on the ground.

It seems that in the context of discussions about field level learning, traditional

classroom based training courses are not regarded as especially useful. Reasons

might include the lack of real world situations and experiential learning involved in

classroom based teaching, the difficulty many field workers experience in applying

their teaching once back 'on the job', and the insidious association that has

developed between the words 'training course' and 'per diem' in many countries.

The issue of the immediate relevance of classroom based teaching was raised by one

of the interviewees who actually works as a trainer: 'The key learning about my

training is that there is no immediate impact. I work for the medium to long term,

letting time pass before [course participants] can assimilate the knowledge into their

behaviours. It takes time for them ta assimilate new knowledge and change their

behaviours.'

Interestingly very few of the' evaluations submitted to ALNAP assess training

activities provided to field level workers, although there is more discussion of

training for the affected population. One of the rare detailed assessments of training

in evaluation reports can be found in the ECHO evaluation of its Sudan nutrition

programme (July, 2003:14).

That classroom based teaching is not well-regarded by field workers is nothing new.

A 1999 Review of Staff Training in UNHCR concluded that conventional training

courses were neither effective or sustainable and the organisation has since

undertaken a strategic shift in its approach ro staff training and development. As a

result 20 per cent of the staff development budget has been allocated to field offices

for use in addressing the learning needs they have identified. On-the-job learning

(coaching, shadowing, action learning, guided missions, ete) is encouraged. Training

courses are being reshaped into distance learning modules or mixed self-study

elements and workplace application. E-learning was introduced in 2003. Based at the

UNHCR Regional Centre for Emergency Training in International Humanitarian

Response in Tokyo (known as 'The e-Centre'), this offers online courses on
management, personal effectiveness and communications skills (http://www.the-

ecentre.netl).

68



learning by Field level Workers - 2

5.6 The Role of IT in KnowledgeTransfer

The rapid pace of developments in IT is opening up significant possibilities for using

IT in knowledge transfer. For example, e-Iearning is now possible for those field

workers who enjoy fast internet access. Access to published and grey literature

documentation is possible through portals such as the World Bank's Development

Gateway and ID21 (operated from the Institute of Development Studies in the UK),

and of course there is ReliefWeb with its country specific collections of assessment

reports, press releases and coordination mechanisms. HIes with a good web

presence have been established in six humanitarian operations. One development of

particular relevance to field level learning and the provision of support ta staff in the

field has been the establishment and rapid growth of the Aid Workers Network over
the last two years.

Despite favourable comment from many interviewees about improved email and

internet access, it should be noted that several interviewees referred to the

difficulties they still encounter in their current locations. Even some based in UN

agencies referred ta slow access which deters them from downlaading material from

websites. Given current developments in IT, this situation is likely to change

relatively soon. Nevertheless, while dramatically improved access to documentation

and (remote) peer support bodes well for field level learning, the results of this

survey point to the continuing importance of social learning, experiential learning
and face-ta-face communication in the humanitarian sectar.
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The results of the interviews with 37 field workers yielded a wide range of insights

into learning at the field level and how the process is perceived by agency personnel

at the 'sharp end' of humanitarian operations. Some of the findings serve to

reinforce messages contained in the 2002 ALNAPAnnual Review such as:

High rates of staff turnover significantly hamper knowledge transfer and

learning within programmes.

Learning from the affected population, national actors and national staff is

limited; the knowledge that they hold is not adequately accessed by international

agencies or their expatriate personnel.

Field workers do not feel adequately valued or supported by many of the

organisations they work for.

The mechanisms for briefing, debriefing, handevers. end-af-project reporting

and learning events are still poorly developed in many agencies, though in

others progress is being made.

Field workers prefer 'on-the-job' methods for learning such as coaching and

menta ring rather than classroom based training events.

Fresh insights have also been provided by the interviews, such as:

Personnel at the field level have very specific needs both in terms of the

knowledge and learning methods they require during an operation; many of

their knowledge and learning needs are not being met by current approaches

and mechanisms. Methods of knowledge sharing, learning and training that are

able to respond to the specific operational requirements of field workers are

favoured over those that impart knowledge, learning and training that is not

focussed upon their immediate needs.

Mechanisms that agencies tend to regard as tools for learning and knowledge

sharing, such as guidelines and manuals, in addition to the current mechanisms
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for gathering and transferring information, such as monitoring, reporting and

surveys, are not rated as important sources for learning by field workers.

Field workers rely to a significant degree upon each other for accessing the

learning and knowledge they require. Even where knowledge is available in

documented form, field workers often find it preferable to access this through

conversation with fellow field workers because it saves time and enables them

to assess the quality and operational credibility of the source, as well as

interrogate the source in order to better understand the knowledge and

information being conveyed. Frequently conversation with fellow field workers

enables them to access knowledge that is not available as an explicit knowledge

asset but as a tacit knowledge asset that requires conversation, body language

and trust between the individuals involved to articulate and transfer it.

Managers play a critical role in determining whether sufficient space is created

for field workers to learn and whether or not a culture is created in programmes

and country offices that encourages and supports learning.

The interviews also revealed a wide variation in practice in relation to learning and

support to learning within the humanitarian sector. Such variation has important

implications for field level learning. First, the fact that such variation exists needs to

be borne firmly in mind by readers of this chapter; what resonates with a reader

familiar with one type of agency may look strange to a reader working for another

type of agency. Second, the variation means that 'one size fits all' solutions are

probably not available. At the same time any proposals for learning across the sector

need to take into account its overall structure which constitutes a minority of well

resoureed agencies that are likely to have quite rigid bureaucracies, with a majority

of under-resoureed agencies that have limited capability to invest in human

resources (People in Aid, 2004a) but possibly more flexibility in terms of

experimenting with different learning methods.

As a consequence, generalised assessments about the rate of progress in relation

to learning and particularly support to field level learning are problematic. Our

sense is that progress is being made in improving learning in individual agencies,

and there is growing recognition of the importance of knowledge management and

learning. However, many field workers who appear to intuitively recognise the

importance of learning are not being supported by their managers and agencies in
their attempts to learn.
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What are the overall messages that can be teased out of these findings for
humanitarian agencies and the sector generally? What are the challenges that
remain for the sector in its efforts to improve its learning, and what steps might be
taken to address some of these challenges?

In considering these questions it is important to differentiate between:

the agenda for individual agencies in terms of supporting their staff and
orienting their culture more towards learning;

the agenda for the sector as a whole in terms of supporting cross-organisational
and sectorwide learning at the field level.

Key Message 1

Greater recognition and support should be given to field workers' preference for
specific information and knowledge directly related to their operational
priorities, and for accessing such information and knowledge through
conversation with other field workers.

AI agency level The high value attached by fieldworkers on face-to-face exchanges of
information and knowledge rather than documented sources, including in social
settings, needs to be recognised in agency strategies for information dissemination,
knowledge sharing and learning. In doing so agencies might consider the following
range of issues:

Their expectations of field workers in terms of how they use generic manuals
and guidelines.

Provision of 'quick-scan' summaries of key points in all lengthy documentation
and [even)greater use of checklists.

Complementing documented sources with face-to-face presentations and
discussion opportunities.

Providing 'Help Desk-type support capacities either within the organisation or
by supporting sectorwide support capacities such as the AidWorkers Network.
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Where possible the 'Help Desk' should have a physical presence or

representative in the country/area of operation to meet the preference for face-

ta-face interaction, and have the capability to serve as interlocutor/interrogator
of remote support capacities and resource centres/libraries.

Reviewing the balance of on-the-job training through coaching and mentoring as
compared to classroom based training.

Reviewing the number and type of opportunities for face-to-face exchanges

between field workers and adding more frequent informal meetings where

appropriate. Care should be taken to ensure that informal events are inclusive

and sensitive to gender and cultural concerns such as alcohol or the location of
the get-togethers.

The key role of managers in organising and leading such events and in creating

and supporting learning generally should be recognised by agencies.

Finally, care should be taken in the use that is made of email and website resources.

While interviewees revealed that the internet was a useful source of learning, in

particular prior to an assignment, during emergencies they turned to their

colleagues, peers and mentors as their main sources of learning. Processes for

information exchange and knowledge sharing that are dependent on the IT may weil

be unsatisfactary substitutes for the face-ta-face exchanges and the sharing of tacit

knowledge that is so valued by field level workers.

AI Ihe sedoral level Similar points need to be considered in relation to inter-

organisational learning, though account will need to be taken of the likelihood of

inter-agency sensitivities and politics and the necessity to establish a degree of

mutual trust among the participants. Among the types of events that would be useful
are:

The holding of informal after-work gatherings and discussion groups that

provide field workers from different agencies with the opportunity to share and

discuss common or possibly individual concerns.

Holding workshops or AAR-type events that provide opportunities for field

workers ta share their knowledge and experience gained up to a certain point
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during an ongoing operation - such as the JEFAP workshops facilitated by the
ALNAPLearning Support Office test in Malawi.

Organising inclusive social gatherings to follow coordination meetings or other

events that bring together large numbers of field workers

Identifying trusted 'outsiders' who might be included in coordination meetings

and learning events and social gatherings, and who can bring and represent

broader knowledge than that available to most field workers

Responsibility for organising or supporting such inter-organisational events could be

agreed among groups of agencies or at coordination meetings. In some contexts it

may be appropriate to identify a neutral capacity to facilitate such activities. The

important point is to recognise that such a role can benefit all the agencies involved

and the effectiveness of their overall efforts.

Key Message 2

Stronger incentives are needed to encourage agencies to support and facilitate
learning at field level and for more sharing of best practice in approaches

While some agencies have developed sophisticated and well-resourced mechanisms

for facilitating learning by their field staff, as well as capturing lessons for the

organisation from different operations, others give low priority to learning generally

let alone specific methods for supporting their field staff to learn. Interestingly,

however, the examples of good practice described in this chapter are not the sole

preserve of the larger, better funded organisations. Moreover many of the good

practices identified by interviewees are not high cost procedures that will always

remain out of reach of smaller organisations. Providing regular opportunities for

teams to reflect on their action is much more an issue of prioritisation and

commitment to learning within the team and the organisation - in other words, a

matter of organisational culture.

If good and poor practice does not split solely along the lines of size and funding,

then why is it that good practices have not spread more evenly across the sector?

Certainly good practice is spreading: many agencies are strengthening their HR
capacities and procedures and seeking to encourage and support learning at
different levels within their organisations. But such changes are not being
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undertaken by all agencies and invariably are being undertaken separately and with

only limited sharing of experiences between organisations and agencies. If some

organisations in the sector can achieve good practice then so may others - given

sufficient incentive and support. Providing more encouragement for agencies to

support and facilitate learning and opportunities for agencies to share their learning

experiences and their approaches to supporting learning would be powerful means

for increasing the number of agencies following recognised good practice.

To a degree, incentives are already present in the funding mechanisms within the

sector: some donor organisations encourage their NGO partners to include learning
activities in their funding proposals while others encourage their partners to

demonstrate their commitment to learning or to indicate their learning from previous

operations and how it will be used in relation to new operations. For instance:

Proposals shall incorporate specific references to relevant lessons learned

from previous disaster situations and/or development programs in the

affected area' [OFDA Guidelines for Proposals and Reporting, 2004).

Partners undertake to develop jointly a quality partnership based on: ... the

promotion of a learning culture based on the evaluation of humanitarian

operations and in sharing and disseminating lessons learnt and best

practices [ECHO Framework Partnership Agreement for NGO Partners,
2004).

One of the principles of Good Humanitarian Donorship is that donor organisations

'Support learning and accountability initiatives for the effective and efficient

implementation of humanitarian action' [Principles of Good Humanitarian
Donorship, 2003).

While such provisions are welcome it is notable that for many donor organisations

the explicit encouragement relates much more often to evaluation than to other

forms of learning, or more precisely to field level learning. Greater articulation by

funding organisations of the types of learning processes that they would like to

encourage and are considered good practice would be desirable. An indication of the

types of questions that might be asked of implementing agencies in their partnership

agreements or funding proposals is provided by the organisational learning self-audit
tools available, such as that provided in Box 2.4.
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Instructions Answer these questions for your organisation. Discuss your responses

and their implications with co-workers.

1. Are managers who support learning rewarded? YesD NoD

2. Is there reflection and feedback at the end of meetings? YesD NoD

3. Are learning opportunities provided as part of all meetings and gatherings of

employees? YesD NoD

4. Can employees direct their own learning? YesD NoD

5. Does every job include some form of on-the-job training? YesD NoD

6. Do training events have planned preparation and follow-up components?

YesDNoD

7. Are the principles of adult learning applied to training programmes? YesD NoD

8. Are employee knowledge, skills and attitudes linked to the strategic goals of the

organisation? YesD NoD

9. Do employees receive frequent formal and informal feedback on their job

performance, and do they discuss what they need to learn in order to improve

their performance? YesD NoD

10. Do employees have individual learning plans? YesD NoD

11. Do managers have a mentor or coach who can help them implement their

individualized learning plans? YesD NoD

12. Are managers clear about their coaching role with the people they supervise?

YesD NoD

13. Is experimentation and risk-taking for the purposes of learning supported,

and not punished? YesD NoD

14. Does the organisation encourage and facilitate knowledge-management and

best practice transfer? YesD NoD

15. Do teams plan for group learning? YesD NoD

16. Are there opportunities for whole organisation learning? YesD NoD

17. Are the physical space of the office and the service and production areas

designed for learning and productivity? YesD NoD

(Reproduced from Gill, Stephen 2000 The Managers Pocket Guide to Organizational Learning

Amherst MA:HRD Press)
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How effective are current mechanisms and structures for sharing good practice on
learning within the humanitarian sector?

Unlike some of the more technical capacities within humanitarian agencies, the

linkages between sections concerned with learning and support to field learning
appear poorly developed and patchy (see, for example, People in Aid, 2004a).

Moreover, organisational capacity for learning and the location of responsibilities for

supporting learning, particularly at field level, are often not clear to personnel let

alone to outsiders. In some organisations responsibility for supporting learning is

separately located in a learning unit; in some the lessons learning capacity is eo-

located with the evaluation function; in others learning responsibilities are woven

into the operational departments. And behind them all are the human resource

departments which have a critical influence upon the type of individuals selected as

field workers and the degree to which the organisation develops a learning oriented

culture. The lack of clarity about where the responsibility for learning and support to

field learning during humanitarian operations actually resides is a challenge for

those attempting to develop effective networks for sharing experiences on learning

as weil as effective ways of supporting learning at field level.

Yet such challenges can and are being overcome. For instance, the UN system has

developed the UN Learning Chiefs Group that shares best practices and develops

common approaches to learning and staff development within the respective UN

agencies - a process that is supported conceptually and through staff training by the

UN Staff College. Within the NGO sector, international networks such as and

KM4Dev that aims to share information and best practices in the field of knowledge
management and organisational learning are increasingly being complemented by

national level networks, the UK Senior Managers Organisational Learning Network
(SMOLNet)11being one example. However, the primary focus of such networks and

groups in their sharing of approaches to knowledge management and organisational

learning is the development sector rather than the arguably more challenging

humanitarian sector. There is a case for extending or complementing such networks

to provide a more specific focus on the sharing of good practice on approaches to

supporting learning within the humanitarian sector. The nascent ALNAP Field

Learning Support Initiative (FLSI) Working Group plans to develop and support a

community of practice on approaches and techniques for supporting and facilitating
learning at field level.
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Key Message 3

The current 'architecture' of the humanitarian sector is not sufficiently
supportive of knowledge sharing or cross-organisational learning, and some
reorientation and gap filling is required.

Over the last decade the humanitarian sector has developed a quite complex

'architecture' of organisational structures, mechanisms and programmes aimed at

improving coordination and information exchange between the large number of

organisations and agencies comprising the sector. Examples of the mechanisms and

programmes concerned are joint agency assessments, YAMs, CAPs, HICs, !RIN, and

ReliefWeb. Such initiatives have had a positive effect on coordination and have

greatly increased the volume of data, information and, to an extent, knowledge

available to agencies and their personnel. However, gaps remain in relation to

knowledge sharing and much more could be done to use the existing architecture to

support and facilitate cross-organisational learning.

Gaps in the current architecture include the following:

While ReliefWeb and Forced Migration Online= go some way to providing the

humanitarian sector with an equivalent of the World Bank's Development

Gateway facility for the sharing of published and 'grey' literature, the

humanitarian sector lacks a direct equivalent.

The sector would benefit from a centrally maintained Yellow Pages of past and

current field workers with names, emails and specialities who are willing to pass

on their knowledge to new and current field workers. It would also benefit from

a single 'one-stop' website aimed at providing international staff with country

briefings (culture, language, customs, contacts, ete) before taking up post in a

new country. Organisations such as the Aid Workers Network or People in Aid

might be encouraged and supported to take on such roles.

Apart from some of the activities undertaken by ALNAP, cross-organisational

and sectorwide learning in the sector is not systematically managed. Learning is

rarely transferred from one operation to another on a systematic basis, which
leads to repeated and significant loss of knowledge. There is no ownership of

learning in the sector as a whole which makes it difficult to map, coordinate and
encourage the incorporation of learning into existing planning and coordination
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mechanisms etc. As noted by Kent (2004)hierarchical, risk-averse humanitarian
bureaucracies appear to be particularly poorly placed in terms of promoting
learning. ALNAPand/or the !ASCmight be encouraged to take on a more explicit
role of facilitatingcross-organisational learning events at the end of operations.

The focus of most of the structures aimed at improving coordination and
information exchange is to improve information; they do not directly address the
learning needs in the sector by supporting and facilitatingprocesses of learning
from experience. Perhaps this reflects a lack of claritywithin the sector about the
differences between information, knowledge and learning: improvements in
information flows and knowledge sharing may be resulting in a belief that
learning is being facilitated and achieved when this is not necessarily the case.
However, the fact that these mechanisms and structures may not adequately
address or facilitate the learning needs in the sector does not necessarily mean
that they could not do so in the future. There may well be room for adding on
more explicit learning support roles to the existing mechanisms and structures
(see Box2.5).

The substantial investment in the architecture and processes of coordination
I within the humanitarian sector over the last decade offers considerable potential
I for encouraging and supporting field level learning. Three particular mechanisms I

are considered here: the Consolidated Appeals Process (CAP)and its integral i
I

; Consolidated Humanitarian Action Plan (CHAP) process, the Humanitarian.
I . I

Information Centres (HICs)and inter-agency coordination meetings.

, CAP/CHAP

I In recent years the CAPprocess has developed to cover the full programme cycle
i with the CHAP covering the activities involved in preparing the Consolidated
Appeal (ie, context analysis; needs assessment; scenario building; goal setting; i

role/responsibility setting and response planning). Workshops of 2-3 days
duration are now central to the CHAP process. Such workshops provide an i

excellent opportunity for:

IL _
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i • consideration of lessons from previous operations in the country (including

previous CAP activities if available);

'bringing in' relevant learning from operations elsewhere;

creating communities of practice around particular activities;

bringing together the work of different inter-agency sectoral working groups.

The monitoring, evaluation and reporting activities undertaken after the launch

of the Appeals also offer excellent opportunities for cross-organisational

reflection on experience and the identification of lessons. While the current CAPI
CHAP arrangements recognise the importance of learning, it would seem that

the considerable potential for making learning integral to the process and

exploiting the opportunities presented has yet to be fully realised.

HIC

The HIC model of a 'common framework' coordination support and information

sharing service to humanitarian agencies (whether UN, NGO or government) is

generally highly valued. HICs have now been implemented in seven operational

contexts (Kosovo, Eritrea, Afghanistan, Occupied Palestinian Territories, Iraq,

Liberia and Darfur). While this list is somewhat limited in relation to all the

locations where humanitarian operations have been undertaken, it does include

many of the larger operations. As technically competent entities sharing large

volumes of information and knowledge, and viewing all humanitarian agencies

as its clients, the HICs have significant potential in supporting field level learning

among and between humanitarian agencies during an operation. However, the

provision of learning support is not currently on the agenda of the HICs; the 'to

do list' of HICs is already crammed and coordination support will always be the

top priority. A recent OFDA/DFID evaluation gave no consideration to such a role

(Sida & Szpak, 2004).

.~----~--------------_._-
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Inter-Agency Coordination Meetings

Coordination meetings are often the only time that representatives of many of
the organisations participating in an operation actually come together. Most
coordination meetings seek to maximise the amount of information shared 'in the
shortest possible time and generally offer few if any opportunities for reflection
or learning. In addition there are often a significant .number of 'new faces' at
each meeting and participants take care about what information they share with
the full group and how they express it. The time-pressured context and limited
levels of trust operating within many coordination meetings serves to limit their
potential as mechanisms for field level learning. Nevertheless, there may be
room for building reflective questions into the agenda (for example, where do vee.
think we are doing well/making good progress? Where do we feel we are being
challenged/being less effective?) or for encouraging smaller group meetings to
take place before or after the main meeting in order to create more opportunities

, for building trust and giving time for more reflective exchanges.
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Notes pubs/pdfs/faulkner2004.pdf. Fernande
Faulkner and Brian Foster also
conducted the interviews on which this
chapter is largely based, and presented
their findings at various ALNAP venues.

6 The fact that Macnair's study included
both development and relief staff may
make the data only very roughly
comparable, as development workers
might be expected to receive more
adequate support for learning from their
organisations.

1 The authors would like to thank in
particular Fernande Faulkner and Brian
Foster for the research on which this
chapter is based; the research Advisory
Group made up of John Borton, Bruce
Britton. Ian Christoplos. Suzanne Frueh,
Mark Hammersley, Sean Lowrie, John
Mitchell, Paul Whiffen and Helen Young;
and peer reviewers Ted Kliest and Ben
Ramalingham.

2 This chapter draws heavily on a
background paper commissioned by
ALNAP from Fernande Faulkner and
Brian Foster. This paper is available on
the ALNAP website at www.alnap.org/
pubs/pdfs/faulkner2004.pdf. Fernande
Faulkner and Brian Foster conducted the
interviews on which this chapter is
largely based, and presented their
findings at various ALNAP venues.

3 The fact that Macnair's study included
both development and relief staff may
make the data only very roughly
comparable, as development workers
might be expected to receive more
adequate support for learning from their
organisations.

4 Concrete experience is the basis for
observation and reflection, from which
new action can be deduced. In order for
new action to happen, and in the process
of reflection, a person will create his/her
own ideas (theory) about how something
might work. This new theory then
serves as a guide in terms of how to
produce the new action and how to test
its implications.

7 A number of job postings in Darfur,
Sudan, being circulated at the time of
writing (July-August 2004) expect
appointees to be in the field within a
week, which allows scant time for
briefing.

S For further details on debriefing, see the
People in Aid Handbook (2004a).

9 Performance planning by the supervisor
and worker is forward rather than
backward looking and may well be a
more positive experience for the worker
and may help the worker avoid negative
behaviour and defensiveness.

10 Aid Workers Network aims to protect
the openness and accessibility of the
Network, and therefore has chosen not
to introduce a subscription fee. A
negative consequence of this decision is
the on-going difficulty in establishing a
sustainable funding base. Despite ample
evidence that demonstrates Network
services meet expressed demand, and
hint at the enormous latent potential
among the international development
community for horizontal, demand-led
knowledge sharing, the continued
development of this innovative
community of practice is at risk.

5 This chapter draws heavily on a
background paper commissioned by
ALNAP from Fernande Faulkner and
Brian Foster. This paper is available on
the ALNAP web site at www.alnap.org/

11 http://www.bond.org.uk/lte/smolnet.htm

12 http://www.forcedmigration.org/
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1 Introduction

This chapter synthesises lessons learned and conclusions from evaluation reports

provided to the ALNAPEvaluative Reports Database in 2003 and early 2004.2 It is the

fourth such synthesis carried out by ALNAP since 2001, and draws not only on this

year's evaluation set but also on cumulative evidence.

The evaluation set provided a particular challenge in that it represented a very

disparate group of evaluations, with 20 covering Afghanistan and Southern Africa

and the remainder a wide range of other topics. The chapter is therefore organised

around these two high profile emergencies, both of which emerged as a special

priority for donors and agencies and both of which revealed ways in which politics

and humanitarianism are seamlessly entwined - in the Afghanistan case through the

military intervention led by the US, and in Southern Africa in the debates on

genetically engineered (GE) food aid. In fact the politics of food aid bring these two

emergencies together thematically. The two cases also throw light on other key

ongoing humanitarian dilemmas, including the issue of targeting.

Despite a similarity in core themes the two cases are very different. The Southern

Africa case mainly involved programmes to prevent large scale mortality from lack of
food security in the context of a slow onset and complex 'natural disaster'. This was

compounded by structural problems of poverty as well as HIV/AIDS. Afghanistan, on

the other hand, involved rapid humanitarian action as one part of a wider US-led

geopolitical response post-'9/11'. Humanitarian action in this case involved the

layering of humanitarian response onto military interventions in a highly politicised

context, accompanied by a media scrutiny probably not seen since Band Aid in 1985.

To dovetail with the theme of this year's Review, and in preference to focusing on

results this year, greater attention has been given to the lessons evaluations provide

for current and future interventions. The chapter therefore incorporates lesson

learning points throughout. It is organised as follows: Sections 2 and 3 present the
two main case studies of Southern Africa and Afghanistan. The main sectoral focus

of these cases is food aid. Section 4 then covers the cross-cutting themes of national

staffing, coordination, and protection and human rights. Details on the dataset,

including a breakdown by source and focus of evaluation, are provided in Annex 2.
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2 The Southern Africa Emergency3

2.1 Background to the Emergency

The food security crisis in Southern Africa in 2002 led to a significant regional

humanitarian intervention. At the height of the emergency UN agencies estimated

that more than 14 million people were in need of humanitarian assistance due to a

combination of factors, including food insecurity, HIV/AIDS, poor social services,

detrimental policies and deteriorating economic conditions. By the end of June 2003

approximately 82 per cent of the US$656 million requested in the revised 2002 UN

Regional Consolidated Appeal had been funded. The WFP EMOP (Emergency

Operation) alone totalled some US$513 million and targeted over 10 million people in
the period July 2002 to March 2003.

2.1.1 Timeliness oi the response

The complexity of the emergency was mirrored by a lack of clarity around the

response. For example, though contested, the response was arguably slow off the

ground with the consequence that some deaths might have been averted. This

slowness operated at two levels: the time it took to acknowledge the pending

disaster and the problems with food aid encountered in the initial months of the
response.

The IFRC (2003:69) states: 'In mid-2001 evidence emerged of a looming food security

crisis in southern Africa. Despite the first NGO reports of an impending disaster

emerging in September-October 2001, for a period of nine months the severity of the

crisis was not acknowledged and no in-depth analysis was undertaken.' Yet the

response that did eventually take place was viewed as unusual in that it was

organised as primarily preventive - that is, in order to avoid significant anticipated

increases in excess deaths during the up coming 2002-3 hungry season. In this

respect it represents the kind of preventive action that critics of the humanitarian

sector have been calling for. Thus although an increase in excess mortality in 2001-2

prompted significant preventive humanitarian action for 2002-3, the response was
seen by many as late in coming.
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On the second point the WFP evaluation (September 2003:21-22) notes considerable
slippage in the provision of food aid during the first months of the relief operation

due mainly to the GE issue but also because of an initial lack of implementation

partners in some of the countries. By December 2002, only 43 per cent of food

targeted for distribution had actually been distributed. The evaluation links this

slippage to failing livelihoods given that food aid would have supported households'

general livelihood patterns. There were frequent short rations and non-distribution

of beans and corn-soy blend. Oil was only introduced very late in the programme

and then not in all areas.

2.1.2 Nature and scale of the emergency

The nature and scale of the emergency has also been debated. The WFP evaluation

(ibid) notes that the food gap may have been over-estimated. The wider point,

however, is that needs assessment mechanisms were inadequate as far as designing

a sound response was concerned. For example, the SC-UK Malawi evaluation

comments (April 2003:10): '[A]n important element of the context in which the food

crisis occurred in Malawi was the extent to which confused analysis of key

indicators, misconceptions about the general country situation, and fixations with

particular aspects of a complex situation lead to delays in appropriate response, and

a failure to prioritise "the humanitarian imperative".' Darcy et al (2003a:4-5) see more

complex patterns:

Although it is widely agreed that there is a crisis in Southern Africa, it is

characterised in a variety of ways from 'food crisis' through to 'complex

emergency' to 'development crisis' to 'governance crisis' or 'HIV/AIDS

crisis'. Arguably, each describes a different facet of a complex problem ...

None of those interviewed described the current situation as a 'famine',

though the potential for famine and the need for preventive interventions is

the rationale for most of the humanitarian response ... A common theme

during discussions was the problem of distinguishing normal situations

from those that were so abnormal as to demand a distinct (humanitarian)

approach as opposed to an extension or modification of existing

development approaches.

Determining the extent of the crisis is also of importance to determining whether the

goals and objectives of humanitarian action were met. Reflecting multiple

perceptions of the crisis, as well as ongoing pressures to link humanitarian action to
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development, agencies tended to set dual objectives - the first related to avoiding

starvation, the second to supporting livelihoods. WFP's Emergency Operation, for

example, included the objectives 'to prevent severe food shortages at household

level that could lead to the deterioration of nutritional status and starvation' and 'to

preserve productive and human assets' (WFp, September 2003:1). While the former

objective may have been realistic the ability to achieve the latter was compromised

by structural features, in particular HIV/AIDS, failing economies, and global trade

and governance issues, all of which have led to a 'failure of development'. In such a

context there are no clear answers as to what humanitarian action can be expected

to achieve in support of longer term solutions. This strongly suggests that agencies

need to be clearer about what can be accomplished in an emergency intervention.

Perhaps the best that can be done is to lay the groundwork for reconstruction and

development to take place. As noted in previous Annual Reviews, LRRD is still
proving problematic.

2.2 Was the Intervention a Success?

The Southern Africa intervention reflects well a central conclusion from past Annual
Reviews that humanitarian action achieves short term but not longer term objectives.

Three of the evaluations make this point: SC-UK [April 2003), DEC [January 2004),

and WFP [September 2003). The SC-UK evaluation [April 2003:4) comments: 'It's

important to note that all parties in Malawi interviewed by the consultant agreed that

the causes of vulnerability and severe food insecurity in rural Malawi have yet to be

addressed and until they are, Malawi will continue to need targeted food aid each

year in order to prevent starvation among the most vulnerable.'

How short term objectives were met is made fairly clear in the reports. This was a

standard humanitarian intervention that ultimately succeeded in distributing large

amounts of food aid to hungry people across a wide geographical region. The

importance of working with good implementing partners and the key role of skilled

agency staff are emphasised. However, who the main actors were in this short term

success story is contested. The SC-UK [April 2003) evaluation notes that the

Malawian President, WFP and NGOs all claimed credit, but that credit is also due to

community leaders who embarked on a process of blanket redistribution of food
originally targeted at specified vulnerable groups. This is a key point and is covered
in more detail below.
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2.2.1 Failure to meet longer term objectives

In addition to inadequate food aid at the beginning of the response (see WFP,

September 2003:21-22 quoted above) which compounded efforts to support

livelihood strategies, evaluations suggest that agencies' lack of strategic analysis also

meant they found it difficult to achieve longer term goals. This is covered in

particular in the DEC evaluation (January 2004) and supported by om research on

needs assessment (Darcy & Hofmann, 2003).

Overall, humanitarian action was not supported by longer term strategic planning

even where agencies had ongoing development programmes. Lack of understanding

of the (very complex) context appears to have been a significant issue (DEC, January

2004:3, 20-21):

The current debate about whether the crisis was overstated or not seems to

reflect an underlying lack of knowledge about the communities with whom

the DEC (and other) agencies have been working. There seems to be a real

lack of underlying data and understanding about what is going on in areas

where agencies may have had ongoing development programmes. This not

only raises doubts about the appropriateness of some of these long-term

programmes, but also means that agencies find it difficult to objectively

assess the impact of shocks on the communities involved.

Given that this is an endemic problem in humanitarian action what can realistically

be done?

Household and community structures in Southern African countries are complex,

and humanitarian action by its nature is short term and usually insufficiently linked

to development programmes. The evaluations do not provide specific advice in this

area except to note the importance of community consultation. There is also strong

recognition of the importance of understanding and supporting livelihoods -

something which perhaps would have been absent five years ago and is anyway a

contested issue in terms of whether it is appropriate to locate livelihood support

within humanitarian response. Notwithstanding, the SC-UK Household Food

Economy approach, as noted in the me ta-evaluation, offers an excellent alternative to

current practice in most agencies, especially as it has the potential to provide a better

understanding of context and capacities. ALNAP's (2003) Practitioners' Handbook on
Participation by Orisis-affected Populations in Humanitarian Action also provides
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substantial guidance on participatory needs assessment. Other suggestions are

picked up in the section on targeting below.

2.3 Targeting in SouthernAfrica

Targeting is a, and perhaps the, central architectural feature of humanitarian

response. However the main lesson from the evaluations is that there is still much

for the humanitarian community to learn on this issue. Indeed targeting, particularly

the issue of individual as opposed to community targeting, has been analysed in the

previous two Annual Reviews so that lessons can be drawn here from evaluations
covering three years.

A number of different methods are commonly used for targeting. Those employed

across Southern Africa involved:

geographical targeting of 'hunger hotspots' ;

temporal targeting which pays attention to seasonality,

household targeting based on vulnerability profiles and food security indicators,

decided jointly by community committees and agencies (often to no more than

20 per cent of households within a community);

activity targeting of groups with unique or specific needs (for example, school

feeding, special rations for HIV/AIDS affected families, food for work); the

relative share of activity targeting compared to general food distributions ranged

from high (more than 80 per cent in Mozambique) to low (less than 20 per cent
in Zimbabwe).

Evaluations expressed concern about national and regional needs assessment

mechanisms, including those of the Southern African Development Community's

(SADC) Vulnerability Assessment Committees (VACs).The VACsystem was set up in

2000 to institutionalise vulnerability assessment work in the region to allow for

better targeting. However, NAO (September 2003:19) notes: 'DPID has expressed

doubts as to the reliability and consistency of the assessments being carried out by
the Vulnerability Assessment Committees throughout the southern Africa
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humanitarian crisis. A key concern is the mixture of different approaches and

methodologies being used by different National Committees, which presents a

challenge for decision makers like DFID in trying to prioritise interventions on a

country by country basis.'

Conversely the WFP (September 2003:20) real-time evaluation comments 'that the

needs assessments underlying the Southern Africa emergency operation were for

the most part sound and credible' and that: '[t]he SADC-led rolling VACassessments

were a unique example of a highly coordinated and collaborative process that

involved most agencies with proven expertise in conducting emergency needs

assessments (ODI study) ... The results seemed to prove the assessments right:

nearly 100 percent of the required food aid was actually resoureed ... Nevertheless,

there have been critics. Some have claimed that that needs were overestimated or

that formal assessments were not central to donor decision making."

2.3.1 Community level household targeting

Of particular concern to all evaluations was the community level household targeting

of food aid towards the vulnerable. SC-UK (April 2003:5), for example, argues in the

case of Malawi that there was a considerable difference between the ways in which

agencies and communities considered food aid should be distributed:

Through the course of the evaluation major reservations and concerns have

been expressed about the appropriateness of the Community Managed

Targeted Distribution (CMTD) approach to food distributions advocated by

SCUK and adopted by all the NGO members of the JEFAP [Joint Emergency

Food Aid Programme] consortium who have participated in the WFP

emergency food distribution programme. The reservations around CMTD

are that it is inappropriate culturally (i.e. given the need for communities to

"share" food during the acute emergency of Jan-April 2002) [and] that it has

been inappropriately applied from a technical point of view (i.e. in

circumstances where less than 50% of the community is being targeted for

assistance).

In fact CMTD may be something of a misnomer as WFP set the target group and

ration sizes and asked the communities to identify the 10 to 20 per cent of
households within the community who were to receive the rations."
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This evaluation (ibid: 19) also argues that the CMTD likely undermined community

cohesion and cooperation, and evidence was provided by village representatives that

many of those not being targeted for food aid were subsequently unwilling to fulfil

community responsibilities. In addition, it suggests that CMTD threatens the future

of indigenous support and coping mechanisms. This is because CMTD does not

recognise existing community relations and indigenous means of transferring

resources. This could create the danger in future acute food crises that the level of

support from those who have food to those who do not will be reduced. It quotes

community leaders' comments in an SC-UKmonitoring report (ibid) thus:

Should you be considering bringing food aid to us, mind the way you tell us

to target at this difficult time, when all people are equally affected. Have you

not seen for yourselves the households we called rich a few months ago

eating roots and boiled vegetables? Do you expect us to discriminate against

them? ... It would be better for you to give us smaller rations (for the whole
village) than segregate any member of our community.

The evaluation of WFP's intervention also includes a detailed discussion of coverage

and concludes (September 2003:26): 'While targeting relief assistance to the most

needy households and individuals is the ideal and generally expected by donors,

concerns arose over time that an excessive focus on household targeting can

become ineffective (due to redistribution), wasteful of implementation partner staff

resources and go against the culture of communities.' Similarly a larger SC-UK

review of the community managed targeting mechanism in Southern Africa

(December 2003) found that despite considerable effort invested in establishing a

detailed household economy analysis needs assessment as a basis for developing

targeting criteria (see the meta-evaluation) communities diverged from these

external criteria according to local perceptions of need. This review differentiates

between community redistribution methods due to insufficient food on the one

hand, and corruption on the other. It notes that excluding the better off may

undermine long term intra-community support mechanisms and recommends

further research into the dynamics of the process and how food aid interventions

can be modified to ensure impact on the poor while allowing for the sharing of
resources.

Despite these issues, evaluators are realistic as to the constraints of running an

emergency operation and meeting the requirements of all the different actors,
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including donors. SC-UK's nuanced discussion (April 2003:5) concludes contra-

dictorily: 'evaluations of the effectiveness of the [CMTD]method did suggest that the

majority of the communities being served felt it was better than any alternative.

Indeed there did not appear to be any alternative to CMTD which could have

satisfied donors and provided consistency in approach among all the NGOs involved

in food distribution.' However, satisfying donors' needs should perhaps not be the

overriding priority in humanitarian interventions. In addition, both an SC-UK and

WFP monitoring report in Malawi quoted in these evaluations agree that the majority

of targeted beneficiaries represent most food insecure households.

The lack of a fit between agency and community requirements appears to stem

from difficulties of attuning agency policy and practice with cultural norms - not an

unusual occurrence in humanitarian action. The DEC (January 2004:37) elucidates:

'agencies share a world view centred around individuals as the basic unit of

society ... but this is not a world view shared by most rural communities in

southern Africa for whom a collective unit comes first.'6 This evaluation also points

out that while the poorest 10 to 15 per cent of households could be identified

relatively easily, there were very few tangible wealth differences between the next

poorest 60 to 70 per cent of households. The evaluation also notes that primary

stakeholders were not consulted as to their needs; nor do there appear to have

been adequate mechanisms for linking the micro assessments that did take place

to macro level findings.

2.3.2 Lessons learned

Cumulative evidence from this and previous Annual Reviews suggests there is

overwhelming evidence from a large number of evaluations that agency policy and

practice is out of keeping with local culture, and that communities are forced to

redesign emergency programmes to fit with their culture of sharing." There are two

important implications: resources are being wasted by agencies determining

targeting strategies that only partly work; and the effectiveness of interventions may

be undermined.

These issues have been known to agencies for some time, but knowledge has not yet
turned into appropriate learning and action. Chapter 2 differentiated between
information exchange and learning, and the failure to change targeting practice

suggests that while information about the mismatch between community and
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agency perceptions of targeting is available, little learning is taking place. Chapter 2

also identified lack of learning about and from communities as a central constraint to

better practice. The targeting issue exemplifies this.

Perhaps because this information has emerged before, the Southern African

evaluations are more thoughtful in terms of learning and how targeting could be

organised better next time. For example, SC-UK (April2003:20) notes that NGOs may

attempt a more relaxed version of CMTD in future food distributions. WFP

(September 2003), on the other hand, considers the trade-offs that could result from

an emphasis on geographic targeting: on the one hand this could provide resources

to a higher percentage of households in a particular area, which may prevent

redistribution by communities; on the other it could compromise an equal response

to the food aid needs of all food insecure households in a country. The evaluation

concludes (ibid:28): 'there may be value in revisiting some aspects of the targeting

approach. The notion of providing a full monthly reference ration to a limited

number of most needy households may not be appropriate in a context of

widespread need. Moreover, WFP's understanding of the number of people in need

of food assistance would benefit from a comprehensive review of the FAO/WFP

CFSAM methodology at the corporate level as this should shed more light on the

intricate inter-relationship between macro analysis of food shortfalls and micro
analysis of household food insecurity.'

In fact there has been a corporate WFP response to the real-time evaluation

recommendation for the development of a corporate policy and operational guidance

on targeting and distribution strategies. There has also been a review of the concept

of individual and family reference rations in the light of improved understanding of

community social support mechanisms and household coping capacities, including
the role of famine foods.

It is to the credit of the evaluations that they raise this issue in a systematic manner,

noting at the same time the trade-offs between different approaches. Continuing to

focus on this issue could help agencies and donors alter many of their long held

assumptions and modalities of operation. Among the questions that remain are:

How can large scale interventions across a number of countries or within

individual countries be aligned with local culture?
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How does community sharing differ from country to country and community to

community?

What are the effects of community organised distribution of resources in terms

of equity, for example gender equality?

What is the next step forward on this issue? For example, do we need tailored

research into how practice might be improved as suggested by some evaluation

reports?

2.4 Genetically Engineered FoodAid8

GE food aid was an important political issue for donors and recipient governments

and had a significant impact on the emergency operation which took place against

a global debate on the risks of GE foods and consumer rights." It added one more

area of complexity to an already complex operation, with some recipient

governments claiming that donors were attempting to introduce GE crops by

underhand means; also that key exports to Europe would be threatened.

Conversely donors claimed that national governments were playing politics with

the lives of their hungry populations.t?

Currently about two-thirds of food aid is provided by Canada and the US. As growth

of GE soy products, maize and vegetable oils - which are prominent in food aid

donations - are widespread in these two countries, it may have been difficult or

impossible to source the WFP emergency operation totally with non-GE products.

After several governments refused to accept GE donations a compromise was

reached where the government of Zimbabwe agreed to swap GE maize for its own

stocks; Zimbabwe, Lesotho and Mozambique agreed to accept GE maize as food aid,

with milling done before distribution; Malawi required milling during the growing

season; and Zambia did not accept GE food aid. In fact, Swaziland was the only one

of six countries assisted in the regional operation not to place any restrictions on GE

food throughout the crisis.

In the aftermath of the crisis concerns were voiced that more could have been done by
agencies to predict the rejection of GE foods by Southern African governments, as weil

as to help them formulate policies earlier.v' Furthermore, in light of the current wider
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debate on GE food it would have been useful for the evaluations of the Southern Africa

crisis to assess the implications of GE food policy in a humanitarian context, with a

view to learning for future interventions.te However the reports reviewed make scant

reference to GE food policy in this broader context, though do highlight issues of cost-

effectiveness and accountability to beneficiaries while also drawing attention to the

resourcefulness of the agencies involved (WFP,September 2003; CAFOD, September
2003; DEC, January 2004).

The WFP real-time evaluation deals with GE food aid mainly in terms of the

challenges faced by WFP with logistics and pipelines - that is, in ensuring a steady

food aid supply given the disruptions caused by governments refusing GE foods.

The 'GMO issue', as it is termed, led, according to the WFP evaluation, to a rethink of

the whole food aid supply scenario, with a greater reliance on cash for local, regional

and international food purchases. Indeed the rejection of US-donated GE food aid

prompted 'the largest local and regional purchase in WFP's recent history'. The

report goes on to note good practice in regional procurement: 'Purchases were

usually made in small lots, as a deliberate policy not to adversely affect the market'

(WFP, December 2003:57). In addition the requirement to mill grain in a number of

the Southern African countries allowed WFP to take the initiative to fortify flour with

additional nutrients - which was especially relevant given the HIV epidemic and

additional nutritional requirements required by AIDS victims.

These innovations made at short notice detracted to some extent from the efficiency

of the intervention in other areas. WFP also notes: 'the cost of South African maize

was sometimes high: up to $195 a ton in late 2002' (ibid:57) with the depreciation of

the rand against the dollar being the biggest factor behind price rises. Moreover DEC

(January 2004:29) reports uneven allocation of funds as a result of the GE issue:

Zambia, Malawi, Zimbabwe and Angola attracted 92% of the DEC funding.

What was surprising was that Zambia, which was probably the least affected

of these four countries, attracted more DEC funding than the other three.

Reasons given included ... the refusal by the Zambian government to accept
food containing genetically modified material.

Furthermore, the assertion by the DEC (ibid:45) that beneficiaries were in some

cases misled by agencies or not sufficiently aware of the issues involved is
particularly alarming, and is a clear issue to be addressed in future operations:
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Agencies were not open about the reasons for changing from whole grain to

flour distributions. Beneficiaries in Malawi were told that this was to lessen

the time and cost burden of milling rather than the truth, which was that it

was being milled because it contained genetically modified (GM)material. By

contrast beneficiaries in Zambia were told about the GM issue (ibid:

Annexes, 98).

As with other key humanitarian issues, including protection, the humanitarian-

military interface, and HIV/AIDS, humanitarian actors have tended to be reactive

with regard to the issue of GE food aid such that the Southern Africa crisis has been

something of a watershed with respect to this issue. This prompted WFP to release

two policy papers in October 2002 and February 200313that reiterated that GE food

aid is governed by the same international principles as other food aid and that

donation and receipt should be dependent on national policy. This heralds the status

of GE food as an issue for current and future humanitarian interventions.

2.5 HIV/AIDS

The interaction of food insecurity, political and economic factors and HIV/AIDS has

been the subject of considerable discussion as a result of the Southern Africa crisis.

What were the findings of evaluation reports?

The reports agree on the importance of taking HIV/AIDS into account but disagree

as to its impact on the crisis. Some reports argue that the epidemic should not be

given greater priority than other emergency related factors. DEC (January 2004:18)

comments: 'AIDS is having a real impact on communities in southern Africa.

However, the evaluation team formed the view that HIV/AIDS was only one factor in

a complex web of causation and that there was no evidence for claims that the

emergency was driven by HIV/AIDS. Further research is needed on the linkages

between HIV/AIDS, coping strategies and food security. Several DEC agencies noted

that they had amassed large data sets around such issues but have not yet been able

to analyse them.'14

The WFP evaluation on the other hand notes that HIV/AIDS is one of the key factors
in the origins of the food crisis. The evaluation is generally positive about the
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agency's response to HIV/AIDS, praising innovative activities to improve awareness,

advocacy, prevention and treatment. For example, the food aid ration for general

food distribution took into consideration the increased energy and nutrient

requirements of people living with HIV/AIDS - although insufficient resources

available under the EMOP, especially the insufficient provision of fortified blended

food, did not allow these additional requirements to be covered in the operation's

first six months. The evaluation also suggests that the resources allocated to food aid

as opposed to other sectoral needs may have to be revised in future operations

(ibid:44): 'The disproportional response to food requests over other sectoral needs

within the regional CAPmay have over-stressed the role of food in addressing HIV/

AIDS. Food aid can act as a catalyst in, for example, changing work patterns and in

bolstering nutritional requirements, but its impact as a stand-alone intervention, as

WFP has constantly stressed, is untested and undoubtedly insufficient.'

The HIV/AIDS epidemic impacts on the aid system in one of the areas where it is

weakest - the lack of linkage between relief and development. As the DEC HIV/AIDS

background paper argues (DEC, January 2004:17):

The HIV/AIDS epidemic reinforces the need for humanitarian systems to interact

more effectively with long term development assistance. There is clearly a need to

engage with development actors about long term responses to food insecurity and

HIV/AIDS. The possibility that the impact of HIV/AIDS will exacerbate vulnerability
to the extent that crises are triggered more easily also reinforces the existing need

for more investment in disaster preparedness and mitigation. However, the core

business of humanitarian relief should remain focused on saving lives and alleviating
suffering in response to acute crises. In doing this in the context of an HIV/AIDS

epidemic, it is important to apply an HIV/AIDS lens to humanitarian programming

across the different sectors of response and across the programme cycle."
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3 The International Responsein Afghanistan

3.1 Background to the Emergency

As one of the many 'southern' countries caught in the Cold War between Soviet and
US foreign policy interests, Afghanistan has experienced significant conflict and

decline in quality of life since the Soviet invasion in 1979. The war against the Soviet

Union was followed by five years of civil war between 1989 and 1994, which in turn

was followed by fighting between the Taliban and the Northern Alliance. This

ongoing conflict has generated, at times of peak crisis, some of the largest refugee

movements in the world. It has also devastated the social and economic

infrastructure of the country. Additionally the region has been affected by drought

since 1999 which has caused further impoverishment and, combined with the

ongoing impact of civil war, massive internal displacement. As a result the country

currently has human development indicators among the lowest in the world.

It is against this complex backdrop of ongoing conflict and concurrent humanitarian

crises that the current emergency needs to be considered - particularly as in each

era of humanitarian action it has been the 'political patrons who have influenced the

shape, contents, and outcomes' of humanitarian response (Smillie & Minear, 2004).

This is only too apparent in the current crisis where, as in Iraq and previously in

Kosovo and as discussed in Chapter 1, a major humanitarian operation is being

carried out within the context of western military intervention. Indeed Smillie &

Minear state that the US has been promoting its humanitarian efforts in Afghanistan

as an 'integral part of the war against terrorism ... "It should be regarded as a

genuine second front".' In this respect 'the latest "humanitarian" endeavour has

learned little from the past' (ibid).

3.1.1 Proportionality and aid flOWS16

As perhaps the most politicised of recent conflicts and humanitarian operations, aid

flows have also been politicised and the lack of proportionality as well as

contestation over control of resources have been a central feature of aid
disbursement in Afghanistan.
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Smillie & Minear (2003) estimate that of the US$10.2 billion disbursed to Mghanistan

for the year beginning October 2001, 84 per cent was committed to the Coalition's

war against al Qaeda and the Taliban, 9 per cent to humanitarian action, 4 per cent to

international peacekeeping, and 3 per cent to reconstruction. Of the 9 per cent, or

approximately US$1.1 billion for humanitarian action, some 65 per cent was directed
to food security and IDP and refugee issues.

Disbursements and planned disbursements have been relatively low in comparison

to other recent high profile emergencies (Figure 3.1). Funding for reconstruction in

particular is limited, and one of the most common complaints of the Transitional

Government of Mghanistan (TGA) is that the vast majority of aid is short term food

aid as opposed to development assistance. In addition, disbursement of longer term
aid against pledges has been slow.

As noted in Chapter 1, whether aid is defined as relief or rehabilitation becomes

highly political in a context where the Mghan authorities and international agencies

contest control over funds. Indeed direction of aid flows by recipients illustrates that

the Mghani administration has been largely bypassed. TGA figures note that of the

US$1.84 billion grant money disbursed since the Tokyo conference (January 2002 to

March 2003) some US$296 million or 16 per cent was received by the Transitional

Government, as opposed to 31 per cent to private contractors and 24 per cent to
INGOs (TGA, 2003).

Both the definitional issue and the fact that the TGA was largely bypassed have

obvious implications for capacity development initiatives and evaluations found that,

yet again, agencies have largely failed to build local capacity. The ALNAP-sponsored

study on participation in Afghanistan after the Nahrin earthquakes in March 2002

(Grunewald, 2003) also found that capacity development for local communities and
primary stakeholders was rare, and that no examples of participation or consultation

with the affected population took place during the immediate earthquake response.

Tensions have concerned both reconstruction funds and disputed definitions of

what constitutes humanitarian action. Whereas humanitarian actors can make the

case for impartiality and independence from national authorities, the same cannot be

said for actors working on recovery. However, the line between relief and recovery

is often so thin that the potential for conflict in this area is great." As Costy notes
(2004:156):
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[G]reater national control over the management of external resources in a

highly aid-dependent environment was a central issue that needed to be

addressed as part of the peace-building agenda. [S]overeignty is reinforced

where there is domestic authority to control who gets what in the national

economy on the basis of internal political decision-making. The tension

between the logic of peace-building and regime consolidation, on one hand,

and independent humanitarian action, on the other, goes to the heart of the

humanitarian dilemma in post-Taliban Mghanistan and, arguably, in similar

transitional situations elsewhere. Such contested definitions of the purpose

of aid can only complicate the LRRD transition.

In comparison, absolute amounts flowing into Afghanistan have been high. As the

CAPMid-Year Review Status Report for 2002 points out (OCHA, 2002:14): 'It comes

as no surprise that response has been impressive, with already 48% of needs met.

Excluding Afghanistan, response to the remaining 18 Consolidated Appeals is 29%.'

The Mghanistan CAPappeal was 50 per cent more than for the whole of Africa, with

7.5 million targeted beneficiaries in Mghanistan as opposed to almost 15 million

throughout Africa.

Despite the significant resources flowing into Afghanistan, no systematic attempt

has been made to date to assess the overall results of humanitarian action. There are

a number of individual research papers (for example, IFRC, 2003; Lautze et sl, 2002)
plus the 14 individual agency evaluations on which this section is based." The fact

Figurr: :3.1 Grant Disbursements Per Capita in Recent Emergencies (US$)
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that there has been only one attempt at a joint evaluation involving two agencies

points to a potential significant waste of resources and loss of an opportunity for

learning from a joint evaluation - an option recommended both by Stockton (2002)

and OECD-DAC (2001). This is certainly an area of work that ALNAP could
champion.

3.2 Was the Intervention a Success?

As with Southern Africa, reports illustrate that the humanitarian sector was once

again able to meet its short term objectives - although lack of reliable data, for

example on needs, clouds the picture somewhat. Also as with Southern Africa,

reports reveal competing opinions about what did/didn't work. For example, while

King's College (2003:C6) notes that: 'donors were reasonably successful in fulfilling

the emergency humanitarian needs of the Afghan people', at least in terms of

disbursements, GAO (June 2003) states that donor support was inadequate (see

below).

The OECD-DAC (2001) lesson learning paper 'Aid Responses to Afghanistan:

lessons from previous evaluations' provides a particularly useful framework for

determining the overall results of humanitarian action in Afghanistan, and which

lessons have or have not been learnt. Its lessons can be distilled as follows:

Humanitarian aid needs it own space. Humanitarian principles of impartiality

and neutrality need to be respected, and evidence suggests that failing to do this

is likely to lead to reduced access to at-risk populations. Military provision of

humanitarian aid has been found to be inefficient.

At the same time political, military, economic and humanitarian instruments

need to be coherent in working towards the same policy objectives. This was of
particular importance in the Afghanistan situation because of a growing gap

between secure areas which received international attention - for example,

Kabul - and the cities and rural regions deemed too dangerous by international

agencies to work in.

International engagement should be long term, with sustained engagement and
capacity development of local authorities as opposed to a massive influx of
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international organisations so as to ensure links between humanitarian action,

rehabilitation and development.

The situation should be managed as a regional crisis.

The need for coordination and a willingness not to 'fly the national flag'.

Separation of military and humanitarian roles; the primary role of external

military forces should be the provision of security and protection rather than aid

delivery.

Demobilisation.

The need for improved monitoring and evaluation.

An accurate assessment of whether these lessons have been learnt - for example, in

relation to protection, human rights, impartiality and coordination .- is not yet

possible since there has not yet been a systemwide evaluation of humanitarian work

in Afghanistan (though one has now been planned; see footnote 18). Nevertheless

the 14 evaluations on which this section is mainly based do provide some important

information on how well the humanitarian sector performed.'?

3.3 FoodAid

Donor contributions to WFP as of May 2003 were some US$288 million. This

targeted 9 million beneficiaries with 550,000 tons of food. A further two-year

protracted Relief and Recovery Operation document went to the WFP board in

February 2003 for an additional US$337 million.

Individual NGO and other evaluations conclude that interventions were generally

successful in meeting short-term objectives (for example, Tearfund, May 2002, July

2002; Islamic Relief, June 2002; MSF-H, May 2002; CARE, September 2002). The

Concern evaluation (November 2002:11, 20) found that: 'despite significant con-
straints, Concern Worldwide performed commendably - both in the eyes of its

beneficiaries and in the perception of its partners and donors.' In this case food aid
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was assessed as having reduced distress migration and freed up household income

to help avoid negative coping strategies such as sales of household assets and
increased household debt.

ECHO (August 2002) and Oxfam (October 2002) produced similar findings about the

way in which that agency's intervention supported local coping strategies. Lautze et

al (2002) conclude from focus group discussions with over 1,000 Afghanis (January

to May 2002) that the humanitarian operations have been impressive. For example,

the study notes that where food aid commodities have reached food insecure areas

this has saved lives, discouraged migration, protected families from further

indebtedness and allowed households to delay marriages of young girls. Few

households, however, have received adequate assistance to reverse downward

trends in food security, partly because of the inadequacies in the bundle of

assistance being provided (for example, a limited depth and breadth of relief

interventions) and a strong bias towards distribution closer to urban areas and

major road networks.

According to the US General Accounting Office evaluation, WFP efforts were broadly

successful. However donor support was lacking and there were considerable

inefficiencies due to tied aid practices (GAO,June 2003:13):

The emergency food assistance provided to Afghanistan ... benefited

millions and was well managed, but donor support was inadequate. WFP

delivered food to millions of people ... helping avert widespread famine. In

addition, WFP managed the distribution of US and international food

assistance effectively ... to ensure that food reached the intended

beneficiaries. However, inadequate and untimely donor support in 2002

disrupted some WFP assistance efforts ... Further, WFP could have provided

assistance to an additional 685,000 people and reduced its delivery times if

the United States had donated cash or regionally purchased commodities

instead of shipping U.S.-produced commodities.

The suggestions that tied aid had a negative impact were contested by the US

Departments of State and Agriculture, in annexes to the evaluation. In response GAO

maintained its stance about the availability of food regionally and inefficient use of

resources leading to a less effective programme.

105



3 - ALNAP Review of Humonitorion Action in 2003

The evaluation notes as the main reason for WFP's success the creation of the
position of Special Envoy of the Executive Director for the Afghan Region to direct all

WFP operations in Afghanistan and neighbouring countries during the winter of

2001-2002. This apparently allowed WFP to consolidate the control of all resources

in the region, streamline its operations, and accelerate the movement of assistance.

WFP also credited its quick response to its national staff and the Afghan truck

drivers it contracted. Staffing is discussed later in cross-cutting themes.

3.3.1 Targeting

Despite the overall prognosis of success, evaluations express concerns about needs

assessment and targeting in a vein similar to concerns raised in the Southern African

evaluations. ECHO (October 2002d) notes that food needs assessments in 2001 did

not disaggregate households adequately or pay adequate attention to the nutritional

and health status of special vulnerable groups. The Oxfam evaluation (October 2002)

comments that little if any analysis of vulnerability was undertaken to inform

decisions about targeting relief food, and that most organisations had not developed

a food security/livelihoods assessment and monitoring system, with the focus being

mainly on delivery.

Subsequently some evaluations note that primary stakeholder targeting did not work

as planned or that resources were not delivered to the most needy. As in the case of

Southern Africa, where redistribution within communities was common, the
Concern (November 2002:21) evaluation found that:

There appeared to be fairly widespread re-distribution of rations within

villages ... - that is, rations meant to cover 60 or 80 percent of the village

population were often shared among the whole village. Hence, the objective

of targeting the most food insecure families was not fully achieved. Though

little food was sold, most families did use a share of their wheat to cover

transportation and milling. Vulnerable groups - such as widows and female-

headed households - were targeted, though they also did not always receive

the full ration; it was impossible for the mission to determine how equitably

the vulnerable group targeting had been undertaken by village leaders (nor

did Concern have monitoring information available on this).

The Oxfam evaluation also comments on the willingness of villages to manage and
redistribute resources (October 2002:19 fn 43): 'The low level of food distributed in
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this [Dai Kundi] district reflects the isolation of an area by winter snow prior to food

arriving for distribution, due to an error by WFP.When Oxfam visited the area to

discuss the problem with the community, the community proposed sharing available

food among households until deliveries could be made in March.' Whether this

process worked effectively is not noted.

The Oxfam evaluation also found that, due to the distance of most villages to the

single distribution site in Jawand District, village leaders retained all households'

cards and it was their responsibility to receive and transport all food aid. Here,

primary stakeholders consistently noted that they received less than their

entitlement of food and in many cases did not know the amount of their entitlement.

The Oxfam report goes on (October 2002:24): 'By the end of November, WFP met its

target tonnage of food aid delivery to Afghanistan. However, due to lack of

monitoring data it is not clear if the food aid delivered covered those most in need.

WFP claims a famine was averted, but large-scale famines rarely occur. Additionally

there is little evidence to support or contradict that there were pockets of famine

where starvation deaths may have occurred.'

Lastly, the international effort is put into perspective by OCRA (November 2002:12):

'The success in avoiding the major humanitarian disaster, large-scale starvation and

outbreak of contagious diseases that many had predicted was probably due largely

to the resilience of the Afghans.'

3.4 TheMilitary-Humanitarian Context

3.4.1 Food aid and the military

A further point concerning food aid relates to the efficiency of delivery by the

military. OECD-DAC (2003:5) notes that: 'Where their [the military's] role has been

evaluated, the evidence is that they are several times more expensive per unit of aid

delivered than humanitarian or commercial suppliers.' This finding holds true for

Afghanistan as well, as found by the GAO report (June 2003:13): 'Additionally, if the

United States had donated the $50.9 million that it spent on approximately 2.5 million

daily rations airdropped by the Department of Defence, WFP could have purchased

enough regionally produced commodities to provide food assistance for an
estimated 1.0 million people for a year.' Further details on the findings of the GAO
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report can be found in the meta-evaluation in Box 4.8; no other evaluation reports

covered this issue in any detail.

Lautze et al (2002:6) note a lack of coherence at the core of the humanitarian

operation as a result of military involvement in food aid:

Food security will only result when Afghans are able to grow, buy or rely on

their kinship networks for their own food and water needs. In order to

achieve this, a deliberate and integrated strategy of political, economic and

military interventions that are designed to move Afghanistan towards food

security is essential. Food security for Afghanistan as a whole, however,

does not appear to be the most pressing concern for many political and

military actors currently engaged in Afghanistan at this time. For example,

there is a lack of coherence amor;t, the military (focused on terrorism

concerns), the political (focused on poppy eradication) and the humanitarian

efforts (focused on food security).

3.4.2 The military-humanitarian debate

Broadly; there are two sides to the debate about military-humanitarian relations: one

in favour of little or no contact with the military, and one suggesting that the military

is an unavoidable reality with which humanitarian actors in Afghanistan are

required to work. Yet despite the humanitarian action being implemented within the

context of the western intervention.ê" the implications of this context for

humanitarian operations only appears in three of the 14 Afghanistan evaluations

(CARE, September 2002; MSF-H, May 2002; OCHA, November 2002). Moreover,

these three evaluations primarily deal with the issue in terms of the dynamics of

internal agency debate.

For example, CARE (September 2002:24) notes: 'In the past, advocacy has often been

a cohesive force within the CARE family. This was not the case in the early stages in

Afghanistan. Different CARE members adopted very different positions over, in

particular, the nature of the US-led Coalition's military intervention in Afghanistan.

The evaluation team concluded that these differences arose not because of any
particular donor pressure, but because of differences in how the crisis was

perceived among the publics of the different countries in which CARE has

members.'
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UN agencies in particular had close contact with the military. This was not only in-

country, as noted in OCRA [November 2002:16): 'OCHA and some of the larger UN

humanitarian agencies detached liaison staff to the Coalition's Central Command in

Tampa, Florida, in an effort to promote coordination and foster security for

humanitarian staff and convoys.' GAO adds the following [June 2003:29): 'WFP

representatives were part of the coordination team located at Central Command in

late 2001 when the airdrops were made. These representatives provided the

Defense Department with general information on drought-affected areas but were

not asked to provide information on specific areas to target. According to

Department of Defense officials, the drop areas were selected based on

consultations with USAID staff familiar with the situation in Mghanistan.'

Given these close contacts it could be expected that the effectiveness and ethics of

these linkages would be further evaluated so as to provide lessons for future

operations and to feed into policy. But as discussed in OCHA [November 2002:16):

'The entire future consequences of the "military humanitarianism" model further

developed in Mghanistan have not yet been assessed fully by the humanitarian

community. There is obviously no consensus among the humanitarian community

on how it should relate to this emerging "humanitarian" role of the military and there

is a need for OCHA to study further this new aspect of military doctrine and help

formulate a common position within the broader humanitarian community.'

Individual agencies such as Caritas are also working on this issue, but actually

getting a policy in place is a considerable effort in terms of resources and time.«

The fact that only the MSF-H evaluation addressed the relevance of humanitarian

principles to the operational context - in other words a failure to look at coherence,

noted by Lautze et al (2002) - means that there is a major gap in the evaluation

process and a lost opportunity by evaluation offices to inform policy. Whether

lessons from previous operations concerning the military-humanitarian interface

have been learnt is unclear. The impact of increasing humanitarian-military linkages

on humanitarian action from both the ethical and practical standpoints needs to be
closely monitored by evaluation offices and evaluators.

Moreover, as noted in Chapter i, ongoing operations in Iraq and the likelihood of

up coming evaluations of humanitarian interventions there will raise similar issues.

The UK National Audit Office review of DFID includes a partial discussion, and
concludes [NAO, September 2003:23):
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A joint DFID-Ministry of Defence lesson-learning exercise performed after

the intervention in Afghanistan identified 'the absence of agreed inter-

Departmental procedures for planning a joint co-ordinated response to

complex emergencies requiring humanitarian assistance' and that 'neither

DFID nor MOD had developed a formalised, cross-Departmental approach

or policy for Civil-Military Co-operation in complex emergencies'. During

much of the Iraq crisis DFID had three staff advising the United Kingdom

armed forces in Basra on civil-military relations and the technical aspects of

humanitarian and reconstruction operations which the military were

undertaking as part of the United Kingdom's obligations as an occupying

power under the Hague and Geneva conventions.

3.5 Gender Equality

Given the extensive criticism of the Taliban in terms of their denial of women's

human rights and the proactive stance taken on this issue by the UN during the

Taliban regime, one might have expected systematic attention to gender equality

issues in both programmes and evaluations. This was not the case. The most

comprehensive assessment comes in OCHA (November 2002) with its special focus

on gender equality. This evaluation notes, however, that there was no overarching

gender strategy into which the various agencies could fit and that the ITAP

(Immediate and Transitional Assistance Programme) was an example of absence of

attention to gender equality, with very little of the US$1.77 billion allocated to

activities related to promotion of gender equality. It goes on to note that OCHA

played a limited role in promoting gender equality and that senior managers showed

a lack of real commitment to the issue.

Several other evaluations touch briefly on this issue. The ECHO assessment of

funding to WFP notes lack of gender sensitivity in attention to household targeting

(October 2002d). The Islamic Relief evaluation (June 2002) comments that despite a

lack of an overall gender strategy, its programme was effective as female staff played

a key role in addressing women's issues in the camps in which the agency was
working. CARE's programme in Afghanistan (September 2002:47, as quoted in the

2003 Annual Review) noted serious constraints in terms of promoting gender
equality: 'The evaluation team found little evidence of gender analysis. Although
CARE has paid particular attention to the needs of widows, the differential impact of
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the CARE program on women and men, or on different age groups appears to have

received little analysis in some projects. The evaluation team found no evidence that

gender was considered in CARE's emergency assessments. Although the small

survey that the CAREAfghanistan team conducted for the evaluation team showed

that CARE was meeting the needs of women as well as those of men, this did not
appear to be a deliberate feature of project design.'22

4 Cross-culling Themes

4.1 National Staffing

Previous Annual Reviews have pointed to the key role that staff, alternatively

unsupported or hindered by HQ bureaucracies, have played in the success of

humanitarian action, as well as the difficulties caused by high international staff

turnover. This year there is extensive evidence of the importance in particular of

the contributions of national agency staff both in the evaluation reports and from

the interviews conducted with field level workers for Chapter 2. One of the lessons

of the evaluation reports is that national staff in many countries are highly

proficient but need greater support than is presently provided. This is not to

suggest that there are no problems with national staffing and capacity, only that

there is a substantial degree of consensus in the evaluation reports concerning the
high quality of national staff.

Afghanistan provides an important case in this respect because of the evacuation of

international staff during the conflict. The MSF-H (May 2002), WFP (September 2003),

and OCHA (November 2002) evaluations all note that national staff were able to run

operations in the absence of their international colleagues. OCHA comments

(ibid:37): 'National staff performed well in Afghanistan during the more than two

months of evacuation of their international colleagues. They played an essential role

in ensuring that the UN could continue to provide assistance even during the

bombing campaign.' However, the evaluation also concludes (ibid:35, 37): 'The
picture emerging from Afghanistan is one of an appalling failure to support staff and
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provide them with acceptable living and working conditions ... [A] number of

measures could have been taken to prepare national staff better for such situations

and provide them - and their international colleagues - with support in dealing with

possible trauma resulting from highly stressful situations.' Interviews conducted for

Chapter 2 also emphasise the lack of support to field level staff before, during and

after operations.

SC-UK's Malawi evaluation suggests that one of the lessons of their intervention is

that staffing profiles could be adjusted to emphasise the role of national staff (April

2003:21): 'Given that there were several periods of no effective international staff

management of the emergency programme, and given that the emergency

programme was (by and large) implemented effectively, it is worth reflecting (with

the benefit of hindsight) whether there might have been another means of staffing
the emergency response - eg. with only SC-UK advisors and secondees (from HQ &

the Region), plus national staff.'

GAO (June 2003:20) also notes the important role played by truck drivers: 'WFP

employed approximately 400 full-time national staff during 1999-2002. These staff

established and operated an extensive logistics system and continued operations

throughout Afghanistan, including areas that international staff could not reach

owing to security concerns, and during periods when international staff were

evacuated from the country. The truckers who moved the food around the country

continued working even during the harshest weather and in areas that were unsafe

because of ongoing fighting and banditry.' Further evidence of the dedication and

high quality of national staff, as well as in some cases lack of support from agency

bureaucracies, can be found in seven other evaluations.êê

Intense competition between agencies for national staff, as in Afghanistan (Lautze et
aI, 2002), as well as the toll that HIV/AIDS has taken on professionals in Southern

Africa (CAFOD, September 2003) also suggests that the pool of national staff needs

to be expanded through longer term capacity development. Agencies also struggle to

get the international-national balance right, and there are a number of examples of

good and poor practice (for good practice, see UNHCR, December 2003; for poor

practice see Concern, November 2002) the latter being an example of an inadequate

level of international staff leading to massive overwork and increased levels of
stress.
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Lessons Learned

The main lessons here are that agencies need to consider the levels of support

currently provided to national staff - in terms of policies, capacity development,

training, and incentives - as well as the staffing profiles needed for particular

emergencies. Investment in national staff would appear to be one of the best uses of

humanitarian funding.

4.2 Coordination

Coordination appeared as an ongoing issue in the overall evaluation set this year,

with three reports having a specific focus on coordination (DFID, October 2003;

OCHA, November 2003 & December 2003) and several others including

coordination as one evaluative theme among others. In the Southern Africa case

coordination by major international actors was considered to be more successful

than is the norm in humanitarian action, as argued in the evaluation reports by the

cases of the Malawi Joint Emergency Food Aid Programme and the UN Regional

Inter-Agency Coordination Support Office.

4.2.1 Good coordination in practice: the Malawi Joint Emergency
Food Aid Programme"

One of the success stories of the Southern Africa intervention according to

evaluation reports was the Joint Emergency Food Aid Programme (JEFAP) in Malawi.

JEFAP was a consortium of 12 NGOs formed by a USAID initiative, through which

WFP worked. Under the leadership of CARE these NGOs took up a coordinating role

in the different districts under the WFP emergency operation. All 12 NGOs had

individual memorandum of understanding with WFP which defined their roles and

responsibilities. DFID (October 2003) and WFP (September 2003) noted as among its

successes:

National coverage, which was viewed as almost impossible without an NGO
Consortium.

Avoiding duplication and lessening competition: The NGO Consortium ensured

that in most cases villages only received food aid from one source. The only
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examples of duplication occurred where there were non-consortium NGOs
operating.

Ensuring consistent approaches: The NGO Consortium helped maintain
common standards and guidelines for food distribution, and a common
awareness of international standards, like Sphere and the Red Cross code.

Reducing outside interference in targeting and distribution: After an uncertain
start the Consortium was able to establish a strong consistency of practice in its
targeting and distribution systems.

Strengthening relationships among key actors: One of the legacies of the NGO
Consortium is that it has been able to overcome the sense of isolation and
competition between NGOs.

Stronger advocacy efforts when supported by large groups of key partners.

Donors and WFP favoured the model because it facilitated their coordination and
collaboration efforts.

Some disadvantages of the Consortium included:

The process of creating the Consortium and agreeing on working principles and
guidelines was time consuming.

There was varying and uneven participation of government at district level.

The concept of coordinating NGOs at district level, which would in turn
cooperate with other often smaller NGOs and build their capacities, did not work
on a large enough scale due to lack of resources for capacity building, lack of
interest of the larger NGOs, and the lack of formal commitment and agreements.

Lessons Learned

What were the main lessons learned from this experience in terms of how similar
consortia might work in future? DFID (October 2003) notes five areas which are
likely to be replicable in other emergencies.w
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1. The Consortium was set up around a single programming objective: food

distribution in an emergency. This added to cohesion. The difficulties continuing

the Consortium after the emergency phase, when agencies moved on with their

own mandates, illustrates this point.

2. Donor conditionality: NGOs that wanted major donor support had to work

through the Consortium as this was the only place to access significant food aid

resources.

3. WFP's cooperative approach, and its competent staff: This lead to the

establishment of a partnership between WFP and NGOs. WFP saw itself as a

member of the NGO Consortium even though to the member NGOs it was

viewed as a donor.

4. Flexible NGO staff, and commitment of key individuals in WFP, NGOs,

government and donors, and joint decision making: This type of relationship

clearly will not work if individual agencies try to guard their territory or fly the

national flag, as happened in Afghanistan. Effective coordination mechanisms

need to function despite exceptional individuals, however, rather than because

of them.

5. Overall government support: The Commissioner for Disaster Preparedness

made it clear to District Commissioners and MPs that the government would not

tolerate political interference in food distribution.

Another key lesson for similar future initiatives is the need to engage more fully with

local NGOs and authorities. Most local NGOs and NGO networks were excluded

from the Consortium, which was viewed as a closed shop for INGOs. DFID (October

2003:9) notes: 'This was not a deliberate decision, but was a consequence of how

the Consortium emerged. Insufficient numbers of local NGOs have the capacity to

re-deploy existing staff quickly and expand and retrench large numbers of staff

overnight. But future crises are highly likely to occur in Malawi, and so the capacity

building of local NGOs is a key aspect of a national disaster preparedness strategy.

Already much of the capacity and experience gained by international staff of NGO

Consortium members has evaporated to the next emergency hot-spots and

Malawian NGOs are left almost as incapacitated as before.'
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Similarly, at the national level, those few Government of Malawi staff with relevant

experience in dealing with the emergency were already overstretched so that

government staff rarely attended Consortium meetings at the national level, and

were only peripherally involved or informed about key decisions.

Box :~.1 Good Practice in Inter-Agency Coordination: The Case of IASC in Southern Africa

The Regional Inter-Agency Coordination Support Office (RIACSO) established

under the leadership of the Regional Coordinator for the Special Envoy= to

coordinate the various organisations responding to the emergency, is assessed as

a case of good practice by the OCHA lASC evaluation (December 2003). While

responsibility for country level coordination and programming remained with the

Residenr/Humanitarian Coordinators, RIACSO's role was intended to: provide

regional leadership; support the work of the Special Envoy; strengthen

information flows between countries; and enhance strategic planning and

fundraising. This was a first in regional coordination, bringing together NGOs,

donors, host governments and regional governmental bodies through bi-monthly

stakeholders meetings. The RIASCOmechanism reportedly played a major role in

boosting donor confidence in a coordinated UN response. Factors in RIASCO's

success were considered to be: the centralisation of all major UN agencies and

some NGO representatives in the same building which afforded opportunities for

networking and exchanging information and ideas; and the regional leadership of

WFP and skilled management of OCHA. One of the key lessons learned was that a

coordination structure can be quickly and effectively built around a lead agency

(or in this case the head of an agency with a well-established regional

infrastructure acting in a dual role) supported by an OCHA team eo-located within

a common office and organisational identity.
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4.2.2 Coordination in Afghanistan

According to the IFRC (2003) 350 INGOs and 670 UN international staff took up

residence in Afghanistan during 2002. This proliferation of international agencies -

one for every day of the year, as was noted in Kosovo - led to competition for

resources and profile, national flag flying, skyrocketing rents, and competition for

national staff. This undermined rather than strengthened indigenous capacity, and
once again coordination was challenged.

The evaluation of OCHA's response discusses the consequences of this [November
2002:17,20):

In the field, a compact Crisis Management Group helped maintain some

coherence within the UN around the Coordinator, but the need for

operational agencies to increase their visibility with the media and donors

meant increased competition and rivalry ... Just one year after the events of

September 2001, one has the impression that the UN and the NGOs have

withdrawn to their own respective spheres and have practically stopped

talking to each other, except in the limited context of contractual

relationships between funding and implementing agencies. This is in stark

contrast with the situation that prevailed prior to 11 September 2001. The

failure to preserve this essential relationship probably represents one of the

important lost opportunities for the UN during the transition period.

Lautze et al [2002 :43) concur, suggesting that there has been little evidence of

effective coordination at provincial and sub-provincial levels except where

individuals had exercised a degree of influence over the distribution of relief efforts.

King's College (2003) notes that the multiplicity of steering bodies and the diffusion

of political control between the UN, the Afghan Transitional Authority and the US led

many donors to run their own programmes with limited attempts at coordination.

Lessons Learned

The above suggests that the lessons outlined in the DAC-OECD paper concerning

the need for long term and sustained engagement and less national flag flying are

not being applied by humanitarian actors in Afghanistan. Or perhaps agencies may

be aware of these issues but their own priorities and organisational structures
militate against a more cooperative approach, leading not only to duplication of effort

117



3 - AlNAP Review of Humonitarian Action in 2003

but also to lack of effective strategic planning. This becomes a circular point as, as

identified in Chapter 2, lack of strategic planning leads to failures in learning.

4.3 Politicsand Human Rights

There is more attention to protection issues and human rights in evaluations this

year than in the case of evaluations previously provided to the ALNAP Evaluative

Reports Database. Whether this follows from an increased attention to protection

programming is difficult to say, but it does enable the drawing of lessons about the

directions and success of protection programming.

4.3.1 The case oi Southern Africa

The Southern African intervention took place in the context of international criticism

of human rights abuses by the government in Zimbabwe, the country worst affected

by the crisis. What do we learn from the evaluations about running an emergency

operation in this context?

First, attempting to advocate around human rights issues in the context of this

intervention proved extremely problematic, even for those agencies who wished to

do so. As the DEC Southern Africa evaluation notes (January 2004, Annexes:170):

INGOs have mostly made a conscious decision that, if they are to remain

operational in Zimbabwe, the opportunities for undertaking advocacy with

government are severely constrained. This choice was perhaps most explicit

in the case of Oxfam, when it was facing particular difficulties in re-

registering. Their decision not to engage in advocacy with government

appears to have been pragmatic, aimed at having greatest impact on meeting

the needs of the most vulnerable.

Likewise the rASC evaluation notes the dilemma faced by the UN in Zimbabwe

(OCHA, December 2003, Annex 4:20):

Many NGOs are not authorized to work in Zimbabwe on any activities

outside their implementing partnership with WFP, and a major role for the
RC/HC has been as interlocutor between the government and the NGOs on
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the access issue. The UN representatives find themselves in an

uncomfortable position as they are faced almost daily with new evidence of

government sanctioned human rights abuses beatings, rapes and forcible
displacement (sometimes quite literally, as victims and family members have

appeared at the UN office in Harare appealing for help) ... Constrained by

their proximity to the government and the need to walk a careful line, the

Zimbabwe office would like the IASC to make stronger statements about the

humanitarian impact of the government's land reforms. Despite having sent

language to the IASC, they complain that such advocacy has not been
forthcoming.

Second, the WFP real-time evaluation comments in its introduction that there were

continuous reports of widespread political favouritism and intimidation

accompanying food delivered through government channels, but due to close

monitoring and the use of independent distributors this did not affect WFP deliveries

'to the same extent' (WFP, September 2003:6). However, the actual extent of
diversion is unclear from the evaluation (ibid:29):

WFP has consistently argued that, notwithstanding occasional incidents

swiftly dealt with, they and their partners had for the most part avoided

either beneficiary lists drawn along party lines or other forms of

manipulated targeting. Yet despite these efforts, accumulated anecdotal

evidence combined with donor scepticism led almost to a 'guilty until proven

innocent' charge against food distributions across the board.

The evaluation quotes a report commissioned by the office of the UN Humanitarian

Coordinator, published in April2003, which concluded (ibid:30) that:

[In WFP operations] there is likelihood of politicisation at the registration

level within the village and implementing partners have not been able to

adequately verify that politicisation is not taking place at that level. Some

NGOs, due to the scale of operations, have tended to be lax in ensuring that

registration is properly done. There are no outsiders taking part at the village

level and there are no systems of verification. Verification of registers at

public meetings is generally inadequate as those already left out are unlikely
to come to these meetings anyway.
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As a response to accusations of politicisation, a Relief and Information Validation

Unit was established with USAID funds in the office of the Humanitarian
Coordinator with the main purpose of verifying targeting procedures. WFP's

response to this, according to the evaluation, was that it was an extractive process

taking valuable staff time. Politieiaation of aid adds another layer of complexity to the

issue of targeting and community redistribution methods.

Lessons Learned

The DEC evaluation (January 2004: Appendix 8) includes an appendix specifically on

humanitarian space in Zimbabwe. This concludes that:

Humanitarian space was constrained by the government.

Contrary to donor fears, there has been, in the communal farming sector where
the majority of the population live, little political interference from government

and political leaders in food and other distributions in contrast to the political

way in which the government controls distribution of maize through the Grain

Marketing Board.

There has been a lack of attention of agencies to urban areas, which contain one

third of the Zimbabwean population but which are viewed as strongly

supporting the political opposition to the ruling party. Consequently there was

limited programming by DEC agencies in urban areas.

Constraints on humanitarian space have been most acute in the commercial

farming sector where humanitarian assistance has been denied to some of the

most vulnerable, in particular displaced farm workers. Donors were partly

responsible for lack of access to this group, insisting on a needs assessment

before distribution of aid which, in the highly politicised environment, was seen

by some INGOs as an intransigent stance that denied them access.

The office of the UN Humanitarian Coordinator and WFP have been relatively

successful in advocating for greater humanitarian space and operating flexibility

for INGOs.

The need to operate to clear humanitarian principles appears to have been in the

forefront of DEC agency planning.
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Evaluations have thus raised human rights and politicisation of aid as issues, and to

a much greater extent than with evaluations of interventions in Afghanistan.

However, the reports provide only contradictory evidence about politicisation of aid
and its likely impact.

4.3.2 Human rights and protection in Afghanistan

Except for MSF-H [May 2002) the Afghanistan evaluations do not focus on human

rights and/or protection issues. This is surprising given that, overall, evaluations

paid greater attention to human rights and protection issues in 2003 than in previous

years. This failure - similar to that noted in the meta-assessment of the Kosovo

evaluations in the 2001 Annual Review - has meant that, by conducting single agency;

single sector evaluations, evaluation offices and evaluators have largely missed the
wider political perspective.

Clearly there were serious human rights violations taking place in Afghanistan

during the period of the humanitarian intervention, as well as serious issues related

to protection and humanitarian space. For example, Human Rights Watch has

documented some of the human rights abuses in northern Afghanistan [2002:1):

'Since the collapse of the Taliban regime in northern Afghanistan in November 2002,

ethnic Pashtuns throughout northern Afghanistan have faced widespread abuses

including killings, sexual violence, beatings, extortion, and looting. Pashtuns are

being targeted because their ethnic group was closely associated with the Taliban

regime, whose leadership consisted mostly of Pashtuns from southern Afghanistan.'

In terms of protection, the IFRC [2003: 101) concludes as follows:

In the wake of the defeat of the Taliban, Pashtuns living in the ethnically

mixed north of Afghanistan bore the brunt of retribution". Yet despite the

fact that this situation was predictable, the international community failed to

protect them and it was not until much later that the UN managed to

intervene successfully to reduce the violence targeted at local Pashtun

communities. Even now, the situation is far from settled. At one level, this

highlights an ongoing problem with protection work: when the situation is at

its worst, international staff are almost always evacuated for security

reasons [foreign staff were evacuated from Mazar-I-Sharif from September

to December 2001]. Yet there were sizable coalition forces in the north and
the Afghan forces accused of the violations were their military partners.
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Why they did not use their influence to better protect the civilian population

remains one of the outstanding questions of the conflict?

As noted above, and in fact as was the case with Kosovo, MSF-H appears to be the

only agency that adequately evaluated the agency's performance vis-a-vis protection

and humanitarian prinoiples.s? First, there was a debate within the agency as to what

its primary role should be (MSF-H,May 2002:47): 'The programmes raise questions

about MSF's institutional identity and primary role. This was demonstrated during

the regional meeting in Ashgabad where substantially different views emerged over

whether MSF was primarily an activist organisation protecting human rights and

humanitarian principals or a health organisation responding to those most in need.

The former type of activity does not fit comfortably with the view held by many

health staff in MSF that the agency is primarily an emergency medical organisation

that responds to important health needs arising out of crisis. These programmes

however fit more with the view of some MSF staff that in Afghanistan MSF has an

important role as a watchdog on the UN.'

Second, the evaluation notes the success of the agency's advocacy programme

(ibid:59): 'Advocacy for human rights, humanitarian assistance and protection of

humanitarian principles was generally well informed and in many instances made a

valuable contribution to the needs of those suffering.' In a nuanced analysis the

evaluation covers the difficulties of raising protection issues in an inter-agency

setting. This is worth quoting at some length given its unique insights into advocacy

around human rights in the Afghanistan case, and can be found in Box 3.2.

Clearly there was conflict between agencies that prefer a more confidential role vis-

a-vis protection and the methods employed by MSr This is an ongoing debate which

it is the responsibility of evaluators and evaluation offices to cover more fully where

human rights abuses are known to have taken place - especially as conclusions

about lack of attention to protection in evaluations are eerily similar to findings on

Kosovo evaluations (see ALNAp' 2001:74-5).
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Early in 2002, MSF identified a number of key issues which eroded the rights of
the displaced in Maslakh. Among these were:

inequitable food distribution;

• lack of adequate protection;

• insecure environment;
inadequate information regarding the return process to places of origin.

MSF created awareness about these issues and their concerns with regard to

plans for re-registration and return of the displaced. MSF developed a strategy for

lobbying on these issues which included raising awareness among agencies at

Herat level. A press release regarding the survey findings indicating inequitable

food distribution, and finally a letter, was sent to the UN special envoy, WFP,

UNHCR and IOM.

Undoubtedly MSF were successful in raising awareness. UNHCR took the issue

of protection and security to Governor Ismail Khan and was reported to have

established a clearer protection role in the camp ... There were many suggestions

from other agencies (albeit the ones being criticised by MSF) that the way in which

MSF 'speaks out' is insensitive and not conducive to improving the situation ...

MSF's independent position on challenging the UN in particular is welcomed by

those concerned that the UNAMA has compromised independence for good

relations with government. However, the methods used are not always conducive

to finding solutions and have created poor relations with other agencies working

in the same situation. MSF are aware of this but, nevertheless, some are prepared

to compromise 'good relations' for their position on advocacy.

(MSF-H,May 2002:38).
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5 Conclusions

Chapter 1 considered the changes that have taken place in humanitarian action post-

Rwanda and whether humanitarian action is being reshaped by US global

dominance. It also suggested that some humanitarian trends and themes have

remained constant despite recent events in Afghanistan and Iraq. For most of the

interventions evaluated in this year's evaluation set it was 'business as usual': single

sector, single agency initiatives that are successful in what they set out to do but

largely ignore wider political perspectives. One main conclusion from this year's

synthesis is therefore that humanitarian action is not responding adequately to

global change - whether this be military-humanitarian linkages, HIV/AIDS or GE

foods. In a sense agencies are doing what they know how to do: deliver food aid or

shelter to vulnerable populations. When new challenges call for more thorough-

going adaptation and innovation, they are slow to react.

The Southern Africa and Afghanistan case studies both illustrate ongoing problems

in two areas: moving to recovery, and the politicisation of food aid. In Southern

Africa attempts to support livelihoods through humanitarian action during the food

security crisis were largely unsuccessful, partly because the problems -

encapsulated in structural features in the region including trade imbalances, debt,

HIV/AIDS and governance issues - were too entrenched. In Afghanistan, while short

term emergency aid was perceived as largely having done its job national authorities

have been bypassed as far as development funding is concerned. This illustrates

lack of longer term commitment from the international community. Both of these

experiences draw attention to the ways in which politicisation of food aid detracts

from the response, although there is no wider questioning in the evaluation reports

as to the appropriateness of food aid as the primary response to food insecurity.

Politicisation of food aid was apparent in old and new ways. The GE issue in

Southern Africa, not anticipated by agencies despite growing concerns through the

late 1990s, boiled over into a dispute which caused major disruptions to the

intervention. The issue is still bubbling - for example, in Angola. In Afghanistan,

politicisation took on a more familiar pattern with tied aid from the US and military

air drops making the intervention inefficient and a tool perhaps of US foreign policy.
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One of the chapter's key messages related to food aid, and supported by cumulative

evidence over the last three years, is that agency policy and practice is out of keeping

with local context and cultural norms in a wide range of countries. It is clear that

agency understanding of context and of intra-community dynamics - an

understanding central to a successful humanitarian response - is seriously lacking.

Simply put, most policy directs agencies to focus attention on the most vulnerable

and marginalised whereas in many cases communities prefer blanket distribution of

relief goods and tend to redistribute these goods according to local norms. However

the implications of these indigenous mechanisms in terms of equity, efficiency and

sustainability do not appear to be well understood. While there has been some

discussion on targeting in the humanitarian sector in the last few years, the dilemma

remains. What is missing here, as discussed in Chapter 2 in relation to the sector as

a whole, is the ability to learn about the realities of affected communities, and then
put that learning into practice.

A strong culture of supporting the poorest and most vulnerable drives much

humanitarian action just as it drives development work in general. It is both a

justification of aid to the public and donors and an inspiration to many aid workers.

Provision of aid on the basis of need is a key humanitarian principle. For example,

WFP policy notes (2003:3) 'WFP's development assistance will concentrate on the

poorest, most food-insecure people bypassed by conventional development efforts,

enabling them to meet their short-term needs in ways that build longer-term human

and physical assets.' However, findings from evaluations question the appropriate-

ness of such policies and imply that how local 'needs' are determined should be

re-thought. To their credit evaluators have consistently raised this theme; but

perhaps because it has been raised in a number of individual evaluations the

message about this disconnect may not be getting across to decision makers. The

lesson from this chapter related to targeting is that more concerted attention to this

issue is needed, and that research on it should feed directly into policy and practice.

The cross-cutting section of the chapter highlights central themes which continue to

be among the most pressing areas for humanitarian action - staffing, coordination

and protection and human rights. Evidence this year suggests that providing support

and capacity development to national staff may be among the best investments the

humanitarian sector can make. But findings from interviews with field level workers

analysed in Chapter 2 suggest that there is limited investment in staff, whether

national or international, and that where there is investment this is often not
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supportive of the expressed needs of staff, for example, in briefing, debriefing and

networking.

Furthermore it is illustrative to compare how human rights issues have been dealt

with by evaluations of the Southern Africa and Afghanistan emergencies. The human

rights record and accusations of politicisation of food aid by the Government of

Zimbabwe - a government which had already been heavily criticised in the

international media and by western governments - are consistently raised in the

evaluations. In Afghanistan only one evaluation - by MSF-H - raised human rights

and protection issues in any detail, replicating the situation in Kosovo five years

back. A case of double standards, or not biting the hand that feeds, perhaps? For in

the Afghanistan case, raising human rights issues would have meant criticising US-

led coalition partners at a time when political rhetoric about 'good and evil' in North

America reached heights that had to be seen, and heard, to be believed.
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Notes
1 The author would like to acknowledge

peer reviewers Mariska van Beijnum,
John Borton, Susanne Frueh, Ted Kliest,
Larry Minear, and John Telford. support
and comments from John Lakeman and
John Mitchell; and comments from, and
additional text by, Rachel Houghton.

2 Although a set of SOevaluations was
originally selected for this study, the
decision to focus on the Afghanistan and
Southern African case studies has meant
that many have not contributed directly
to the final text. As such, only the 29
reports which have contributed directly
to the final text are listed in the
bibliography included as Annex 6,
including four reports on Afghanistan
which were submitted to ALNAP in the
previous year.

3 This section is based on six evaluations:
CAFOD (September 2003); ALNAP
(2003); DFID (October 2003); SC-UK
(April 2003); WFP (September 2003);
DEC (January 2004). Supporting
information such as OCHA mid-year
reviews, the Malawi Joint Emergency
Food Aid Programme Manual (ALNAP,
2003a) and background research papers
and studies have also been used.
However the main focus of the section is
on the evaluations provided to the
ALNAP Evaluative Reports Database.

4 Macro-level needs assessments are dealt
with in Darcy et al (2003) and are not
therefore covered here.

S Thanks to John Barton for information
on these last two points. DFID (October
2003:S; also raised by DEC, January,
2004:27) comments on the CMTD that
the targeting system, by which
households got the same ration
regardless of the number of family
members, may have been justified by the
need to keep logistics simple and follow
common guidelines. However, it was
discriminatory against larger families
(including, for instance, families that had

expanded to take in orphans or
dependent relatives).

6 This comment itself could be read as an
example of cultural relativism.

7 For further evidence from this year's
evaluation set, see the evaluation of
Oxfam's interventions in Kenya
(November, 2002), and the evaluation of
ECHO funding to WFP in Eritrea (ECHO,
October 2002a). The issue has also been
raised in a WFP thematic evaluation on
recurring challenges in the provision of
food assistance (WFP,1999) and a paper
on targeting (WFP,2002) as well as by
Shoham & Jaspars (1999).

8 Also referred to as genetically modified
organisms (GMOs). However, the term
'engineering' may be the most accurate
description of the process involved in
moving genes between species.

9 Proponents of GE food argue that, based
on available sources and current
scientific knowledge, there is no basis
for the view that consumption of GE
foods poses any health risks. Such a
view was put forward in a statement
issued by the UN in response to the
Southern Africa crisis. Opponents to this
view argue that the 'precautionary view'
usually involved with the introduction of
new food - that new food products
should be proven safe before being put
on the market - has not been properly
tested in the case of GE foods, and that
the scientific evidence that exists is
contradictory or inadequate.

10Hansch et al (2004) note that GE food aid
had been distributed since the mid-
1990s; that both South Africa and
Zimbabwe had experimented extensively
with GE foods prior to the food
emergency; and that recipient
governments suddenly decided not to
accept GE food aid at the height of the
crisis. The authors argue (ibid:16):
'Zimbabwe's early reaction against GM
food aid had little to do with Zimbabwe's
reluctance about GM technology, since it
was experimenting with GM production
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such as to demand interventions across
a range of sectors - public health, social
welfare - that go beyond the capacity
and resources of the humanitarian
system, and beyond the humanitarian
agenda as it is understood in the present
study.'

15 See Smith (2002) for further details. This
paper includes recommendations for
humanitarian agencies in six areas:
policy making and review; risk
assessment; decisions and practices that
influence people's vulnerability to sexual
exploitation; decisions and practices that
influence the balance of power -
including gender based power relations;
the provision of healthcare. and the
need for a multi-sectoral and integrated
response. The author also argues in
favour of mainstreaming an anti-HIV/
AlDS response within humanitarian
programming (ibid:29): 'The key
argument of this paper is that HIV needs
to be seen as a cross-cutting issue, with
implications for existing relief
programmes and modes of responding
to an emergency. HIV considerations
need to be integrated into these already-
existing channels, rather than being
addressed in a "stand-alone", isolated
HIV programme.'

16 This section is mainly based on King's
College (2003) which provides a detailed
assessment of aid and resource flows in
Afghanistan. This document notes the
difficulty of tracking aid flows given
multiple donors and pledges, and that all
figures are approximate.

itself. Zimbabwe's concerns related to
access to EU markets, local
environmental impacts and human
safety. In addition, Zimbabwe was irked
by US sanctions. They also note the
fears Southern African governments had
about GE foods damaging the
environment and the potential negative
impact on farming systems.

11 For further information see Hansch et al
(2004) and SC-UK (2002).

12Hansch et al (2004) argue that WFP
avoided confronting the GE food issue in
its real-time evaluation for fear of further
controversy. However a personal
communication to ALNAP from WFP
comments that the GE issue was raised
in the first RTE mission in July 2002 and
that the 'following two RTE missions
followed the development of the GM
debate and noted the practical measures
which were being taken ... while
knowing that ... policy staff in
Headquarters were developing a wider
corporate response.'

13 These documents are available from
WFP's website. See http://www.wfp.org/
eb/docs/2002/wfp011823-2.pdf and
http://www.wfp.org/eb/docs/2003/
wfp016888-3.pdf

14 Compare (Darcy & Hofmann, 2003:7):
'This study considers the question why
the HIV/AlDS pandemic is not itself
classified as a humanitarian crisis by the
humanitarian sector. In terms of excess
mortality and morbidity, it dwarfs the
effect of the food crisis, though it is
related to it. The apparent failure to
address HIV/AlDS effectively in its own
right can only partly be ascribed to the
problems inherent in devising effective
preventive, curative and palliative
responses. It is also partly because this
more intractable issue has no
classification in the normal humanitarian
lexicon - and it is one for which there is
weak political and institutional
responsibility. Certainly, the scale and
nature of the problems concerned are

17 This issue is dealt with in detail by
Donini et al (2004) and Smillie & Minear
(2004).

18 A joint evaluation of humanitarian and
reconstruction assistance to Afghanistan
by five bilateral donors is planned to
take place during the period June 2004
to August 2005. Those donors involved
are: MFADenmark; MFANetherlands;
Development Cooperation Ireland;
Swedish International Development
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Cooperation Agency (Sida); and the UK
Department for International
Development. The evaluation will cover
the period October 2001 to early 2004
with a special focus on Internally
Displaced Persons.

19 Reports provided to the Evaluative
Reports Database in 2003 and reviewed
in this section are: OCHA (September
2002); GAO (June 2003); Concern
(November 2002); ECHO (October
2002d); Oxfam (October 2002); ICRC
(October 2003); HAP (October 2002);
MSF-H (May 2002); Islamic Relief (June
2002); ECHO (August 2002) . Reports
provided in 2002 were: CARE
(September 2002); Tearfund (May 2002);
Tearfund (July 2002); and World Vision!
UNICEF (September 2002). Additional
information has been drawn from
Danida (June 2003) and a number of
research publications.

20 Background on this issue is provided by
Smillie & Minear (2004;); Barry &
Jefferys (2002); and Caritas (2002).

21 The UN Peacekeeping Operations
Department issued a policy on civil-
military coordination in September 2002,
but it is unclear if this policy is as yet in
use. In April 2003, OCHA (2003) issued
general guidance for interaction between
UN personnel and the military in the
context of Iraq. This latter document is
analysed in Smillie & Minear (2004).

22 Response to Evaluation by Care
Afghanistan Country Officer: 'The
mission (CARE Afghanistan) has not done
a gender and diversity GAP analysis, 'tis
true, however we hope that we are not too

insensitive to gender and diversity issues.
We were one of the if not the largest
employers of women in the Taliban times
and have continued that commitment. We
also were one of the first agencies to break
the Taliban blockade and thus be able to
work in Hazara areas.'

23 Islamic Relief (December, 2002); UNHCR
(March & December, 2003); GAO (June
2003); Concern (November 2002); ICRC
(October 2003); and USAID (November
2003).

24 This section draws mainly on DFID
(October 2003).

25 The positive coordination and
information sharing role played by the
ALNAP Learning Support Office was also
unanimously noted in ALNAP (July
2003), WFP (September 2003), DEC
(January 2004:42), and DFID (October
2003 9); for example WFP (September
2003:37): 'WFP and its partners
benefited from the role played by the
ALNAP Learning Support Office in
Malawi in facilitating regional
workshops for the JEFAP members,
airing concerns and finding common
solutions.'

26 Special Envoy of the Secretary-General
for Humanitarian Needs in Southern
Africa.

27The OCHA (November 2002) evaluation
does partly cover protection and
humanitarian space issues, but with a
focus on the Taliban period. A similar
debate to the one that took place in MSF-
H is also described in the CARE (2002)
evaluation.
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1 Introduction

The purpose of this chapter is to provide an overview of evaluation of humanitarian

action (EHA) quality, strengths and weaknesses, and to make suggestions for

improvement. It is based on an assessment of 30 selected evaluation reports

submitted to ALNAP for this year's Review of Humanitarian Action.2 The chapter is

relevant for anyone wishing to improve EHA quality and is aimed in particular at

evaluation managers and evaluators.

In addition, and as a result of discussions with the ALNAP membership, the quality

assessment is complemented by:

Good practice, which is integrated throughout the chapter. We have selected

good practice examples that we thought would be useful for the sector and also

with the intention of not repeating material from previous Annual Reviews.

A greater focus on evaluation process in an attempt to capture evaluation

dynamics more fully. To this end the me ta-evaluators held 11 interviews with

agencies on evaluation process.

The chapter is organised as follows: Section 2 covers the background: ALNAP's

meta-evaluation method and process, including changes made this year, and
information on the ALNAP meta-evaluation tool, the Quality Proforma (QP). The

breakdown of the evaluation set is provided in Annex 3. Section 3 then covers

findings from discussions between the meta-evaluators and the 11 agencies

interviewed. Sections 4 and 5 provide data on evaluation quality using two reference

points. First, in Section 4, a year-on-year comparison is made between evaluation

quality in this and last year's evaluation reports - that is, between reports provided

to ALNAP in 2003 and 2002. Second, in Section 5, nine key areas of the QP are

discussed drawing on meta-evaluation results from this and previous years - that is,

between reports received by ALNAP in 2003 and 2000-20023 The chapter concludes

by noting key findings and making recommendations for next steps in the meta-

evaluation process.
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Meta-evaluation is one form of evaluation and is increasingly being used as a

means of identifying trends and quality in particular sectors. Our definition of

meta-evaluation, adapted from Lipsey (2000) is: '[M]eta-analysis and other forms

of systematic synthesis of evaluations providing the information resources for a

continuous improvement of evaluation practice.'

Several aspects of ALNAP's meta-evaluation are similar to other me ta-evaluation

initiatives, for example, UNICEf, 2003 and USAID, 2001. First, most meta-

evaluations use a tailored modification of the American Evaluation Association's

Programme Evaluation Standards, as has the ALNAP me ta-evaluation (for example,

IDRC, 2003). Second, sample selection is in line with other meta-evaluations, And

third, the rating system as developed by ALNAP as weil as the level of agreement

of raters is consistent with other me ta-evaluations (see Tingle & Covington, .2003;

Scott-Little et al, 2002).

ALNAP uses a Quality Proforma developed specifically for me ta-evaluation of

evaluations of humanitarian action. See Section 2 of this chapter for more details.

2.1 The AlNAP Quality Proforma (ap)

The ALNAP QP was developed in 2000 by drawing on what was commonly accepted

as good practice in EHA and evaluation in generaL It is a live document and

continues to evolve. In preparation for the Review ofHumanitarian Action in 2003, the

QP was submitted to peer review at the Evaluation Centre of Western Michigan

University, which has been running a programme on the development of evaluation

checklists." The QP is not used to rank evaluation reports, and no composite rating

of individual reports is provided. Rather, the intention is to reach general
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conclusions on trends as well as strengths and weaknesses in ERA. As in the

previous three years a 'satisfactory' rating is taken as the benchmark for adequate

performance (as set out in the Guidance Notes column in the QP at the end of this

chapter).'

The QP is now being used by a number of agencies in evaluation planning and

review. For example, the UK Disasters Emergency Committee (DEC) evaluation of its

Southern Africa crisis appeal used the QP to assess evaluation and learning reports

of seven DEC members (DEC, 2004); and Groupe URD have used the QP to support

the planning of recent evaluations." Other agencies, such as ECHO, have used

discussions with the Secretariat over evaluation quality as a means of strengthening

their terms of reference (TOR) and are now, for example, paying closer attention to

protection issues, lesson learning and evaluation methodology. And some of the key

areas raised in the meta-evaluation, such as identifying key users of the report and

outlining the method clearly, are perhaps more on the minds of evaluation managers.

However more still needs to be done to promote the QP as a practical tool that can

help support the improvement of evaluation quality. This is addressed in the

conclusion.

2.2 Changes to the AlNAP Meta-evaluotion Process

The fourth year of ALNAP's meta-evaluation is a good time to reflect briefly on

experience to date. Started as an experiment in 2000 for the 2001 Annual Review, the

meta-evaluation has moved from its original main focus on evaluation quality to an

interactive exercise where dialogue on evaluation quality and process between the

me ta-evaluators and ALNAP members is central. This dialogue is intended to

ensure:

a focus on lesson learning and good practice, as well as on overall evaluation

quality;

more effective use of the meta-evaluation findings by agencies.

Previously, the meta-evaluation assessed written reports and took limited account of

process related issues. But as the meta-evaluation exercise developed a more

interactive approach was requested, and one of the authors of this chapter
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subsequently visited 10 agencies after last year's meta-evaluation exercise to discuss

the QP ratings and the use made of these and the Annual Review by agencies.

This year, in response to discussions at the ALNAP October 2003 Biannual Meeting,

it was decided to integrate process related elements during the meta-evaluation itself

through face-to-face and telephone interviews. These were conducted in early 2004

with 11 agencies." These interviews ensured interaction with all strands of the sector

and ALNAP's membership: NGOs, the Red Cross, the UN and donors. A

questionnaire, developed with the support of three evaluation offices, was used. This

addressed processes prior to, during and after the evaluation, in particular:

development of the TORi hiring of the consultant team and relations between the

team and the agency, recommendations and follow-up, and evaluation impact. This

attention to process follows good practice as recommended by one of the most
prominent meta-evaluators in the field (see Box 4.2).

Discussions with evaluation managers revealed that many areas of process cannot

be reflected in a static instrument such as the QP.The challenge for the ALNAPmeta-

evaluation is how to reflect such processes and interactions in an assessment of

ERA quality. And so the meta-evaluation has evolved rapidly from an attempt to hold

evaluation managers and evaluators to account to one that involves greater

interaction, participation and lesson learning, just as some agencies involved in ERA

have moved from accountability focused evaluations to real-time, lesson learning
approaches.

In his guidance on carrying out meta-evaluations, Stufflebeam (2001:6) argues:

Rarely can a metaevaluator succeed in producing a substantive,

defensible evaluation of an evaluation by simply reading the final

evaluation report. In undertaking a metaevaluation it is important to

collect a range of relevant documents and, as feasible, to visit with
stakeholders .... [M]etaevaluators should consider conducting site visits

and/or telephone interviews to obtain information and judgments from

the evaluation's stakeholders. Such stakeholders include the evaluator,
client, programme staff, programme beneficiaries, and others.
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3 Dialogue with Evaluation Managers

This section covers areas related to planning an evaluation that are not covered in
the QPbut are considered important by the meta-evaluators and evaluation offices in
terms of their effect on overall evaluation quality.

3.1 ProcessPrior To and During the Evaluation

3.1.1 Adequacy of budget for evaluation and follow-up

Evaluation managers noted that the evaluation budgets were in general adequate
and not a constraint vis-a-via evaluation quality. However, only three evaluation
reports this year included the cost of the evaluation. One evaluation manager
commented that noting the cost on the front cover of an evaluation report not only
adds to transparency but also makes it more likely that the report will be read as
stakeholders would realise significant funds had been allocated to the evaluation.

However, only in two of the 11 agencies interviewed were funds allocated at the
inception of the evaluation for follow-up- in both cases for a follow-upworkshop. In
one other case funds were reallocated to travel for follow-up, although this had not
previously been planned. This is a serious gap in terms of facilitatingimplementation
of evaluation recommendations, and evaluation offices and evaluators should
consider allocating a reasonable percentage of the evaluation budget to follow-up

• "It had an enormous impact on the organisation and the way we do business."
• "This was the evaluation from hell!"
• "Oncewe got a champion on board from senior management things started to
move and we are currently followingup on the recommendations through a
reorganisation at HQ."
• "None of the recommendations were thought useful or have been followedup."
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and certainly start thinking about evaluation use and users from an earlier stage.

This might involve both immediate follow-up, for example, the cost of a briefing note

and/or follow-up workshop in the region, and longer term follow-up, for example,

tracking how recommendations are followed over a six to 12-month period and

perhaps holding a further workshop after such time.

3.1.2 Factors in the quality of the terms of reference

Wood et al [2001:201) note that: 'The problem of excessive TOR is especially found

in joint or multi-agency evaluations ... The situation also happens in single agency

studies when the TOR are circulated to different sections within the commissioning

organisation for comment and addition.' The styles of evaluation managers

interviewed differed as to the initial contents of the TOR. Some evaluation managers

preferred a flexible approach where tendering institutions had significant input to

the TOR in order to draw on the latter's expertise. Others preferred to develop a

detailed TOR and then begin discussions with the evaluation team.

Whichever method was used, finalisation of the TOR involved a negotiation process.

TOR were frequently circulated to a wide range of stakeholders, including Steering

Committees, programme officers at HQ and -in the field, and policy specialists. One

HQ evaluation manager reported he initially included assessment of the OECD-DAC

evaluation criteria in the TOR - a central feature of the QP. The agency regional

office, however, asked that the criteria be removed as they were considered too

'technical'. The evaluation manager, who was familiar with the QP and well aware as

to what constituted good evaluation practice, decided to accept the regional office's
request in order to ensure better buy-in from that office.

Wood et al also notes [ibid:202): 'Generally the amount of time given to the

preparations for humanitarian programme evaluations is inadequate. Often,

commissioning organisations seem to spend a lot of time drawing up the TOR but

very little in briefing the team and ensuring that they are aware of all the relevant

documentation.' This did not, however, arise as a particular constraint to evaluation
quality in interviews, except in one case.

3.1.3 Assembling the evaluation team

The first thing that most evaluation officers wanted to talk about was the difficulty

they often faced in putting together an adequate evaluation team - this was in their
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view, except in one case, the main constraint to good evaluation. One evaluation

office delayed an evaluation by four months in order to get the 'right' team leader,

and thought the evaluation product justified this decision. This is not, however, an

option in many circumstances. One manager noted the difficulties faced when

skilled evaluators could not be located at the right time - in this instance for a four-

person team none of the first choice candidates were available, and four evaluators

were contacted before one position could be filled.

While managers would prefer to contract evaluation teams through their networks,

usually agency procedures require some form of tendering process. However most

managers did not find an external tendering process conducive to assembling a good

team and tried to work around agency procedures where possible - for example, by

encouraging bids from evaluators with whom they had previously worked. If

locating good evaluators in a timely fashion is the central constraint to better

evaluation quality, ALNAP should make addressing this issue its first priority in

terms of its mandate to improve evaluation quality. Currently the 'market' for

evaluators operates like most markets, with evaluation officers competing against

each other. This means that those who have better knowledge, networks and funds

are at an advantage. While this may benefit individual agencies it does not support

improvement for the sector as a whole, particularly given there are so few joint

evaluations. Another feature of the market is its reliance on northern evaluators

despite evidence from this and previous Annual Reviews that strongly suggests

mixed teams of northern and southern evaluators produce better quality

evaluations.

3.1.4 Establishing a Steering Committee

Evaluation managers have different experiences of Steering Committees. Some

found that setting up a Steering Committee hinders the independence of the

evaluation process; others that it supports the evaluation and facilitates follow-up,

particularly where Steering Committee members are potential users. One evaluation

manager recommended that Steering Committees should be made up of internal/

external specialists and that donors should also be included to ensure ownership.

Further details on Steering Committees can be found in Box 4.4 in Section 5.
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3.2 ProcessAfter the Evaluation: how does this reflect on evaluation quality?

The most important area of process not fully covered in the ALNAP QP is evaluation

impact. Evaluation managers noted the quality of evaluation reports is not always

the best indicator of the utility of the evaluation. In some cases the evaluation

process itself - for example, learning with agency partners - was as important as the

recommendations. And there were also examples of reports rated as weak against

the QP which had significant impact, and vice versa.

3.2.1 Recommendations and follow-up

As suggested in Section 3.1 the area of follow-up and use is increasingly on

evaluation managers' minds, partly as a result of this having been raised by ALNAP

and some agencies over a number of years and partly out of frustration at lack of
consistent impact of recommendations."

This is slowly feeding into revised practice. In the meta-evaluation this year we

found that, as previously, a large majority of individual recommendations were

clearly phrased and implementable and reflected constraints to follow up (QP area

5.4.iiiaJ, with 84 per cent of reports rating as satisfactory. On the other hand only one

report this year was rated as satisfactory in terms of recommendation feasibility (QP

area 5.4iiibJ - in other words, evaluations tended to include long lists of

recommendations, with limited prioritisation, a mix of operational and policy

recommendations, and recommendations not directed towards particular staff or
units (see Chart 1 in Section 3.2.2).

Several evaluation managers noted that formulation and presentation of

recommendations have also been problematic. The following are three examples of

findings from the interviews concerning the quality and utility of recommendations:

It was clear from discussions with staff that the recommendations had come too

late to be of any use, were already included in strategic planning documents, and

that the agency had been expecting greater innovation from the evaluation team.

A long list of recommendations had been presented to senior management with

no prioritisation or timeframes, and little contextual background concerning the

main findings of the report. Senior managers had subsequently used this poor
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presentation on the part of the evaluation team as a rationale for discounting

recommendations.

The evaluation report included a large number of non-prioritised

recommendations which were difficult to identify in the main text of the report

but which had been picked up on by a senior manager and subsequently

followed up through a reorganisation of HQ functions.

The level at which to pitch recommendations can also be problematic. One agency

regional office had expected very concrete conclusions and recommendations to

solve their ongoing operational problems, whereas the report recommendations

were framed at a more general level aimed at agency HQ.

A number of agencies, for example, Danida, CAFOD, OCHA and WFp' are using or

considering using recommendation tracking systems or matrices. The format can be

simple. Danida, for example, uses three columns: one for recommendations, one for

follow-up actions, and a third for status of follow-up (the evaluation department

contacts relevant departments responsible for follow-up; recommendations are

discussed at a management meeting, usually chaired by the State Secretary; and six

months or more after the follow-up action has been decided the evaluation unit

approaches relevant departments to discuss progress in follow-up). At OCHA the

following table is used:

Key Management Responsibility Timeframerecommendations response .-
At CAFOD a more comprehensive follow-up matrix is currently being developed, a

draft of which uses seven headings: recommendations; objectives/tasks to take
forward recommendations; stakeholders, timeline. management of tasks;

monitoring task delivery; and measurable success indicators.

Several evaluation managers argued that establishing ownership of evaluation

findings and recommendations is one key to good follow-up. Locating an evaluation

'champion' was another key strategy. One evaluation manager noted that their

evaluation had led to a reorganisation of functions at HQ because a senior staff

member had been present at a briefing; although this had led to positive results it

also suggests that structures for implementing evaluation findings were not

institutionalised.
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QP Area 5_4iii

a. Recommendations should respond to the main conclusions; reflect
consultation with all key stakeholders, an understanding of the commis-
sioning organisation; and potential constraints to follow-up. They should be
clear, relevant and implementable, with each ideally accompanied by
implementing options.

b. The evaluation report should suggest a prioritisation (for example, int<\)macro
or structural, micro or easily achievable) and timeframe for follow-up, and
suggest where responsibility should lie if this is not indicated in the TOR.

3.2.2 Assessing evaluation impact

Even where recommendations are followed up there still needs to be a mechanism
in place to assess whether recommendations lead to expected solutions. In the case
of the evaluation reports discussed, evaluation managers generally had a good sense
of the impact of the report even though this had not been formally documented.
Impact varied, as might be expected, from revisions to policy, to increased
awareness of particular issues, to little or no impact. One suggestion is that
evaluation offices could include a column in follow-up matrices, as CAFOD is
planning, in order to track the actual impact of the evaluation within the agency.
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~ «:@M§»arHson: 2002 and 2003

In last year's Review key areas of strength and weakness of EHAwere outlined and
analysed. Has there been any improvement in evaluation quality in these areas over
the last year? Table 4.1 presents a brief summary of this assessment and is a
snapshot of year-an-year performance. More detailed analysis related to most of
these areas, based on a four-year comparison is provided in Section 5.

Key areas of EHAstrengths and

weaknesses, os defined in the

2003 Annual Review 2003 Performance2002 Performance

Appropriateness of the evaluation

methods selected (ap Area 2iil

Questionable credibility of

many reports due to

inadequate methodology and!

or because it is unclear from

No improvement.

where conclusions are

drawn.

Contextual analysis (ap Area Jil

Application of agency policies for 33% rated satisfactory or

evaluation (ap Area 4.1 i) better.

No improvement; 32% rated

satisfactory or better.

No improvement; 32% rated

. satisfactory or better.

49% rated satisfactory or

- --_ .. ----_ .. - ----

Application of agency policies fClr 33% rated satisfactory or

evaluation (ap Area 4.1 il better.

Human resources and management Reasonably well covered.

issues (ap Area 4.1 ii) 53% satisfactory.

Attention to protection

(ap Area 4.Jiiil

Significant improvement in

relation to protection with

32% of reports rated

satisfactory or better; difficult

to say if this is systematic.

ijoWiiliih'J

6% rated satisfactory or

better.
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Key areas of EHA strengths and

weaknesses, as defined in the

2003 Annual Review 2002 Performance 2003 Performance

Primary stakeholder consultation

(ap Area 5.2i)

DAC criteria (ap Area 5.3ii)

Failure to consult with Limited improvement; 20% of

primary stakeholders and/or reports rated satisfactory or

to adequately describe the

nature of this consultation.

13% rated satisfactory or

better.

Effectiveness, relevance/

appropriateness and

connectedness were

relatively well covered.

better.

Significant improvement in

use of the DAG criteria, all of

which rate 50% satisfactory

or better, except coherence

and efficiency.

S Key Findingsfrom 2003 Comparedlo 2000-2002

This section provides an analysis of nine key QP areas for which there is

comparative data for the four years of the meta-evaluation," The section also

integrates boxes on good practice on five topics: follow-up to reports; consultation

with primary stakeholdera, socioeconomic analysis; evaluation of efficiency; real-
time evaluation; and the evaluation of protection.

5.1 AssessingTerms of Reference

Only two reports were rated as satisfactory or better this year in terms of their TOR

clearly outlining requirements for state-of-the-art methodology. These were the DEC

evaluation of the Goma earthquake response (DEC, March 2003) and Concern's

evaluation of its emergency operations in Afghanistan (Concern, November 2002).
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Many of the deficiencies in the methodology of EHA, as perceived by this meta-
evaluation, can at least partly be traced back to TORthat, for example, do not require
adequate attention to protection issues or consultation with primary stakeholders.

A further issue is the high percentage of reports that attained an 'unsatisfactory'
rating. In a large number of cases this was because reports failed to cover one or two
of the areas required in the QP- most often international standards (such as Sphere
or the Code of Conduct) or gender equality. Some might argue that this sets the bar
too high. However all of the areas included in the QP are integral to satisfactory
direction for evaluation teams.

A point made in discussion with evaluation managers was that the TORare a broad
outline and do not reflect changes made in consultation with the evaluation team.

Quality of TOR statement on expectation of good practice in
approach and method

I QP Area 1.1v

The TOR should clarify the commissioning agency's expectation of good EHA
practice (for example, application of DAC criteria; reference to international
standards including international law; multi-method approach - ie, quantitative
and qualitative; consultatiOn with key stakeholders to inform findings,
conclusions and recommendations; and gender analysis).

VGood VSatisfa(tory Unsatisfactory Vi'~~I-_~------~~®~~_®~.~-~_-_---7-6°-Yo~Poor V

VSatisfa(tory

2001
~% 2002
~ 2003

Unsatisfactory V

60%

97% ~

93% ~
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This is a valid point but in this case, as these changes obviously have a strong

bearing on the final direction of the evaluation, we would argue that this consultation

should be reflected in the methodology section of the report; it is unusual for reports

to include information on dialogue over the TOR as evidenced by the 72 per cent of

reports that were rated unsatisfactory or poor in this area this year (see QP Section

t.d.ix at the end of this chapter).

5.1.1 TORintended users and uses

Specifying intended users and uses of evaluations continues to be a weak area; even

though interviews with evaluation managers revealed that they often have a good

sense of who the intended users are this is rarely adequately reflected in TOR. In

some cases improvement in this area may simply involve better development of

TOR. In others it will require a rethinking of evaluation uses within the agency. Some

good practice suggestions for improving practice in both planning for, and follow-up
to, evaluation use are provided in Box 4.4.

QPArea i.ivi

The TOR should outline the intended use and userfs) of the evaluation outputls]

and the individual or department responsible for follow-up.

VGood VSatisfoctory Unsatisfactory V

29%'2003
Poor V

55% !
I

VSatisfactory Unsatisfactory V

77% ri
---:-_-= ~J

2001
2002 87~

E::':':'::::::::::::::::::::====-=-_==2=0=03=_=-=._ ...__ _ ~~]
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; Identifying users in the TOR and report Good practice was found in the case of the

ICRC's evaluation of its environmental sanitation programme in Kabul, the TOR of

which (ICRC, October 2003, Annex 1:4-5) note that: 'It is the intention of the ICRC

that this evaluation should be planned, conducted and reported in a manner that

will encourage the use of the findings, recommendations and lessons-learned by

the key stakeholders ... Moreover, it is intended that the final evaluation report

will be the subject of follow-up meetings, workshops and/or seminars to discuss

the findings, recommendations and implications.'

Two sets of users are then identified: a primary internal audience consisting of

operational staff and a primary external audience comprising programme

partners in Afghanistan. Secondary audiences are defined as other Geneva and

field based staff and institutional, public and private donors.

: Establishing a Steering Committee The UNHCR evaluation of its community services

function (UNHCR, March 2003) notes the important role played by its Steering

Committee. The evaluation TOR stated that (ibid:113):

The evaluation will be guided by a Steering Committee consisting of key

stakeholders within and outside UNHCR, and chaired by a member of

EPAU [Evaluation and Policy Analysis Unit]. The Steering Committee will

help to develop the terms of reference for the review, select the

consultancy team, monitor the progress of the project and ensure that its

findings and recommendations are effectively utilized.

! The report includes a section on lessons learned from the evaluation process -

! itself an example of good practice - where the evaluation team note (ibid:158):

We have greatly appreciated the time and attention of our Steering

Committee in meeting and discussing with us a broad range of issues and

suggestions related to this evaluation, as well as their helpful comments

and recommendations for improving the final report ... Yet we consider

that the most critical role for our Steering Committee begins now, in the

aftermath of the report. We greatly hope that the CS Evaluation Steering
Committee will continue to meet, to duly consider our conclusions and

recommendations, to join forces with those involved in the prior Women's

and Children's evaluations, and to hash out the thorny conceptual and

resource issues that need to be drawn into a plan of action.
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5.2 Assessing Evaluation Approach, Methods and Practice

5.2.1 Appropriateness of evaluation methods

As with the delineation of methodology in TOR, evaluation reports rarely meet good
practice standards in their description of methodology. Requirements in the QP in

this area are similar to those for the terms of reference section.t? That methodology

sections in reports are frequently scanty in their description of actual methods used

is probably the main feature that undermines the credibility of EHA. Evaluation

managers need to do more to ensure that evaluators clearly spell out the methods
used, including the strengths and weaknesses of each.

The one report that received a good rating this year was the Danida evaluation of

Danish support to mine action (June 2003). Not coincidentally this report was among

the strongest in this year's set in many areas of the QP, including consultation with
primary stakeholders (see Box 4.5).

QP Area 2ii

The evaluation report should provide a clear description of the evaluation i

methods, the rationale for their selection relative to the evaluation's primary

purpose, focus and end-users, and the potential limitations of the selection.

VGood VSotisfactory

~~ .. _ ._-

Unsatisfactory V

.•. __~_8%~J

Poor V

17% ~

VSatisfactory

I4lHJ
I

2000
Unsatisfactory V

84% ~

I~ 200] 78% ~

2002 93% ~

2003 95% ~
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5.2.2 Consultation with primary stakeholders

Consultation with primary stakeholders is clearly taking place during the evaluation

process though much of the information in evaluations relating to this is anecdotal.

Moreover, the source of information from which conclusions are drawn is often

unclear - for example, is it from primary stakeholders, agency staff or some other

source?

•

Quality of consultation with and participation by primary
stakeholders (beneficiaries and non-beneficiaries within the
affected population) during the evaluation

The evaluation report should outline the nature (for example, 1:1 meetings; PRA;

focus groups; questionnaire used; feedback workshops) and scope of

consultation with, and participation by, beneficiaries and non-beneficiaries within

the affected population in the evaluation process (for example, how sampling was

carried out; numbers consulted; numbers participating; breakdown by relevant

characteristics such as sex, ethnic background, etc).

Adequate consultation is possible if the evaluation manager or office is supportive

and an evaluation team with the right skills can be assembled. Readers are also

referred to the ALNAP draft Practitioners' Handbook on Participation by Orisis-

affected Populations in Humanitarian Action (ALNAP,2003).

The Danida evaluation of Danish support to mine action (June, 2003) included a

total of 30 focus group discussions with 360 participants in Eritrea, Nicaragua and

Laos to assess the impact of mines and mine action from the primary

stakeholders' perspective.

Methods employed National consultants with good local knowledge and a social

science background were selected to prepare, plan, facilitate and analyse the

focus group discussions. Random selection of communities was undertaken, with
attention paid to stratification and organising discussions with peer groups (for

example, women, youth, farmers).
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The role of the facilitator was considered of great importance, in particular for
drawing into the discussion those not participating, eliciting explanations of
ambiguous or incomplete comments, and making sure everyone's opinions were
respected. Unusually, this evaluation notes the importance of ensuring the dignity
of those interviewed - one requirement of the American Evaluation Association
Programme Evaluation Standards and a key area for EHA given the usually
traumatic past of respondents. Only two other evaluations in this year's meta-
evaluation set made reference, in passing, to the importance of ensuring
interviewees' dignity.

Focus groups consisted of 7-10 people who participated for about two hours.
Participants were identified by community and local government organisations,
NGOs and cooperatives. A checklist of questions was prepared to ensure
consistency across case study countries.

Contribution of the focus groups to the evaluation The results of the focus groups provided an
important source for triangulation with information from documents and
interviews with key agency stakeholders. As the report notes (Danida,June 2003,

Annexes:4): 'The focus group methodology and discussions has been a
considerable strength of the evaluation and is possibly the only mine action
evaluation that has conducted focus groups with beneficiaries in different
countries.' Findings from the focus groups are integrated throughout the
evaluation to make or support key points. For example, the focus groups led to the
questioning of some underlying beliefs of mine action aid workers (ibid:79):

Focus group discussions and interviews revealed that the psychological
impact of mines is high even after many years ... Even hard-nosed Somali
elders expressed with frankness the fear and worry they livewith and the
concern they have for their children. This stands in contrast to the
assumption held by many aid workers encountered by the team who
claim that people become used to living with mines over time making
mine action a less pressing activity... In Somalilandit was common among
the mine action community to hold the view that because of the people's
Islamic faith, Somalis did not fear for their lives or that of their children.
The team's interviews with mine-affected people did not support this
position. This is precisely the kind of triangulation of information that is
required for rigorous EHA.
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The exceptions to the norm show, however, that adequate participation of primary

stakeholders in EHA is both feasible and can add significantly to the quality of

evaluation reports (see Box 4.5). Related to consultation with primary stakeholders is

sound socioeconomic analysis - again a relative rarity in EHA. Further good practice

in this area is highlighted in Box 4.6 from the SC-UK evaluation of its emergency

intervention in Malawi (April 2003).

Several evaluation offices have also been experimenting with more interactive and

flexible evaluation methods which are often grouped under the 'real-time' heading.

Good practice this year was found in the WFP evaluation of its emergency operations

in Southern Africa. This is highlighted in Box 4.7, along with background discussion

to current thinking around real-time evaluation.

Unsatisfactory IJ
28% 003 52%

Poor IJ

IJSatisfactory
~~~ I 2000
~~ 200]
~~ 2002
~~ 2003

Unsatisfactory IJ

85% ~

72% ~

87% ~

80% ~
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The synthesis chapter includes a detailed discussion of some of the issues and

controversies related to targeting and understanding of the local context. While it

is relatively common for development evaluations to include a detailed

socioeconomic analysis, this is generally missing in ERA. Usually ERA is too

hurried, too dependent on interpreters, and evaluators spend the majority of their

time in national capitals - all of which mitigate against developing a good

understanding of the socioeconomic dynamics of communities. On the other hand

the constraints - primarily budget, access and security - to spending adequate

time in communities to investigate the results of humanitarian action should not
be underestimated.

This year good practice in socioeconomic analysis was found in SC-UK's

evaluation of its emergency programme in Malawi (April, 2003). The evaluation,

carried out by one evaluator who spent 15 days in Malawi and seven days

conducting interviews with primary stakeholders, skilfully blended together data

generated from group and face-to-face interviews with village committees,

farmers and traditional area chiefs, and existing household survey and needs

assessment information. As with the Danida mine action evaluation (June, 2003;

see Box 4.5 above) a local researcher (in this case a teacher) was employed to

carry out interviews. The fact that both of these evaluations rate highly in terms of

primary stakeholder consultation adds to the case, made in previous Annual

Reviews, for mixed teams of national and international evaluators.

Much EHA uses the community as the unit of analysis, discussing intervention

results in terms of whether communities received adequate support. The SC-UK

evaluation moves beyond this by examining both the interactions within

communities during crisis as well as the livelihood strategies of individual

households, using the SC-UK Household Economy Approach= (SC-UK, April
2003:12):

The result of the delays in Government, donor, UN agency and NGO

responses to addressing the food crisis was that most of the vulnerable

population of Malawi were, until the harvest of April 2002, totally

dependent on 'indigenous coping mechanisms' and 'sharing' of limited

food and capital at community level. In practice this meant that the middle

and rich income groups within villages provided the only means of
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support for the poor ... In Salima ... c. 65% of the population were poor -

i.e. only producing enough of their own food needs for up to 5 months of a

'normal' harvest year; c. 26% of the population were middle income group

- i.e. producing enough of their own food needs for up to 10 months of a

'normal' harvest year; c. 9% (range 7% to 12%)of the population were rich

- i.e. producing enough of their own food needs for the whole year, plus a

surplus to pay for labour and the purchase of assets.

This means that in a normal year around 90% of the population are

dependent on the rich income groups for at least 2 months of the year to

support their basic family income requirements (usually in the form of

paid labour). For the 65% of the population who fall into the 'poor'

category, this dependence on local casual labour constitutes the principal

survival mechanism for more than half the year. This fact needed to be

born in mind when deciding on the most appropriate food distribution

strategy.

When assessing the adequacy of needs assessments and coverage, which should

be a central part of EHA, evaluators could be encouraged to use a method such as '

SC-UK's household economy analysis or one of the many participatory rural

appraisal approaches that are now standard in development planning and

evaluation.

Recent definitions of real-time evaluation (RTE) have stressed the importance of

its timing, its interactivity; and the participation of key users of information. As

such it bears some similarity to utilisation-focused evaluation which emphasises

the evaluation process and the nature of the interaction between evaluation users

and evaluator (Grob, 2003).

RTE is currently being used or is under consideration by three of the main UN

humanitarian actors ~ UNHCR, UNICEF and WFP. Several other initiatives have

piloted RTEs or RTE-type evaluation processes - for example, IFRC's evaluation of

its Southern Africa Food Security Operation; the Humanitarian Accountability
Project in Sierra Leone and Afghanistan; Groupe URD's Iterative Evaluation with i

I~j
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Mini-Seminar; the DEC's moriitoring reviews; ALNAP's Learning Support Office

evaluation; and World Vision's Action Review [discussed further in UNICEF,
2003a).

WlF'lP'sGoodllPractice

WFP piloted the RTE approach in impressive fashion in the evaluation of its

response to the Southern Africa crisis [September 2003). The evaluation included

three missions between July 2002 and May 2003 over a total of about 13 weeks. A

summary and recommendations were submitted to the WFP Executive Board in
October 2003.

RTE is a new departure for WFP and has been introduced despite the fact that

previous evaluations have often been of a high quality. It represents one of the

most comprehensive evaluations undertaken by the agency in terms of staff time

and committed resources. Its three missions were organised to coincide with the

three phases of the project cycle: the inception period; the start of the most

intensive implementation phase; and the closing stage of the Emergency

Operation [EMOP) and preparation for the new EMOP.The core team for all three

missions was made up of a socioeconomist, a nutritionist, and a needs

assessment specialist. In addition, two separate logistics specialists were engaged
for the second and third missions.

The longer evaluation period and the greater length of time spent in-country

appeared to facilitate more in-depth consultation with primary stakeholders. This
took two forms:

Focus group discussions with beneficiaries at final distribution points in each

country. This included observing distribution methods, discussions with

distribution committees, and on-site briefings from NGOs.

Household visits: at least two [in most countries) at each food distribution

point visited where in-depth semi-structured interviews with primary

stakeholders were carried out. An ad hoc 'sentinel site' study was also

undertaken in Malawi and Zambia where households were visited during

each mission for an update on progress and an insight into the impact of the
operation.
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While primary stakeholder consultation is not necessarily a key component of

RTE, in some cases the longer timeframe, including multiple visits, may facilitate

this - as with the Groupe URD and DEC examples.

The WFP RTE (ibid:3) notes that: 'The great advantage of the RTEwas being able

to visit project sites as they were in full operation and with key staff still present',

a point also emphasised in the UNICEF desk review of RTEs (2003a). This is

particularly important given that many ex post evaluations are seriously

constrained by key staff having moved on.

One other area of strength of the evaluation is its unusually detailed contextual
analysis. Ex post evaluations sometimes have difficulty retracing key events. The

WFP evaluation on the other hand included a very detailed assessment of the key

events vis-a-vis the timing of the intervention. As the TOR note, RTE can help

build a lasting description or chronicle of the intervention which can later be used

as a model for identifying lessons and good practice.

While experimenting with the RTE approach, however, the evaluation sometimes

reads like a traditional ex post evaluation and its focus appears at times to be as

much on accountability as on feeding lessons back on an ongoing basis into the

WFP system. In this respect the report notes (WFP,2003:2): 'Though for the most

part standard evaluative methods were used, the unique features of the RTEwere

(a) the possibility of presenting immediate feedback and observations to country,

regional and headquarters staff, (b) the support of self-evaluation by WFP teams
on the ground, and (c) the possibility of evaluating a complex operation at different

stages and thus producing more informed and better overall evaluation results.'

What was the impact of the RTE?12

The RTE contributed to two organisational changes: an earlier release of direct

support cost funds-ê as a corporate initiative, and greater attention being given to

commodity tracking system integration in Iraq.

Other recommendations, for example on targeting, are also being followed up (see
the synthesis chapter). WFP have also conducted a review of the RTE experience
(WFP, 2004), the main conclusions of which are that the iterative approach did

provide a good overview of the operation as it unfolded but that senior managers
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in the field did not find the RTE as useful as anticipated for immediate feedback

and organisational learning. The review also suggests that the purpose of the

RTE, and the type of learning expected from it, need to be clarified with field staff

and evaluation team members; that evaluation team members need both an

understanding of institutional factors in WFP as weil as good interpersonal skills

to allow positive interaction with field staff; and that there are a number of

constraints to be overcome in terms of promoting both learning and
accountability during the same evaluation.

Among the review's recommendations are that the scope and purpose of RTEs

need to be clearly defined and manageable; that two teams be deployed, one with

a focus on learning and another with a focus on accountability; and that the

evaluation office should explore means to improve dissemination of RTE
findings.

Details of WFP's operation can be found in the synthesis chapter.

5.2.3 Use of the DAe crtterta=

Perhaps the most striking difference between findings for 2003 and 2002 is the

improvement across all the DAGcriteria. There is no clear explanation as to why this

improvement has taken place given that there has been no similar overall

improvement in most other areas. It is unlikely to have been caused by either sample

bias or rating bias, given that the mix of evaluations and the system of rating was
similar to previous years.

Specifically, aggregate performance on the DAG criteria for 2003 shows 63 per cent

rating satisfactory or better. However, no reports rated 'good' on all of the critena=

. :,,:,,~,~~?;:.;~~;Quality of application of EHA criteria in assessment of intervention
ID i .,~~ ..... ,u~;:~,1

The evaluation report should provide evidence of an adequate application of

standard evaluation of humanitarian action criteria: efficiency (including cost-

effectiveness); effectiveness (including timeliness); impact; relevance!
appropriateness; sustainability!connectedness; coverage; coherence.
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which suggests that it is challenging for evaluators to include all of the criteria in one

evaluation, even though most evaluation TOR and agency guides and manuals

include most or all of the criteria. Experience thus suggests that evaluation

managers should be more selective in their focus of criteria but at the same time

explain in TOR why certain criteria should not be included in a particular evaluation.

The three evaluations that came close to a 'good' rating overall- and which anyway
were among the stronger reports in this year's batch - were the Danida evaluation of

support to mine action (June 2003), the WFP Southern Africa real-time evaluation

(September 2003) and the SC-UK evaluation of its emergency programme in Malawi

(April 2003).

As can be seen in Chart 6, coherence proved to be the most difficult DAC criteria for

evaluators to operationalise." Whether or not coherence should be included among

the DAC criteria, in its present form or otherwise, was raised by several evaluation

managers who have difficulty determining its relevance. With a preponderance in

EHA of single agency, single sector evaluations, it has been challenging for

evaluations to capture wider policy related issues across different agencies.

Although results this year were relatively positive, efficiency also proved a difficult

criterion for evaluators. Box 4.8 highlights good practice material from the US

General Accounting Office evaluation of US operations in Afghanistan. It illustrates

the importance of evaluating efficiency, and also that although it may appear more

'technical' than other criteria, it has the potential to examine areas that are politically

controversial.

II Satisfactory Unsatisfactory II Paar II

[~1 30% 2002 62%
~

L_

IIGood IISatisfactory Unsatisfactory II Poor II

~~ ~- 29% ._.~®®~I 44%
~

[
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Chart 7 2003 results for ap Area 5.3ii-DAC and compared over 4 years

'Good 'Satisfactory Unsatisfactory' Poor'

15% 48% 2003 25% 12%

'Satisfactory Unsatisfactory'

81%19% 2000
46% 2001

2002
54%

42% 58%

63% ' " 37%

Evaluations often note the cost and include an assessment of expenditure of

interventions, but an analysis of whether alternative modes of operation could

have achieved a better output than the one reached, which is at the heart of
analysing efficiency, is not usually carried out.

Good practice was found this year in the US General Accounting Office (GAO)

assessment of emergency food aid and agricultural support to Afghanistan (June,

2003). This is an important report given the context of the increasing involvement

of the military in humanitarian action over the last two years, discussed in the

Synthesis. While much of the debate on military provision of relief has centred on

ethical issues of military involvement in humanitarianism and coordination of

military and humanitarian actors, there is another important evaluative element to

this debate that involves the effectiveness and efficiency of military intervention.

It is in this context that the GAO report provides valuable insights into the

efficiency of US interventions. The report concludes that the US Department of

Defence's humanitarian daily ration programme was a largely ineffective and
expensive component of the US food assistance effort.
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The programme was initiated to alleviate suffering and convey that the US was

waging war against the Taliban, not the Afghan people. Ration drops averaged

35,000 packets per night (two planeloads] and ended in late December 2001 with

almost two-and-a-half million rations having been dropped. The report notes that

according to WFP, one of the major problems with the ration programme was the

lack of any assessment to identify the needs of the target populations or their

locations. According to Department of Defence officials the drop areas were

selected based on consultations with USAID staff familiar with the situation in

Afghanistan. Defence officials told the evaluators that the rations were an

expensive and inefficient means of delivering food assistance, although the

programme was not formally evaluated by this Department. According to these

officials, however, anecdotal reports from Special Forces soldiers indicated that

vulnerable populations did receive the food and that the rations helped to

generate goodwill among the Afghan people. Reports from NGOs in Afghanistan

on the other hand indicated that often the rations went to the healthiest, since

they were able to access the drop zone most quickly, and were hoarded by a few

rather than distributed among the population.

Whatever the levels of coverage, lack of efficiency is a theme of the report. The

total cost of the programme, including delivery costs, was some US$51 million, or

US$20.44 per daily ration. The report concludes (ibid:30):

The rations accounted for only 2,835 metric tons out of the total of

365,170 metric tons, or .78 percent of the total weight of food aid delivered

in fiscal year 2002. However, the cost of the rations equals 28.6 percent of

the $178,068,786 that USAID and USDA spent on emergency assistance to

Afghanistan from October 2001 through September 2002. If the United

States had bought traditional food assistance commodities regionally

instead of dropping the 2,835 metric tons of rations, it could have

purchased approximately 118,000 metric tons of food, enough to provide

food assistance to 1.0 million people for 1 year.

It is this comparison to other alternatives that is central to the evaluation of

efficiency.
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5.3 Institutional Considerations

5.3.1 Human resources

The assessment of human resources and management continues to be a relative

strength of EHA; it is notable that only 7 per cent of reports were rated poor in this

area. For those reports rating unsatisfactory, the norm was to cover some but not all

of the areas required in the QP.The areas most often missed were: fielcllHQ relations

and communications; training, briefing and debriefing; and recruitment practice.

That these areas are not better covered is significant, given their importance to field

level workers (on which see Chapter 2). Evaluators are missing here an important

opportunity to contribute to understanding of how staff can be better supported.

Good practice was found in a number of reports, including UNHCR (March 2003),

OCHA (November 2002), Concern (November 2002), WFP (September 2003), Oxfam
(November 2002) and ICRC (October 2003).

The importance of field level learning, hiring proficient national staff, finding the

right balance between international and national staff, and of training, capacity

development and support to staff is discussed in the synthesis chapter. Good staffing

is perhaps the key to good humanitarian action. On the other side of the coin, poor

staffing can lead to the kinds of sexual abuse recently uncovered in humanitarian
operations which, according to UNHCR (March 2003) is likely to become more

prevalent unless humanitarian action changes its way of doing business. As such

one would expect to find more detail in reports on dynamics around staffing issues -

for example, how good staff are recruited, how hierarchical bureaucracies deal with

the need for swift decision making during crises, incentive systems, and institutional
transfer of knowledge.

QP Area 4.1ii

The evaluation report should provide clear analysis of the extent to which agency

human resource procedures and practices (for example, level of experience/

! expertise of field staff; recruitment procedures; staff turn over; fielcllHQ relations;

management and development of national staff; briefing and debriefing

procedures; training and learning practices; security) were applied, and their
relevance and impact on intervention results.
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V'Good V'Satisfactory

~~ ..
Unsatisfactory V' Poor V'

44%

V'Satisfactory Unsatisfactory V'

51% ~

51% ~

~'. 'c.". ,

51% ~

47% ~

Assessment of staff is often a controversial issue and it may not be possible to

include details in an evaluation report. One interview with an evaluation manager

established that there was considerable focus on staffing issues during the

evaluation process, but because of the sensitivity of the discussion some of the

issues did not make it into the final report (rated 'unsatisfactory' on the QP in this

area by both meta-evaluators).

5.4 Consideration Given to Cross-cuttingThemes

5.4.1 Evaluation of coordination

Evaluation of coordination saw a considerable improvement this year: as well as a

higher percentage of reports rating satisfactory or good, no reports were rated as

_Quality of the evaluation of consideration given to coordination
activities

i
The evaluation report should provide clear analysis of the agency's coordination!
activities throughout the intervention cycle and the effect on intervention results. !

I
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VSotisfoctory Unsatisfoctory V

I ~ t2®@TI L u_._u . 37% '
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I~ t2®®t21 44%

31%

poor. QP requirements are quite stringent in this area requiring that coordination

with national government, NGOs and INGOs and other relevant agencies such as

donors and the UN system be included, and also that the report integrates an

analysis of the effect of the agency's participation in coordination structures and
activities.

Among the five reports rated as 'good' this year, three had a specific institutional or

coordination focus (DFID, October 2003; OCHA, November 2002; WHO, January

2003). The other two 'good' reports (Danida, June 2003; USAID, November 2003)

both included detailed requirements in the TOR concerning a focus on coordination,

including the agency's involvement in supporting the coordination capacity of the
national authorities.

5.4.2 Attention to vulnerable/marginalised groups

While there was no overall improvement in attention to vulnerable/marginalised

groups - a finding supported by a similar year-on-year performance in relation to

'coverage' (see Section 5.2) - there was some variation between 2002 and 2003. In

particular, several reports on complex emergencies in Africa included attention to

people living with HIV/AIDS (for example, ECHO, October 2002a, b, August 2003;

WFP, September 2003; CAFOD, September 2003). As noted in the synthesis, HIV/

AIDS is changing the policy debate around hunger and famine in Africa and EHAwill

need to pay increasing attention to the complex interaction between hunger and
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Quality of the evaluation of consideration given to vulnerable/
marginalised groups

QPArea4

The evaluation report should provide a clear analysis of consideration given to

vulnerable and marginalised groups (for example, elderly, disabled, children, HIV

sufferers) and the effect on intervention results.

Chart 10 2003 results for QP Area 4.3v and compared over 4 years

'Good 'Satisfoctory Unsatisfoctory'--~==~~-------- Poor'

9% 29% 46% 16%

'Satisfactory Unsatisfactory'

2000 55%

2001 60%

45%

40%

27%

38% 2003

HIV/AIDS. Subsequently some TOR, for example at ECHO, are also requiring

increased attention to children both as HIV/AIDS sufferers and/or orphans and care-

givers, and this is being reflected in evaluations (ECHO, October 2002a, July 2003d).

5.4.3 Evaluation of protection

Quality of the evaluation of consideration given to protectionQP Area 4.3iit

The evaluation report should provide clear analysis of the consideration given to

protection throughout the intervention cycle, and the effect on intervention

results.
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This year's evaluation reports have been marked by a considerable improvement

in attention to protection issues, with 32 per cent of the sample (nine reports)

covering this issue in a satisfactory or better fashion as opposed to 6 per cent of

the sample in 2002. It is difficult to say whether this is a trend, but evaluations

may be following increased attention to protection in agency programming. The

challenge remains for evaluators to draw attention to protection issues in

evaluations of interventions where there is no explicit protection programming.

Interviews with evaluation managers suggested that one of the key means to

ensure adequate attention to protection issues is to have an evaluator with

relevant skills and understanding - itself no mean feat, as protection is as yet still

not well understood within the humanitarian sector, and as noted, it has proven

difficult for agencies to find evaluators with the right skills at the right time.

Of note are the following: ECHO's evaluation of its global humanitarian plans in

Angola for 2002-2003 (August 2003); UNHCR's evaluation of its community

services function (March 2003); USAID/OFDA's evaluation of its programme in

Angola (November 2003); and two reports organised around protection: SC-UK's

Western Africa Separated Children Review (June 2003); and Oxfam's evaluation of

its 'aid to uprooted peoples' programme in the Philippines (September 2003).

One of the issues that troubles evaluation managers and evaluators is what

should be evaluated under the protection heading. Three evaluations help clarify

what is involved. UNHCR's evaluation of its community services function

provides support to evaluators in this area, both through its extensive review of

how far UNHCR has been meeting its protection mandate as well as the relevance

of the concept of 'social protection' to the agency. This and USAID's report argue

for an extended definition of protection; as the latter notes (November 2003:25):

'Violation of human rights stemming from lack of social protection was a

! particularly critical issue in new resettlement areas and locations receiving large

i numbers of returnees. Problems associated with sexual abuse/harassment of

; women in IDP camps or transit centers, lack of civil registration, and the,

socioeconomic difficulties faced by children separated from their families became

a significant concern for both the international community and local authorities.'

Similarly the UNHCR evaluation (March 2003:81) comments: 'During the course
of this evaluation, numerous UNHCR staff and IPs [Implementing Partners], as

;Wmm
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weil as the recent women's and children's evaluations, have emphasised the need
for a broader conception of refugee protection within UNHCR. Many have
advocated for the concept of "social protection", which recognises refugee
families, "communities" and social structures as the locus of both refugee
protection and the violation of rights. Some see UNHCR's protection function,
with its tendency towards narrow legalistic definitions of refugee protection, to be
reluctant to acknowledge and commit to an expanded role in "socialprotection" of
refugees.' The SC-UKevaluation also includes recommendations concerning the
need for attention to protection as a socioeconomic as well as a legalistic issue.

Chart 11 2003 results for ap Area 4.3iii and compared over 3 years

'Good 'Satisfoctory Unsatisfactory'

18%

Poor'

50%14% 18%

'Satisfoctory Unsatisfactory'

2001 60%

2002 94%

2003 68%

40%

DI
32%
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6 Conclusionsand Next Steps

Feedback from ALNAP members and others suggests the meta-evaluation is

providing a useful overview of EHA, and has identified trends in strengths and

weaknesses of EHA which has helped ALNAP and its members focus on

improvement of evaluation quality. Where concern has been expressed this is in

relation to the relevance of the QP to particular kinds of evaluation, especially those

with an institutional and/or policy focus. Interaction with member agencies has

helped to partly resolve this issue by facilitating a discussion as to which parts of the

QP should be considered 'not relevant' for specific evaluations.

This year's findings demonstrate an encouraging improvement in attention to

protection issues and use of the DAC criteria, although it is too early to say if this is a

trend. There is an equally worrying continuation of problematic areas including

opaqueness of methodologies, failure to meet good practice standards in the use of

methodologies, lack of systematic consultation with primary stakeholders, and

failure to use agency policy to assess interventions. Insufficient attention to

evaluation use and users remains common. All of these areas need to be monitored
and reassessed on an ongoing basis if the credibility of EHA is to be improved.

Findings from the interaction between evaluation managers and meta-evaluators

confirm that several process areas not captured by the QP have a major bearing on

evaluation quality. The most pressing issue for the ALNAP network in terms of

improving quality is ensuring that there are an adequate number of respected

evaluators available and known to agency staff.

Last year's Annual Review recommended that ALNAP members develop a set of

standards to measure their evaluation performance. This was discussed during

follow-up meetings to last year's Review as well as at the ALNAP October 2003

Biannual where it was pointed out that the QP already partly constitutes a set of

standards. The ALNAP Secretariat is currently canvassing the membership for

interest with regard to setting up a working group on this issue. The mandate of this

working group could be widened to take on board other areas of evaluation quality
and follow-up to meta-evaluation recommendations, including the issue of lack of
availability of good evaluators and the need to regulate the EHA 'market'.
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Having made a positive transition to a more participatory format, ALNAP's meta-

evaluation needs to continue interaction between evaluation offices and meta-

evaluators, be mainstreamed within agencies, and include more stakeholders.

Potential future activities include:

Continued interaction between evaluation offices and meta-evaluators, involving

discussion of QP findings, and in particular related to key weaknesses identified

over the last four years of the meta-evaluation and noted above. In addition the

next step should be an internal-external rating process where agencies' own and

a meta-evaluator's rating are compared and form the basis for discussion of

evaluation quality. This would require development of a slimmed down version

of the QP,as the current version is too complex for an exercise of this kind.

Interaction between meta-evaluators and non-agency evaluators, as suggested at

the May 2003 ALNAP Biannual and recommended by Stufflebeam (2001). This

could take a similar format to interaction with evaluation offices this year, or the

same approach as that noted above (internal-external rating). As one evaluator

noted: 'If you are assessing our work, we should have the right of response.'

The logistics and resources needed for these proposed activities should be referred

to the working group on evaluation quality mentioned above.
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Notes
1 The authors would like to acknowledge

peer reviewers Mariska van Beijnum,
Susanne Frueh and Ted Kliest, as well as
the guidance of John Mitchell from the
ALNAP Secretariat.

2 Evaluation reports are submitted to the
ALNAP Evaluative Reports Database
(ERD) on a regular basis by agencies.
The ERD is a fully searchable online
database which holds records of over
450 evaluative reports. The database
includes links to the fuil reports and five
key sections for each report where these
have been made available.

3 Different years of comparison are used
in Sections 4 and 5 mainly because of
data availability. The ALNAP QP has
changed considerably since its
introduction in 2001, and comparative
data is not available for all areas of the
QP for the four years of the ALNAP
mete-evaluation.

4 Comments from peer reviewers were
received too late to be incorporated in
this year's Review of Humanitarian Action
in 2003; the Evaluation Centre is placing
the QP on its checklist web site as part of
its overall programme.

5 The QP is available from the ALNAP
website at www.alnap.org. In order to
increase rigour and counter the potential
for assessor bias and error the
assessments were undertaken by two
assessors: the author of this chapter and
Peter Wiles. Both were involved in the
last three meta-evaluation exercises and
the subsequent QP revisions. Rating was
considered similar when the two
assessors gave the same rating or were
one rating apart in the cases of 'A' (good)
as opposed to 'B' (satisfactory), and 'C'
(unsatisfactory) as opposed to 'D' (poor);
and dissimilar in all other cases.
Similarity was at 88 per cent, and a
similar overall level of agreement was
achieved for Annual Reviews 2002 and
2003. The assessment process was

twofold. An initial assessment of the
core evaluation reports was undertaken
independently by each assessor.
Discussion on issues of interpretation of
guidance notes, possible errors and
omissions ensued, and was followed by
a final independent review by each
assessor. The resulting 88 per cent
consistency rate was deemed an
acceptable margin for the purposes of
this meta-evaluation, Where there was
inconsistent rating, results are not
included in the analysis.

6 Personal communication, Francois
GrunewaId, Groupe URD.

7 Interviews were carried out by Peter
Wiles and Tony Beck. Agencies covered
were: CAFOD, Danida, ECHO, ICRC,
OCHA, OFDA, Oxfam, SCF-UK, SIDA,
UNHCR, and WHO.

B For example, the reviews of utilisation of
evaluation reports undertaken by
ALNAP (van de Putte, 2001) and MSF-H
(2000) as well as more general
evaluation literature on utilisation. The
WFP Office of Evaluation is currently
working on an assessment of follow-up
to evaluation recommendations, looking
at the longer-term follow-up to
recommendations of some 40 +
evaluations, with an in-depth review of
some 20+ evaluations. This should be
submitted to the WFP Executive Board in
October 2004.

9 Additional information is included in this
Section for use of the DAC evaluation
criteria based on the two-year
comparison for which data was
available. For some QP areas less than
30 reports were used in the analysis as
some ratings were removed because of
disagreement between raters. Hence
different absolute figures can be found
in the third columns of the Tables. For
the fourth column of the Tables only a
breakdown into 'satisfactory' and 'good'
rating categories was possible.

10 The areas required for a satisfactory
rating in Section 1.1v of the QP are:
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Referencesapplication of the DAC criteria; reference
to international standards, including
international law; multi-method
approach - ie quantitative and
qualitative; consultation with key
stakeholders, including primary
stakeholders. and gender analysis.
Given that these should be standard
evaluation techniques, evaluators need
to make the case for their not being
included.

11 The SCF Household Economy Approach
(see SCF, 2000) describes the way
households survive in 'normal' times
through use of coping/adaptive
strategies, includes a wealth profile of
the population, and is used to assess
situations where livelihoods may be
breaking down to predict the potential
effects of this.

12 Based on an interview with Pernille
Hougesen and information provided by
Julian Lefevre, Office of Evaluation, WFP.
An internal review of the RTE was not
available at completion of this chapter.

13Direct Support Costs are defined as
variable or incremental costs for a WFP
country office to support WFP
operational activities in that country.
These include international and national
officer salaries, United Nations
Volunteers, local operating expenses
such as communications, vehicles and
security, and gender equality and
technical assessments.

14 ALNAP is currently piloting a guide to
Evaluating Humanitarian Action, which
includes specific advice on use of the
DAC criteria.

15 Since 2002, the meta-evaluation has
included a rating for each of the DAC
criteria.

16 'Coherence' refers to (OECD-DAC
1999:23): 'policy coherence, and the
need to assess security, developmental,
trade and military policies as well as
humanitarian policies'.
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Full Results Listing for 2003 Meta-evaluation

o

1. ASSESSING TOR, TIMING AND TEAM

1.1 Evaluation TOR

I.I.i Cost of the evaluation?

I.l.ii Quality of TOR statement on
the intervention to be evaluated? ...

l.I.iii Quality of TOR statement on purpose of evaluation?'" 27

U.iv Quality of TOR statement on the primary
focus of the evaluation?

I.l.v Quality of TOR statement on expectation of
good practice in approach and method? ...-

I.l.vi Quality of TOR statement on intended use
and user(s) of evaluation output(s)?-

l.I.vii Quality of TOR guidance on evaluation report format? 27'

I.l.viii.a Evaluation Timeframe: Timeliness ...-

1.l.viii.b Evaluation Timeframe: Sufficiency of time é

I.l.ix Quality of TOR clarification process?

1.2 Evaluation Team

1.2.i Nature, make up and appropriateness of
evaluation team? ...

2. ASSESSING EVALUATIONAPPROACH AND METHOD

2.i Appropriateness of the overall evaluation approach?

2.ii Appropriateness of the evaluation methods selected?

2.iii Appropriateness of planned application of
the DAC criteria and rationale? ...-

2.iv Consideration given to constraints? ...

2.v Consideration given to evaluator bias?

2.vi Consideration given to confidentiality and dignity?

0 7 57 37
I• • • •0 5 15 80

2 3 78 17

0 4 20 77

5 42 27 27

0 7 5 88

3 3 12 82

12

25

3 76 i?

14 29 55

25 10 38

30 13, 50

43 28 28

28 12 60

5

35

67

68

5

37 17

7

3

2

8

o

o

90,

o

o 7
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Quality of the evaluation of the needs and livelihoods j I i
assessment(s) that informed the intervention?- 11 41 351

I

3.i

3. ASSESSING CONTEXTUALANALYSIS

3.ii Quality of the evaluation's analysis of past

4. ASSESSING ANALYSIS OF INTERVENTION -

involvement of the agency and its local parmers?-

4.l.i

4.1 Institutional Considerations

Quality of the evaluation of agency guiding

4.l.ii

policies and principles? j.

Quality of the evaluation of agency's management
and human resource practices?

4.2 Needs Assessment, Objectives, Planning

4.2.i

4.2.ii

4.2.iii

4.2.iv

4.2.v.D

4.2.v.b

4.2.vi

and Implementation
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Quality of the evaluation of the
intervention objective(s)? j. - 14 48 32 5

Quality of evaluation of the intervention planning
processes (including design)? 8 46 34 12

Quality of the evaluation of the intervention
implementation processes? j.- 16 45 36 4

Quality of the evaluation of monitoring and/or
real-time evaluation mechanisms? 17 51

Quality of assessment of indicators- 6 28

Quality of the evaluation of the
intervention expenditure? j.- 2 32

4.3 Consideration Given to Cross-cutting Issues

4.3.i Quality of the evaluation of the intervention's
adherence to international standards? -

4.3.ii

4.3.iii

4.3.iv

Quality of the evaluation of consideration given
coordination activities? -

Quality of the evaluation of consideration
given to protection? -

Quality of the evaluation of consideration
given to gender equality?

13

5 9

I
16 531

I

I
14 18

I

lJ 10

19 I 67
I
I
I

31 1 °
i
I

18 I 50
I

I I

I
50
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5.1 Use Made of Contextual Information and Analysis

s.1.i Quality of the use made by the evaluation of
contextual information? • ,16 48 29. 7

s.1.ii Quality of the use made of secondary sources? 18 15 42 25

5.2 Consultation and Participation During the
Evaluation Process

s.2.i Quality of consultation with and participation by
primary stakeholders (beneficiaries and
non-beneficiaries within the affected population)

281during the evaluation? .&• 6 15 '52

5.3 Application of Methods, Criteria and Standards

s.3.i Quality of application of the selected
evaluation methods? 2 23 !'55 ,20

s.3.ii Quality of application of EHA criteria in assessment
of the intervention? .&.

a efficiency (including cost-effectiveness) • 11 37 30 22

b effectiveness (including timeliness) .&. 17' 63 19 0

c impact é • 15 53 22 11

d relevance/appropriateness • 22 63 13 2'

e sustainability/connectednesa ê 20 55 ,20 5

f coverage. 13 42 40 5

9 coherence • 4 23 29 44

s.3.iii Reference made to international standards? .&• 11 13' 12 66

5.4 Findings, Conclusions and Recommendations

s.4.i.a Quality of the sharing of preliminary findings? • .2 3. 47 48

s.4.i.b Quality of the sharing of the draft report? .& .1, 8 35 8 48

s.4.ii Quality of conclusions arising from findings? 35, 53 12 0

s.4.iii.a Quality of recommendations • 10 74 9 7

s.4.iii.b Prioritisation of recommendations • 0 5 47 48

I!'I!IIIWU'I

4.3.Y

5. ASSESSING EVALUATIONPRACTICE • ••
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6.ii Quality of format of the report?

6. QUALITY OF REPORT COVERAGE,

LEGIBILITY AND ACCESSIBILITY

6.i Quality of coverage of the evaluation report? "

6.iii Accessibility of the report?

Quality of the executive summary? "6.iv

Notes

" Sum of data not equal to 100% due to rounding.

• Less than 30 reports were used in this assessment, since data where the two assessors
did not agree was excluded (maximum of 4 reports excluded).
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ALNAP Quality Proforma

Introduction

Purpose and Background

The Quality Proforma (QP) was developed by ALNAP in 2000-01 for use in

ALNAP's Annual Review series, as a basis for assessing evaluation reports of

evaluation of humanitarian action (ERA) in the Annual Review's meta-evaluation

section, which seeks to identify trends of both good and weak practices in ERA.

The QP draws on current thinking on EHA and what is commonly accepted as
good practice. It aims to incorporate the need for an impartial framework by

balancing the need need for a flexible 'tool' that can be used intelligently rather
than mechanistically.

The QP was revised extensively in 2002 and remains a live document,

continually evolving to reflect current thinking on ERA.

Guidelines for Use

The QP splits into seven sections: 1. Assessing TOR, Timing and Team; 2.

Assessing Evaluation Approach and Methods; 3. Assessing Contextual Analysis;

4. Assessing Analysis of Intervention; 5. Assessing Evaluation Practice; 6.

Assessing Report Coverage, Legibility and Accessibility; 7. Overall Comments.

Each has three sub-headings: i. Area of Enquiry (question being asked); ii.

Guidance Notes (guidance as to what is deemed 'satisfactory'); iii. Comments (to
include a brief reason for rating).

The rating system (A = Good; B = Satisfactory; C = Unsatisfactory; D = Poor) is

based loosely on the UNDP (1997) four-point scale, 'Z = not applicable' provides
one additional option.

Within the context of the quality proforma 'primary stakeholders' refers to both
beneficiaries and non-beneficiaries within the affected population.

-

-
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(ost of the evaluation?

n Quality of TOR statement on the
intervention to be evaluated?

m Quality of the TOR statement on purpose of
evaluation?

iv Quality of TOR statement on the primary
focus of the evaluation?

v Quality of TOR statement on expectation of
good practice in approach and method?

vi Quality of TOR statement on intended use
and user(s) of evaluation oulput(s)?

vn Quality of TORguidance on evaluation
report format?

vm Evaluation TImeframe ?

The TOR should, for the purpose of transparency, outline the evaluation budget,
preferably os 0 percentage of the cost of the intervention being evaluated.
The TOR should provide sulficient details (including contextual overview,
intervention objective and key stakeholders) to inform the evaluation's analysis.
The TOR should explain clearly the primary purpose/motivating factors (e.g., donor
requirement, accountability, lesson learning, community empowerment). Where
muhi-purpese, the evaluation report should outline the relative emphasis placed on
each purpose.
The TOR should clearly outline the primary focus of the evaluation (e.g., partner
performance, programme, project, policy, institutional analysis, sector,
coordination).
The TOR should clarify the commissioning agency's expectation of good EHApractice
(e.g., application of DA( criteria; reference to international standards including
international low; multi·method approach - i.e., quantitative and qualitative;
consultation with key stoke holders to inform findings, conclusions and
recommendations; and gender analysis). A satisfactory or higher rating should only
be awarded where all the above ore adequately addressed or, in the assessor's view,
correctly argued os irrelevant.
The TOR should outline the intended use and user(s) of the evaluation output(s) and
the individual or deportment responsible for follow-up.
The TOR should indicate the desired report framework (e.g., Executive summary;
Main text- methodology, context analysis, findings, conclusions, recommendations;
Annexes - bibliography, interviewees, team profiles).
a. nmeHness The TOR should outline the rationale for the timing of the evaluation.
The evaluation should be carried out within 0 timefrome that ensures outputs ore
useful to key stakeholders and end-users in particular.
b. Suffigency Sulficienttime should hove been allowed to develop methods;
review background/contextual information; carry out fieldwork; undertake analysis
at 011 stages of the evaluation; and, finalise the report. The 'Comments' section
should note instances of TOR overload.
Any clarification process between the commissioning agency and the evaluation
team, in respect of contextual overview, framework, approach, methods ete. should
be outlined in the report and adjustments noted. (See 6ii.)

ix Quality of TOR clarification process?

Nature, make up and appropriateness of
evaluation team?

The evaluation report should outline a. the selection process (e.g., competitive
bidding, standing offer), b. the nature (e.g., external or mixed) and make up of the
team (e.g., sectoral expertise) and c. the selection rationale (e.g., impartiality,
promotion of lesson learning). Team composition should allow for specialist input in
areas to be covered, including local knowledge.
A satisfactory or higher rating will only be given if areas o-b ore adequately
covered.
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Ar.. of Enq.lry
I Appropriateness of the overall evaluation

approach?

n APpropriateness of iIIe eva ualion
methods selected?

m

Iv Consideration given to conslrainl5?

v

Consideration given to confidentiality and
dignity?

context?

n Quality of the evaluation's analYSiS of post
involvement of the agency and its locol
partners?

Guidance Notes
The overall evaluation approach should be clearly outlined and il5 appropriateness,
relative to the evaluation's primary purpose, focus and end-users, should be
expleined. A satisfactory or higher rating should only be given where the report
refers to the wider evaluation approach on which it has drawn (e_g_ accountability-
oriented evaluation, utilization-focused evaluation, empowerment evaluation), and
points out the strengths and weaknesses of this approach.
The evaluation report should provide a clear description of the evaluation methods,
the rationale for their selection relative to the evaluation's primary purpose, focus
and end-users, and the potential limitations of the selection. A satisfactory or higher
rating should only be given where 0 qualitative and quantitative multi-method
approach has been used. Application of the DACcriteria; reference to international
standards including international law; consultation with key stakeholders to inform
findings, condusions and recommendations; triangulation for verification purposes;
and gender analysis should all have been adequately addressed or, in the assessor's
view, correctly argued as irrelevant.
The evaluation report should provide 0 clear description of how the DACcriteria will
be applied with supporting rationale. Where one or more of the criteria were
deemed irrelevant, the evaluation report should provide justification as port of the
rationale.
The evaluation report should outline key constraints to carrying out the evaluation
(eg, lock of time, diHicult travelling conditions, lack of boseline data, poor agency
monitoring systems, lack of access to key information sources, diHiculties selling up
control groups, use of translators), and the eHect on these constraints.
The evaluation report should outline the evaluator(s)' values or biases that might
have aHected the evaluation.
The evaluation report should detail how the overall approach and methods will
protect confidentiality and promote respect for stakeholders' dignity and self-worth.

population (e.g., historical; social; economic; political; cultural) to inform the
evaluation. A satisfactory or higher rating should be awarded on the basis of degree
of relevance of the context analysis to the intervention.
The evaluation report should provide dear analysis of the post involvement and main
areas of work of the implementing agency and il5local partner(s), going back for
enough to provide a sense of how well positioned the agency wos (i.e., 3 years min.).
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Area of Enquiry
I Quality olthe evaluation ol agency

guiding policies and principles?

ii Quality olthe evaluation ol agency's
management and human resource
practices?

The evaluation report should provide dear analysis ol the extent to which agency
policies and principles were applied, and their relevance to and effect on
intervention results.
The evaluation report should provide dear analysis ol the extent to which agency
human resource procedures and practices (e.g., levelol experience/expertise of
field staff; recruitment procedures; staff turnover; lield/HQ relations; management
and development ol national staff; brieling and debriefing procedures; training and
learning practices; security) were applied, and their relevance and impact on
intervention results.

monitoring and/or reel-fime evaluative mechanisms and the effect on intervention
objective(s) and results.
b. The evaluation report should provide an ossessment olthe indicators used. Where
the intervention activities span reliel, rehabilitation and/or development, indicators
should be evaluated in terms altheir appropriateness to each type ol activity. In
cases where inappropriate indicators hove been used, 0 satisfactory or higher rating
should only be given where the evaluation dearly notes this lack.
The evaluation report should provide a dear description of the intervention
expenditure, with percentage splits across relief, rehabilitation and/or preparedness
activities as applicable.
Where intervention activities span reliel, rehabilitation and/or preparedness, the
evaluation report should assess the relevance of the expenditure split across these

national capacities; primary stakeholders consultation/ participation) and their
effect on intervention results.
The evaluation report should provide on assessment ol intervention objective(s) with
relerence to the contextual analysis and needs/livelihoods assessment(s).
The evaluation report should provide dear analysis olthe intervention planning
processes (eg, consideration given to local capacities; local and national partnerships
[seledion criteria, policy coherence, financial arrangements etc]; primary
stakeholder consultation and participation) and their effect on intervention results.
A satisfactory or higher rating should only be awarded where all the above ore
adequately addressed or, in the assessor's view, correctly argued as irrelevant.
The evaluation report should provide dear analysis ol the intervention
implementation processes (e.g., engagement with local and national capacities; local
and national partnerships [communication disbursement ol funds etc]; primary
stakeholder consultation and participation) and their effect on intervention results.
A satisfactory or higher rating should only be awarded where all the above ore
adequately addressed or, in the assessor's view, correctly argued os irrelevant.

v Quality ol the evaluation ol the monitoring a. The evaluation report should provide dear analysis of the intervention's

livelihoods ossessment(s) that inlormed the
intervention?

ii Quality ol the evaluation ol the
interventian objective(s)?

m Quality olthe evaluation ol the
intervention planning processes (induding
design)?

types of activities relative to the intervention lunding sources.

iv Quality ol the evaluation ol the
intervention implementation processes?

and/or real-time evaluation mechanisms?

vi Quality ol the evaluation ol the
intervention expenditure?
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Area of Enqliry
i Quality of the evalu®on of the

interven~on's adherence to international
standards?

ii Quality of the evaluation of the
consideration given to coordination
activities?

iii Quality of the evaluation of the
consideration given to protection?

iv Quality of the evalu®on of the
consideration given to gender equality?

v Quality of the evaluation of consideration
given to vulnerable/marginalised groups?

Guidance Noles
The evaluation report should provide on assessment of the extent to which
international standards were used in the planning, implementation and monitoring
of the intervention (e.g., international humanitarian and human rights low; the Red
Cross/ NGOCode of Conduct) os well os to developing standards such os Sphere.
The evaluation report should provide dear analysis of the agency's coordination
activities throughout the intervention cyde and the effect on intervention results.
A satisfactory or higher rating should only be awarded where there has been 0 dear
analysis of coordination with notional government, NGOs (international. notional
and local) and other relevant agencies, such os donors and the UN system.
The evaluation report should provide dear analysis of the consideration given to
protection throughout the intervention cyde and the effect on intervention results.
(The term protection incorporates programmatic issues that ore the concern of 011, os
well os the activities of agencies with 0 protection mandate.)
The evaluation report should provide dear analysis of consideration given to gender
equality throughout the intervention cyde (e.g., was gender equality taken into
consideration in 011 relevant areas? did the intervention conform with the
implementing organisation's gender equality policy?) and the effect on intervention
results. In cases where there is no gender equality policy, 0 satisfactory or higher
rating should only be given where the evaluation dearly notes the lock.
The evaluation report should provide 0 dear analysis of consideration given to
vulnerable and marginalised groups (e.g., elderly, disabled, children, HIVsufferers)
and the effect on intervention results.

Quality of the use made by the evaluation The evaluation report should integrate contextual information to support the
of contextual inform®an? analysis of the intervention. Where contextual information is os 0 whole weak, 0

lower rating should be given even where the limited contextual information is well
integrated.
The evaluation report should use and refer to relevant secondary sources to support
its findings, condusions and recommendations (e.g., relevant evaluations, agency
and government publications, monitoring reports, other agency assessments and
academic literature).
A satisfactory or higher rating should only be awarded where 0 reference list of

ii
sources?

secondary sources is induded os port of the report.

'i@iiliiU.'
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5.2 Consultation an~ Part}cipation During the Evaluation Process

Guidance Notes
The evaluation report should outline the nature (e.g., 1: 1 meetings, PRA, focus
groups, questionnaire used, feedback workshops) and scope of consultation with,
and participation by, beneficiaries and non-beneficiaries within the affected
population in the evaluation process (e.g., how sampling was carried out; numbers
consulted; numbers participating; breakdown by relevant characteristics such os sex,
ethnic background). A satisfactory or higher rating should only be given where
evidence is presented of adequate consultation and participation of primary
stake holders in the evaluation process or where, in the assessor's view, it has been

I due to

Area of Ellllliry
I Quality of consultation with and

participation by primary stokeholders
(beneficiaries and non-beneficiaries within
the affected papulation) during the
evaluation?

The application of the methods selected should marry with stated intentions and
adhere to accepted good practice (e.g., multi-method approaches and triangulation;
adequate consultation with key stakeholders including primary stake holders, gender
sensitivity). Where changes in methods have occurred, the evaluation report should
provide a descriplion and the rationale for those changes.
The evaluation report should provide evidence of on adequate application of
standard evaluation of humanitarian action criteria.
a. efficiency (including cost-effectiveness)
b. effectiveness (including timeliness)
c. impact
d. relevance/appropriateness
e. sustainability/ connectedness
f. coverage
g. coherence
The evaluation report should assess the intervention against appropriate
international standards (e.g., international humanitarian and human rights law; the
Red Cross/ NGO Code of Conduct) and standards such os Sphere.I~~~"--

Quality of application of the selected
evaluation methods?

n Quality of application of EHAcriteria in
assessment of intervention?

m Reference mode to international
standards?

Quality of the shoring of the evaluation
findings? stakeholders, as the evaluation progresses.

b. The drah evaluation report should be shored wilh key stakeholders, and feedback
integrated into the final report or included os on Annex. To ensure full consultation
and feedback, the drah report should be translated os necessary prior to circulation.
Conclusions should flow logically from, and reflect, the report's central findings. The
evaluation report should cite the information Ihat supports each conclusion, and
provide 0 clear and defensible basis for value judgements and the allotment of
blame or praise.
a. Recommendations should respond to the main conclusions; reflect consultation
with 011 key stakeholders; on understanding of the commissioning organisation; and
potential constraints to follow-up. They should be clear, relevant and impiementabie
with each ideally accompanied by implementing options.
b. The evaluation report should suggest 0 prioritisation (eg, into macro or structural.
micro or easily achievable) and timeframe for follow-up and suggest where

n Quality of conclusions arising from
findings?

m Quality (including feasibility) of
recommendations?

responsibility should lie, if this is nol indicated in the TOR. aelli@iUti
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Iv

Comments on Issues nol covered above.

n Overall comments on the report.

Guidance Notes
The evoluolion reporl should adequalely cover 011areas specified in the TORand
addilional factors likely lo effecllhe performance of Ihe intervenlion.
The evolualion report formal should marry wilh Ihal outlined in Ihe TOR. This
assumes the TOR including the formal were discussed and agreed ot the outset.
The evalualion report should caler for a diverse readership/end user (e.g., clear use
of language; clarity of format; differenl information levels; succinctness; visual aids).
The Execulive Summary should clearly outline key evaluolion conclusions and
recommendalions and reflect Ihe formal of Ihe main lexl.

This ISon opportUnity for commenI on any Issues nol covered by Ihe areas of
enquiry.
This is on opportunity lo make on overall comment on the report, including its
sIrengIhs and weaknesses.
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Annex 1 Statisticson Interviews and Situations Explored
for Chapter 2

;'Órg~nisations in which interviewees are currently employed '~
::.. • • .1

I
\ National NGOsI· Hodi (Zambia - a national
. NGO dealing with rural
i development and refugee
I settlement)
I • Red Crescent (Azerbaijan)

I"· COPA (Kenya - a regional
I group of mediators and
i peace activists) .

I

',· A Roman Catholic Diocese
. in India
I • Evangelical Association of

I

Malawi
• MICC Macedonia
• South African Council of Oneeachunless otherwisespecified

i Churches + Indicatesan individualfunctioning,primarilyas a consultant
L_____ . '--_-"---

Internationally Operating NGOs.
• ALNAP
• CIVIS
• Concern (Ireland)
• ICRC (2)
• OXFAM (2 and +)
• SCF (US)
• SCF (UK) (2)
• MSF (Amsterdam)
• World Vision (3)
• CARE (1)
• Lutheran World '
Federation (1)

. UN $ystem
• World Bank (+)
• UNICEF (2)

, • FAO
.• UNOCHA (2)
• WFP (3)
• WHO
~ UNHCR (2)

i
I
i

I

I

I

I
J

),~ganisati~ns for which interviewees were working when the situations occured and about ;
rwhich 'they told their stories '
r:\ • " "

I
National NGOs
• COPA (Kenya)

I
· Evangelical ASSOCi,atiOnof

Malawi, in association

I with World Vi~ion
(Germany)

I • Hodi (Zambia), in

I association with UNHCR.
• Red Crescent (Azerbaijan) ,
• Roman Catholic Church
(India)

• MICC Macedonia
• South African Council of
Churches \

Internationally Operating NGOs
• Catholic Relief Services,
US

• CIVIS (Sweden)
• CONCERN (Ireland)
• ICRC (2), Geneva
• Merlin, UK
• Oxfam (3), Oxford
• SCF (UK), London
• SCF (USA), Washington
• MSF (Amsterdam)
• Handicap International
(Belgium)

• World Vision (3)
• CARE (1)
• Lutheran World
Federation (1)

UN.System
• World Bank (+)
• UNICEF (2)
• FAO
• UNOCHA (2)
• WFP (3)
• WHO
• UNHCR (2)

I
1 --
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Africa
• Angola (2)
• DRCongo (3)
• Ethiopia (5)
• Guinea
• Kenya (2)
• Malawi (2)
• Mozambique (3)
• Rwanda (3)
.; Sierra Leone (2)
• Somalia
• South Africa (2)
• Senegal
• Swaziland
• Uganda
• Zambia (2)
• Zimbabwe

Asia
• Afghanistan
• Bangladesh
• East Timor (2)
• India (3)
• Philippines

Latin America
• Colombia (2)
• Haiti

Europe, CIS and
, ,Arab World

• Albania
• Azerbaijan (2)
• Bosnia (2)
'. Iraq (2)
• Jordan
• Kosovo (2)
• Macedonia
• Palestln~
• Sudan (2)
• Ukraine (2)

One each unless otherwise specified

Africa (8)
• Ethiopia (2)
• Kenya
• Malawi
• Rwanda
• South Africa (2)
• Uganda
• Zambia

~

Latin America (3)~ North America (5)
• Brazil • Canada
• Uruguay • USA (4)

,

Asia (I)
• India

One each unless otherwise specified

Europe and the qs
• Azerbaijan
• Macedonia'
• France
• Germany
• Ireland
• Italy
• Netherlands (2)
• Spain (2)
• Sweden
• Switzerland
• UK (8)

I
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Annex 2 Breakdown of Source Evaluations for Synthesis

Although an initial selection of 50 reports
was made for this year's synthesis chapter,
the decision to focus on two humanitarian
case studies in Southern Africa and
Afghanistan has meant that some of these
have not directly contributed to the Chapter.
As such, 29 reports are listed here
including 4 reports that were submitted to
ALNAP in the previous year.

The 29 reports are broadly representative
of the types of organisation working in the
humanitarian sector, as portrayed in Figure
Ai below, and were submitted by a total of
23 organisations. As seen in Figure A2, the
reports cover a broad range of inter-
ventions, although there is a particular
emphasis on food and agriculture
interventions.

FigUI'C A 1 Breakdown of Synthesis Source Evaluations by Type of Commissioning Agency

NGO OR NGO UN OR BIlATERAL
UMBREllA UN AGENCY DONORS
GROUP

ECHO RED CROSS/
RED CRESCENT

Figure A2 Distribution of Synthesis Source Evaluations Across Sectors

FOOD AND NON-SECTOR HEALTH
AGRICULTURE SPECIFIC

WATSAN NON-FOOD SHElTER PSYCHOSOCIAL
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Annex 3 Breakdown of Source Evaluations for Meta-evaluation

Thirty reports were assessed for this year's
Review ofHumanitarian Action. The
characteristics of the set were broadly
similar to those of previous years in terms
of sector, region and agency - see Figures
Ai, A2 & A3 below. Although other reports
were submitted to ALNAP's Evaluative
Reports Database throughout the year, only
reports which fully met ALNAP's definition
of evaluation were selected to be assessed
in the me ta-evaluation. In addition, in order
to focus the me ta-evaluation process and
because of an additional focus on process-
related interviews with agencies, a smaller
sample was selected for analysis this year.
Considerable time and thought was given to
balance between agencies, sectors and
regions in selection of the sample, and the
sample can be considered broadly
representative of ERA for 2003.

In total the reports assessed were
submitted by 18 individual agencies,
covering humanitarian interventions in 25
countries. Approximately two-thirds of
reports relate to evaluations of responses to
complex emergencies, while one-third
relate to natural disaster responses. The
main sector represented, as in previous
Reviews, was food aid; and this year very
few reports dealt with housing or shelter.
Breakdown by commissioning agency
reveals that bilateral donors are much
better represented than in previous years;
as in previous years the majority of
evaluations were provided by NGOs and
ECHO, and there was less representation of
UN agencies, as only one WFP, one UNHCR
and one WHO evaluation was included in
the sample. Again this is broadly
representative of ERA for 2003.

Figure A:~ Regional Coverage of Core Sample

AFRICA ASIA NON-REGION
SPECIFIC

LATIN AMERICA
AND
CARIBBEAN
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Figure A4 Distribution of Reports Across Sectors

40%

FOOD AND HEALTH
AGRICULTURE

WATSAN PSYCHO- NON-SmOR NON-FOOD SHElTER
SOCIAL SPECIFIC

Figure Ab Breakdown of Sample by Type of Commissioning Agency

40%

NGO OR NGO MUlTILATERAL BILATERAL UN OR UN RED CROSS/
UMBRELLA DONOR (ECHO) DONORS ORGANISATION RED CRESCENT
GROUP
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Annex 4 Acronyms

AAR After Action Review

ALNAP Active Learning Network for
Accountability and Performance in
Humanitarian Action

CAP Consolidated Appeals Process

CHAP Consolidated Humanitarian Action
Plan

CMTD Community Managed Targeted
Distribution

DAC See OECD-DAC

DMI Disaster Mitigation Institute, India

DRC Democratic Republic of Congo

EHA Evaluation of Humanitarian Action

EMOP Emergency Operation (WFP)

ERD ALNAP's Evaluative Reports Database

FIFC Feinstein International Famine Centre

GAO General Accounting Office (US)

GE Genetically Engineered (food aid)

GHD Good Humanitarian Donorship
Project

GMO Genetically Modified Organism

Groupe URD Groupe Urgence-
Réhabilitation-Développement

HAP-I Humanitarian Accountability
Partnership International

HIC Humanitarian Information Centre

IASC Inter-Agency Standing Committee

INGO International Non-Governmental
Organisation

JEFAP Joint Emergency Food Aid
Programme

JEEAR Joint Evaluation of Emergency
Assistance to Rwanda

LRRD Links between Relief, Rehabilitation
and Development

LSO Learning Support Office

M & E Monitoring and Evaluation

NAO National Audit Office

NGO Non-Governmental Organisation

ODA Overseas Development Assistance

ODI Overseas Development Institute

ODJ WFP Regional Bureau for Southern
Africa (based in Johannesburg)

OECD Organisation for Economic
Cooperation and Development

OECD-DAC Organisation for Economic
Cooperation and Development -
Development Assistance Committee

QP Quality Proforma

RHA Review of Humanitarian Action

RIASCO Regional Inter-Agency
Coordination Support Office

RTE Real-Time Evaluation

SADC Southern African Development
Community

SC-UK Save the Children UK

TGA Transitional Government of
Afghanistan

TOR Terms of Reference

UNAMA United Nations Assistance
Mission in Afghanistan

VAC Vulnerability Assessment Committee

VAM Vulnerability Assessment Mapping
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Annex S Glossary similar disciplines, and who come together
to develop and share their knowledge in
that field for the benefit of both themselves
and their organisation(s). They may be
created formally or informally, and they can
interact online or in person.

Complex political emergency A situation
with complex social, political and economic
origins which involves the breakdown of
state structures, the disputed legitimacy of
host authorities, the abuse of human rights
and possibly armed conflict, that creates
humanitarian needs. The term is generally
used to differentiate humanitarian needs
arising from conflict and instability from
those that arise from natural disasters.

Accountability 'Accountability is the
means by which individuals and
organisations report to a recognised
authority, or authorities, and are held
responsible for their actions,' (Edwards &
Hulme, 1995).

After action review The professional
discussion of an event or action with a
focus on performance which enables
participants to discover for themselves
what happened and why and how to
sustain strengths and improve on
weaknesses. The ALNAP sponsored study
on AARs suggests that they can be flexible
learning mechanisms that can lead to
immediate change in performance and as
such offer much potential for the sector
(Sexton & McConnan, 2003).

DACEvaluation criteria (from OECD,
1999:30-32):

Efficiency 'measures the outputs
"qualitative and quantitative" in relation
to the inputs. This generally requires
comparing alternative approaches to
achieving the same outputs, to see
whether the most efficient process has
been used.'

Agency mandate An agency's mandate is a
formal statement approved by its
governance mechanisms that articulates
the raison d'être of its existence and the
focus of its activity. In the case of inter-
governmental and multilateral organisations
their mandates derive from the
international agreements that established
them.

Cost-effectiveness' .. looks beyond
how inputs were converted into
outputs, to whether different outputs
could have been produced that would
have had a greater impact in achieving
the project purpose.'

Effectiveness 'measures the extent to
which the activity achieves its purpose,
or whether this can be expected to
happen on the basis of the outputs.
Implicit within the criteria of
effectiveness is timeliness (for if the
delivery of food assistance is
significantly delayed the nutritional
status of the target population will
decline).'

Beneficiaries The individuals, groups or
organisations that benefit, directly or
indirectly, from the assistance or services
provided by others.

Briefing The process by which specific
information is passed to staff concerning
subjects of importance, particularly relating
to their role and responsibilities.

Collaborative working A generic term that
simply means teamwork or a group effort.
It also has a more specific meaning in
knowledge management where it is often
used to describe close working
relationships involving the sharing of
knowledge.

Impact 'looks at the wider effects of the
project "social, economic, technical,
environmental" on individuals, gender,
age-groups, communities, and
institutions.'

Communities of practice Networks of
people who work on similar processes or in Relevance 'is concerned with assessing

whether the project is in line with local
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needs and priorities (as well as donor
policy) ... refers to the overall goal and
purpose of a programme'.

Appropriateness 'the need "to tailor
humanitarian activities to local needs,
increasing ownership, accountability,
and cost-effectiveness accordingly"
(Minear, 1994) ... is more focused on
the activities and inputs.'

Sustainability 'is concerned with
measuring whether an activity or an
impact is likely to continue after donor
funding has been withdrawn ... many
humanitarian interventions, in contrast
to development projects, are not
designed to be sustainable. They still
need assessing, however, in regard to
whether, in responding to acute and
immediate needs, they take the longer-
term into account. Larry Minear has
referred to this as OonnectedneSB, the
need "to assure that activities of a short-
term emergency nature are carried out
in a context which takes longer-term
and inter-connected problems into
account" (Minear, 1994).'

Ooverage 'the need "to reach major
population groups facing life-
threatening suffering wherever they
are, providing them with assistance and
protection proportionate to their need
and devoid of extraneous political
agendas".'

Ooherence 'refers to policy coherence,
and the need to assess security,
developmental, trade and military
policies as well as humanitarian
policies, to ensure that there is
consistency and, in particular, that all
policies take into account humanitarian
and human rights considerations.'

Data Discrete, unorganised facts.

E-Learning The use of electronic
information systems (especially internet
technologies) to deliver learning and
training.

Evaluation 'The process of determining
the merit, worth or value of something or

the product of that process,' (Scriven,
1991:139).

Evaluation of humanitarian action A
systematic and impartial examination of
humanitarian action intended to draw
lessons to improve policy and practice and
enhance accountability. (ALNAPAnnual
Review,2002:201).

Evaluation synthesis An analysis of a
series of evaluations to form an overall
picture and assessment of the projects,
programmes, policies or organisations that
have been evaluated. Very similar to the
term meta-analysis which is a particular
approach to synthesising the results of
studies of a common topic.

Evaluative report A report which, in some
way, assesses and comments upon the
performance of a project, programme,
policy or an organisation or organisations.
An evaluation report is a specialised type of
evaluative report that is distinguished by its
adherence to systematic evaluation
procedures and recognised evaluation
criteria.

Explicit Knowledge Formal/codified ...
comes in the form of books, documents,
papers, databases, and policy manuals
(O'Dell & Jackson Grayson, Jr, 1998).

Handover Specific, on-the-job, one-to-one
training in-country.

Humanitarian 'Being concerned with the
condition of man [sic] considered solely as
a human being, regardless of his value as a
military, political, professional or other
unit,' [Pieter, 1958:96).

Humanitarian action Assistance,
protection and advocacy actions
undertaken on an impartial basis in
response to human needs resulting from
complex political emergencies and natural
hazards.

Humanitarian system The group of
organisations involved in the provision of
humanitarian assistance and protection.
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or processes. The term 'knowledge base' is
also sometimes used to describe a database
of information.

Impartiality An approach to the provision
of humanitarian assistance and services
which is non-discriminatory, proportionate
to needs and free of subjective distinction.
A guiding principle of organisations
claiming to be humanitarian.

Induction Organisational orientation for
new staff.

Knowledge management There is a wide
variety of definitions of knowledge
management. The following is from
knowledge management consultants Tfpl:
'The creation and subsequent management
of an environment which encourages
knowledge to be created, shared, learnt,
enhanced, organised and utilised for the
benefit of the organisation and its
customers.'

Information Data that is organised into
groups or categories which can alter the
way a person perceives something.

Information management The
management of an organisation's
information resources in order to improve
the performance of the organisation.
Information management underpins
knowledge management, as people derive
knowledge from information.

Knowledge From the perspective of ALNAP
for Chapter 2, knowledge is familiarity,
awareness or understanding gained
through experience or study. 'Because
knowledge is intuitive it is difficult to
structure, can be hard to capture on
machine and is a challenge to transfer.'

Knowledge assets (or Intellectual assets)
Those parts of an organisation's intangible
assets that relate specifically to knowledge,
such as know-how, best practices, intellectual
property and the like. Knowledge assets are
often divided into human (people, teams,
networks and communities), structural (the
codified knowledge that can be found in
processes and procedures) and
technological (the technologies that support
knowledge sharing such as databases and
intranets). By understanding the knowledge
assets an organisation possesses, the
organisation can improve its ability to use
them to best effect and also to spot any
gaps that may exist.

Knowledge base The fundamental body of
knowledge available to an organisation,
including the knowledge in people's heads,
supported by the organisation's collections
of information and data. An organisation
may also build subject-specific knowledge
bases to collate information on key topics

Learning The process by which
individuals, teams, organisations and
groups of organisations create, transfer and
use knowledge in order to achieve positive
change and realise their goals.

Learning organisation An organisation
that views its success in the future as being
based on continuous learning and adaptive
behaviour. It therefore becomes skilled at
creating, acquiring, interpreting and
retaining knowledge and then modifying its
behaviour to reflect new knowledge and
insights.

Lesson-learning study A study initiated by
an organisation with the explicit objective of
lesson-learning within that organisation, but
that falls outside the full evaluation
definition. A process that may be facilitated
by external consultants but is generally an
internal process.

Mentoring Mentoring is a one-to-one
learning relationship in which a senior
member of an organisation is assigned to
support the development of a newer or
more junior member by sharing his or her
knowledge, experience and wisdom with
them.

Meta-evaluation Meta-evaluation is one
form of evaluation and is increasingly being
used as a means of identifying trends and
quality in particular sectors. Our definition
of meta-evaluation, adapted from Lipsey
(2000) is: '[M]eta-analysis and other forms
of systematic synthesis of evaluations
providing the information resources for a
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continuous improvement of evaluation
practice.'

Military humanitarianism The provision
of assistance and protection by military
forces in response to humanitarian needs.
A much-disputed term due to the difficulty,
if not inability, of military forces to provide
assistance on a genuinely non-
discriminatory basis.

Organisational learning The ability of an
organisation to gain knowledge from
experience through experimentation,
observation, analysis and a willingness to
examine both successes and failures, and
to then use that knowledge to do things
differently. While organisational learning
cannot happen without individual learning,
individual learning does not necessarily
produce organisational learning.
Organisational learning occurs when an
organisation becomes collectively more
knowledgeable and skillful in pursuing a
set of goals.

Protection 'Activities aimed at obtaining full
respect for the rights of the individual in
accordance with the letter and the spirit of
the relevant bodies of law (ie, human rights,
humanitarian and refugee law) ... [which
are] conduct[ed] impartially and not on the
basis of race, national or ethnic origin,
language or gender' (Von Fli.ie& De Maio,
1999).

Red Cross/Red Cresent NGO Code of
Conduct Principles of Conduct for the
International Red Cross and Red Cresent
Movement and NGOs in Disaster Response
Programmes. www.ifrc.orglpublical/
conduct)

Stakeholders All those - from agencies to
individuals - who have a direct or indirect
interest in the humanitarian intervention, or
who affect or are affected by the
implementation and outcome of it.

Tacit Knowledge a. [knowledge] developed
and internalized by the knower over a long
period of time ... incorporates so much
accrued and embedded learning that its
rules may be impossible to separate from

how an individual acts. (Working Knowledge,
Davenport & Prusak, 1998) b. informal/
uncodified ... found in the heads of
employees, the experience of customers,
the memories of past vendors ... highly
experiential, difficult to document in any
detail, ephemeral and transitory. (O'Dell &
Jackson Grayson, Jr, 1998).

Terms of reference Terms of reference
define the requirements and parameters for
conducting an evaluation.

Sources

NeLH Specialist Libraries: Knowledge
Management available on http://
www.nelh.nhs.uk!
knowledge _management/glossary/
glossary. asp

ICASIT Knowledge Management
Central: Glossary available on: http://
www.icasit.org/km/intro!
glossary.htm#sources

K-solutions Website: Glossary of
Knowledge management Terms available
on http://www.k-solutions.com/
members!avanti!avanti2020.nsf!allpages!
Knowledge%20Management%20Glossary

CIO Council - Chief Information
Officers Council (2001) Managing
Knowledge @ Work: An Overview of
Knowledge Management. Knowledge
Management Working Group of the
Federal Chief Information Officers
Council (www.km.gov).

Davenport, T & Prusak, L (1998)
Working Knowledge. Cambridge: Harvard
Business School Press.

Edwards, M & Hulme, D (eds) (1995)
Non-Governmental Organisations:
Performance and Accountability. London:
Earthscan/Save the Children.

Lipsey, M (2000) 'Meta-analysis and the
Learning Curve in Evaluation Practice' in
American Journal ofEvaluation 21 (2),
pp207-213.
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Minear, L (1994) The International Relief
System: A critical review. Paper presented
to the Parallel National Intelligence
Estimate on Global Humanitarian
Emergencies, Meridian International
Centre, Washington DC, September 22.

under the general editorship of Jean
Pictet, Director for General Affairs of the
International Committee of the Red
Cross. Geneva: ICRC.

O'Dell, C & Jaekson Grayson, Jr, C
(1998) If Only We Knew What We Know.
The Free Press.

Seriven, M (1991) Evaluation Thesaurus:
Fourth Edition. Newbury Park, CA: Sage.

Sexton, R & MeConnan, I (2003) 'A
Comparative Study of After Action
Review in the Context of the Southern
African Crisis.' ALNAP Key Message
Sheet. London: ALNAP.

Pietet, J (1958) The Geneva Conventions
of 12August 1949: Commentary. Published

Correction for page 197.
In place of ÓEC (March 2003):

DEC (January 2004) A Stitch in Time? Independent Evaluation of the Disaster
Emergency Committee's Southern Africa Cns/s Appeal July 2002 to June 2003
Cosgrave, J., Jacobs, A., McEwan, M. Ntata, P. and M. aocnanan-smith
o Assess the impact and effectiveness of interventions by DEC member agencies
during the Southern Africa food crisis in 2002.

F Famine, food security, Aids/HIV, nutrition, partnership, coordination.

C Timeliness, cost-effectiveness, impact, coverage, connectedriess, coherence.
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Annex 6 References for
Source Evaluations

By Commissioning Agency with Key
Descriptors

Objective (0) Purpose of the evaluation as
stated in the terms of reference, or general
descriptor of the evaluation.

Focus (F) Main sectors/issues covered in the
evaluation.

Criteria (C) Evaluation criteria used to
assess the humanitarian action being
evaluated.

Comments (A) Any additional information
not covered above.

Synthesis of Findings

Southern Africa (ase Study

Active Learning Network for
Accountability and Performance in
Humanitarian Action (ALNAP)

ALNAP (July 2003) Learning Support Office
Malawi, Real Time Evaluation Zehnder, R.

o Verify the applicability of the LSO concept
within the context of a chronic emergency
and obtain the empirical evidence to allow
the concept to be refined and/or adapted to
other disaster contexts.

F Food aid, food security, nutrition, Aids/
HIV; logistics, agency role, management,
partnership.

C Relevance, connectedness, impact,
effectiveness, efficiency, appropriateness.

Catholic Agency for Overseas
Development (CAFOD)

CAFOD (September 2003) OAFOD
Intervention in the Southern Africa Food

Orisis: A Management Review & Learning
Exercise Goyder, H. and R. Chimedza

o Review management processes used by
CAFOD to implement its Southern Africa
Programme; to clarify management
procedures at HQ & Regional Office levels
that may require further development or
streamlining; and to sharpen its
conceptualization & practice of emergency
interventions through a partnership
approach.

F Partnership, management, nutrition, food
aid, health.

C Efficiency, effectiveness, relevance,
sustainability, connectedness, coherence,
appropriateness.

Disasters Emergency Committee
(DEC)

DEC (March 2003) Independent Evaluation
ofDEO Goma Orisis Appeal Hennin, C. de
and P. Kormoss

o Assess the DEC's evacuation and rescue
plans at the eruption of the Nyiragongo
volcano, with focus on financial
accountability to donors, accountability to
beneficiaries, impact and lessons learned.

F Coordination, sanitation, water, food
security, international codes and standards.

C Timeliness, appropriateness,
effectiveness, impact, coverage,
connectedness, coherence.

Department for International
Development - UK (DFID)

DrID (October 2003) The Malawi NGO
Oonsortium Model: Experiences, Lessons
Learnt and Future Opportunities Goyder, H.
and R. James

o Document the experiences and lessons
learned during the food crisis as a result of
adopting the NGO Consortium model.

F Agriculture, economy, food aid,
governance, multilateral aid, politics.

C Appropriateness, effectiveness.
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C Appropriateness, efficiency, impact,
coverage, connectedness, coordination.

Save the Children UK (SC-UK)

SC-UK (April 2003) Evaluation Emergency
Program in Malawi Macaulay, S.

o Assess the effectiveness and impact of
Save the Children's emergency
interventions in Malawi with a focus on
improving performance, financial
accountability and organisational learning.

F Children, food aid, agriculture, famine,
food security, nutrition, health, Aids/HIV

C Impact, appropriateness, efficiency,
coverage, coherence, sustainability.

World Food Programme (WFP)

WFP (September 2003) Full Report of the
Real-Time Evaluation of WFP's Response to the
Southern Africa Orisis 2002-2003 Bennett, J.

o Assess observations and
recommendations of the Real Time
Evaluation (RTE)mission that visited the six
countries covered by the southern Africa
regional emergency operation and the
Regional Bureau during three missions
from July 2002 to May 2003.

F Food security, food aid, drought, nutrition,
Aids/HIV; coordination, gender.

C Relevance, effectiveness, efficiency.

Afghanistan Case Study

Care International (Care)

CARE (September 2002) Evaluation of
OARE Afghanistan's Emergency Response
Cosgrave, J. and J. Baker

o Conduct an assessment and make
recommendations concerning the CARE
International response to the Afghan crisis,
from September 2001 to May 2002,
according to specified criteria.

F Food distribution, water reconstruction,
shelter, rehabilitation.

A Submitted to ALNAP in the previous year.

Concern

Concern (November 2002) Forgotten Orisis
and Swift Response: An Evaluation of Ooncern
Worldwide's Emergency Operations in
Afghanistan, September 2001-April 2002
Crawford, N. and P.Harvey

o Assess the effectiveness of Concern
Worldwide's response to crisis in
Afghanistan between September 2001 and
April2002.

F Drought, food aid, shelter, IDPs.

C Appropriateness, efficiency, impact,
coverage, conneotedness, coherence.

European Community Humanitarian
Office (ECHO)

ECHO (August 2002) EOHO-funded WPP
Programme in Afghanistan Klaassen, W. and
A. van der Heide

o Undertake an evaluation of WFP's ECHO-
funded activities in Afghanistan.

F Food security, food aid, nutrition, logistics,
targeting, monitoring.

C Relevance, effectiveness, efficiency,
impact, sustainability.

ECHO (October 2002d) EOHO-funded
Drought Relief Programme in Afghanistan
Pellegri, S. and D. Wendt

o Assess ECHO actions as a response to
serious drought conditions in Afghanistan,
over a period of three years (2000-2002).

F Drought, rehabilitation, food security,
nutrition, water, logistics.

C Relevance, coodination, coherence,
effectiveness, efficiency, impact.
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General Audit Office (GAO)

GAO (June 2003) Foreign Assistance: Lack of
Strategic Focus and Obstacles toAgricultural
Recovery Threaten Afghanistan's Stability

o Examine the food and agricultural
assistance provided to date; to assess, for
1999-2002, the impact, management, and
U.S. and international support of short-
term, emergency food assistance and the
impact and management of long-term,
agricultural development assistance to
Afghanistan, as well as obstacles to
achieving food security and political
stability.

F Food aid, agriculture, impacts assessment,
management.

e Impact, effectiveness.

Humanitarian Accountability
Project (HAP)

HAP (October 2002) The Humanitarian
Accountability Project Field Trial in
Afghanistan May 2002-July 2002 Christoplos.
I.

o Assess the HAP Afghanistan field trial,
and draws conclusions regarding potential
future frameworks for promoting
accountability from a rights-based
perspective focused on beneficiary voice.

F Accountability, beneficiary consultation,
human rights.

e Effectiveness, efficiency, sustainability.

International Committee of the Red
Cross (ICRC)

ICRC (October 2003) Evaluation of the ICRC
Environmental Sanitation Programme in
Kabul, Afghanistan Reed, R. and M. Khan

o Provide senior management and those
directly involved in the programme with an
independent assessment of the relevance,
strategies and results of the programme
and give recommendations to facilitate
operational improvements and how to go
forward.

F Sanitation, health, water.

e Relevance, effectiveness, efficiency,
coordination, sustainability.

Islamic Relief

Islamic Relief (June 2002) Afghan Crisis
Relief Programme - An External Evaluation
Saeed, A.

o Analyse the implementation process of
the ACRP by IR; the evaluation looks at the
strengths and weaknesses of the program,
documenting the best practices and
highlighting areas that could be improved
in the future.

F Preparedness, shelter, water, health,
sanitation, food security, non-food items.

e Efficiency.

Medecins sans Frontieres - Holland
(MSF-H)

MSF-H (May 2002) MSF Holland in
Afghanistan Mission Evaluation: May 2000-
May 2002 O'Reilly, F. and J. Shoham

o Understand MSF's role in Afghanistan
and how MSF adapted nutritional and
health programmes in a rapidly changing
political and operational context in the
cultural setting of Afghanistan; to examine
how MSF used its proximity in the region to
witness violations of humanitarian
principles and law and how MSF positioned
itself in its advocacy work.

F Drought, health, food security, nutrition,
IDPs.

e Effectiveness, appropriateness.

Office for the Coordination of
Humanitarian Assistance (OCHA)

OCHA (November 2002) Evaluation of the
OOHA and UNOOHA Response and
Ooordination Services during the Emergency
in Afghanistan Faubert, C., Clifford, L.,
Hamidzada, H. and C. Reynolds
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F Micro-credit, shelter, reconstruction, food
for work, Food for Asset Creation, health
education, sanitation.

o Assess the OCHA's/UNOCHA's,
contribution to the mobilization,
coordination and facilitation of
humanitarian assistance to Afghanistan
during the escalating crisis in the period
immediately before September 11 and in
the following months.

F Partnership, coordination, military, human
resources, gender.

C Timeliness, appropriateness,
effectiveness, impact.

Oxfam

Oxfam (October 2002) Evaluation of
Oxfam's Humanitarian Intervention during
the 'Afghanistan Crisis' Gardner, A.

o To critically review Oxfam Afghanistan's
health, nutrition and food programming; to
assess progress toward developing a food
security monitoring system and its role in
programming decisions; and to review and
analyse Oxfam's advocacy for increased
food aid delivery and call for a 'pause in the
bombing'.

F Food security, food aid, nutrition, health,
monitoring.

C Appropriateness.

Tearfund

Tearfund (May 2002) Evaluation of XXX in
Northern Afghanistan: Final Report Piper, C.

o Evaluate XXX's relief intervention in
Northern Aghanistan during May 2002.

F Food aid, relief supplies.

C Impact, effectiveness.

A Submitted to ALNAP in the previous year.

Tearfund (July 2002) Evaluation of ZZZZZ
Tajildstan and Northern Afghanistan
Anderson, D., Jaeger, T., Kemp, S. and R.
Schofield

o Assess and give recommendations for
improving, the direction and effectiveness
of ZZZ's work in Northern Afghanistan and
Tajikistan, during July 2002

C Effectiveness.

A Submitted to ALNAP in the previous year.

World Vision/United Nations
Children's Fund (UNICEF)

World Vision/UNICEF (September 2002)
World Vision/UNICEF Western Afghanistan
Emergency Nutrition Response: Final Program
Evaluation Report Tweddale, A.

o Evaluate an emergency nutrition
programme during the period January to
June 2002 and review programme
accomplishments and interventions.

F Emergency feeding programmes, nutrition

C Effectiveness

A Submitted to ALNAP in the previous year.

Additional Source Evaluations

Danish International Development
Agency (DANIDA)

Danida (June 2003) Evaluation of Danish
Support to Mine Action Ljungman, C.,
Horwood, C., Richelsen, A., Hartoft-Nielsen,
C., Brade Johansen, H., Strand, A., Issayas,
S., Raudez Rodriguez, R., Davila Flores, M.,
Dengchampa, S. and S. Soulitham.

o Assess Danish support to mine action;
identify strengths and weaknesses; as well
as provide recommendations to improve
the support along the strategic lines of
relevant Danish policy papers.

F Landmines, de-mining, policy, human
rights.

C Relevance, coordination, effectiveness,
efficiency, impact.
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European Community Humanitarian
Office (ECHO)

ECHO (October 2002a) ECHO-funded WTP
Programme in Eritrea Klaassen, Wand A.
van der Heide

o Assess the set-up and impact of the WFP
programme in Eritrea (1999-2002); to
recommend on how ECHO and WFP work
together in the future.

F Drought, food aid, food security, nutrition,
refugees, monitoring, logistics, partnership,

C Effectiveness, relevance, impact,
efficiency, sustainability.

Islamic Relief

Islamic Relief (December 2002) Neelum
Valley Health Programme Thaver, LH.,
Ahmed, S., Naz, F. and A. Arsalan

o Assess the quality of health care available
to 25 communities living in the Neelum
Valley.

F Health, organisational structure, strategy,
monitoring, finance, management, training.

C Effectiveness, efficiency, coordination,
impact.

A This document was submitted by Islamic
Relief (IR).

National Audit Office (NAO)

NAO (September 2003) Responding to
Humanitarian Emergencies Slaan, N.,
Gardner, K., Hallums, J. and R. Owen

o Assess the effectiveness of DFID's relief
measures when a humanitarian emergency
occurs, the extent to which DFID integrates
its emergency response into longer-term
development initiatives, and whether DFID
is working effectively to minimise the
occurrence and impact of humanitarian
emergencies.

F Disaster preparedness, partnership,
agency role, disaster prevention.

C Effectiveness, impact.

Office for the Coordination of
Humanitarian Assistance (OCHA)

OCHA(December 2003) External Review of
the Inter-Agency Standing Committee Jones,
B. and A. Stoddard

o Assess the results and achievements of
the lASC during its 10-year existence, to
review the relevance, value-added,
effectiveness and sustainability of the IASC,
and to come up with recommendations on
how to further strengthen the lASC in the
future.

F Ethics, policy, IDPs, advocacy, politics,
management, strategy, coordination.

C Relevance, effectiveness, sustainability.

Oxfam

Oxfam (November 2002) A Review of the
Community Based Targeting and Distribution
System Used in Kenya in 2000-2002

o Document the strengths and weaknesses
of the community based targeting and
distribution system (CBTD) implemented
between January 2000 - September 2002 as
a response to the severe drought of 1999
focusing on the reality at the community
and dis trict level.

F Drought, food aid, nutrition, targeting,
operational issues.

C Efficiency, appropriateness.

United Nations High Commission
for Refugees (UNHCR)

UNHCR (March 2003) The Community
Services Punction in UNHCR - An
Independent Evaluation

o Examine the effectiveness of UNHCR's
activities in community services.

F Refugees, operational issues, partnership,
policy, strategy, management.

C Effectiveness, coverage.
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Meta-evaluationUNHCR (December 2003) Real-time
Evaluation of UNHOR's Response to the
Liberia Emergency, 2003 Cooper, S. and R.
Herrmann

o Evaluate the UNHCR emergency
operation in Liberia in the latter half of
October 2003 by assessing the
effectiveness of UNHCR's emergency
preparedness and response arrangements;
UNHCR's ability to provide protection and
assistance to persons of concern under
insecure and volatile circumstances,
UNHCR's role in relation to IDPs.

F Refugees, IDPs, conflict, preparedness,
coordination.

C Effectiveness.

US Agency for International
Development (USAID)

USAID (November 2003) Evaluation:
USAID/OFDA Humanitarian Assistance
Program in Angola 2000-2003 Clark, J.,
Garas, N. and A. de Carvalho

o Assess humanitarian assistance
operations undertaken by USAID's Office of
U.S. Foreign Disaster Assistance (USAID/
OFDA) in Angola during the period of 2000
to 2003.

F Health, nutrition, water, sanitation, food
security, protection, capacity building.

C Coordination, coverage, sustainability,
impact, efficiency.

Catholic Agency for Overseas
Development (CAPOD)

CAFOD(September 2003) OAFOD
Intervention in the Southern Africa Food
Orisis: A Management Review & Learning
Exercise Goyder, H. and R. Chimedza

o Review management processes used by
CAFOD to implement its Southern Africa
Programme; to clarify management
procedures at HQ & Regional Office levels
that may require further development or
streamlining; and to sharpen its
conceptualization & practice of emergency
interventions through a partnership
approach.

F Partnership, management, nutrition, food
aid, health.

C Efficiency, effectiveness, relevance,
sustainability, connectedness, coherence,
appropriateness.

Concern

Concern (November 2002) Forgotten Orisis
and Swift Response: An Evaluation of Ooncern
Worldwide's Emergency Operations in
Afghanistan, September 2001-April 2002
Crawford, N. and P. Harvey

o Assess the effectiveness of Concern
Worldwide's response to crisis in
Afghanistan between September 2001 and
April2002.

F Drought, food aid, shelter, IDPs.

C Appropriateness, efficiency, impact,
coverage, connectedness, coherence.

Danish International Development
Agency (DANIDA)

Danida (June 2003) Evaluation of Danish
Support to Mine Action Ljungman, C.,
Horwood, C., Richelsen, A., Hartoft-Nielsen,
C., Brade Johansen, H., Strand, A., Issayas,
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S., Raudez Rodriguez, R., Davila Flores, M.,
Dengchampa, S. and S. Soulitham.

o Assess Danish support to mine action;
identify strengths and weaknesses; as well
as provide recommendations to improve
the support along the strategic lines of
relevant Danish policy papers.

F Landmines, de-mining, policy, human
rights.

e Relevance, coordination, effectiveness,
efficiency, impact.

Disasters Emergency Committee
(DEC)

DEC (March 2003) Independent Evaluation
of DEO Goma Crisis Appeal Hennin, O. de
and P. Kormoss

o Assess the DEO's evacuation and rescue
plans at the eruption of the Nyiragongo
volcano, with focus on financial
accountability to donors, accountability to
beneficiaries, impact and lessons learned.

F Ooordination, sanitation, water, food
security, international codes and standards.

e Timeliness, appropriateness,
effectiveness, impact, coverage,
connectedness, coherence.

Department for International
Development - UK (DFID)

DrID (October 2003) The Malawi NGO
Oonsortium Model: Experiences, Lessons
Learnt and Future Opportunities Goyder, H.
and R. James

o Document the experiences and lessons
learned during the food crisis as a result of
adopting the NGO Oonsortium model.

F Agriculture, economy, food aid,
governance, multilateral aid, politics.

e Appropriateness, effectiveness.

European Community Humanitarian
Office (ECHO)

ECHO (October 2002) ECHO-funded WFP
Programme in Tanzania

Klaassen, W. and A. van der Heide

o Assess the set-up and impact of the WFP
programme in Tanzania (1999-2002); to
recommend on how EOHO and WFP work
together in the future.

F Food aid, food security, nutrition,
refugees, logistics, partnership.

e Effectiveness, relevance, impact,
efficiency, sustainability.

ECHO (October 2002a) EOHO-funded WTF
Programme in Eritrea Klaassen, W. and A.
van der Heide

o Assess the set-up and impact of the WFP
programme in Eritrea (1999-2002); to
recommend on how EOHO and WFP work
together in the future.

F Drought, food aid, food security, nutrition,
refugees, monitoring, logistics, partnership.

e Effectiveness, relevance, impact,
efficiency, sustainability.

ECHO (October 2002b) EOHO-funded
Drought Relief Programme in Kenya and
Ethiopia Pellegri, S. and P. Kormoss

o Assess ECHO actions as a response to
serious drought conditions in Kenya and
Ethiopia, over a period of three years
(2000-2002).

F Drought, rehabilitation, food security,
nutrition, water, logistics.

e Relevance, coordination, coherence,
effectiveness, efficiency, impact.

ECHO (October 2002c) EOHO-funded
Drought Relief Programme in Oentral America
Pellegri, S. and D. Wendt

o Assess ECHO actions as a response to
serious drought conditions in Central
America, over a period of three years
(2000-2002).
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General Audit Office (GAO)F Drought, rehabilitation, food security,
nutrition, water, logistics.

e Relevance, coordination, coherence,
effectiveness, efficiency, impact.

ECHO (October 2002d) ECHO-funded
Drought Relief Programme in Afghanistan
Pellegri, S. and D. Wendt

o Assess ECHO actions as a response to
serious drought conditions in Afghanistan,
over a period of three years (2000-2002).

F Drought, rehabilitation, food security,
nutrition, water, logistics.

e Relevance, coodination, coherence,
effectiveness, efficiency, impact.

ECHO (July 2003) Evaluation of ECHO's 1999
to 2002 funded Actions in Sudan Veen, A. van
der

o Assess health and nutrition sector aid
provided to vulnerable populations in
Sudan.

F Health, nutrition, monitoring.

e Efficiency, effectiveness, coherence,
impact, coordination, sustainability.

A The assessment included the Global Plans
Report, the Technical Health and Nutrition
Report, and the Water & Sanitation, Food
Security and Non-Food Items Distributions
Report.

ECHO (August 2003) Evaluation of ECHO's
Global Humanitarian Plans in Angola,
particularly with regard to treatment of IDPs
Heide, A. van der, Smith, R. and P.
Scheuermann

o Assess ECHO's actions in Angola and to
review ECHO's policy of addressing
humanitarian needs of affected populations
regardless of preconceived categories such
as IDPs, hidden IDPs, refugees, returnees,
local returnees or local population.

F Water, sanitation, health, nutrition, non-
food items, logistics, Aids/I-UV;
psychosocial.

e Relevance, impact, efficiency,
effectiveness, coherence, sustainability.

GAO (June 2003) Foreign Assistance: Lack of
Strategic Focus and Obstacles to Agricultural
Recovery Threaten Afghanistan's Stability

o Examine the food and agricultural
assistance provided to date; to assess, for
1999-2002, the impact, management, and
US and international support of short-term,
emergency food assistance and the impact
and management of long-term, agricultural
development assistance to Afghanistan, as
well as obstacles to achieving food security
and political stability.

F Food aid, agriculture, impacts assessment,
management.

e Impact, effectiveness.

International Committee of the Red
Cross (ICRC)

ICRC (October 2003) Evaluation of the ICRC
Environmental Sanitation Programme in
Kabul, Afghanistan Reed, R. and M. Khan

o Provide senior management and those
directly involved in the programme with an
independent assessment of the relevance,
strategies and results of the programme
and give recommendations to facilitate
operational improvements and how to go
forward.

F Sanitation, health, water.

e Relevance, effectiveness, efficiency,
coordination, sustainability.

Islamic Relief (IR)

Islamic Relief (December 2002) Neelum
Valley Health Programme Thaver, I.H.,
Ahmed, S., Naz, F. and A. Arsalan

o Assess the quality of health care available
to 25 communities living in the Neelum
Valley.

F Health, organisational structure, strategy,
monitoring, finance, management, training.

e Effectiveness, efficiency, coordination,
impact.
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A This document was submitted by Islamic
Relief (IR).

Office for the Coordination of
Humanitarian Assistance (OCHA)

OCHA(November 2002) Evaluation of the
OCHA and UNOCHA Response and
Coordination Services during the Emergency
in Afghanistan Faubert, C., Clifford, L.,
Hamidzada, H. and C. Reynolds

o Assess the OCHA's(UNOCHA's,
contribution to the mobilization,
coordination and facilitation of
humanitarian assistance to Afghanistan
during the escalating crisis in the period
immediately before September 11 and in
the following months.

F Partnership, coordination, military, human
resources, gender.

C Timeliness, appropriateness,
effectiveness, impact.

Oxfam

Oxfam (October 2002) Evaluation of
Oxfam's Humanitarian Intervention During
the Afghanistan Crisis' Gardner, A.

o To critically review Oxfam Afghanistan's
health, nutrition and food programming; to
assess progress toward developing a food
security monitoring system and its role in
programming decisions; and to review and
analyse Oxfam's advocacy for increased
food aid delivery and call for a 'pause in the
bombing'.

F Food security, food aid, nutrition, health,
monitoring.

C Appropriateness.

Oxfam (November 2002) A Review of the
Community Based Targeting and Distribution
System Used in Kenya in 2000-2002

o Document the strengths and weaknesses
of the community based targeting and
distribution system (CBTD) implemented
between January 2000-September 2002 as

a response to the severe drought of 1999
focusing on the reality at the community
and district level.

F Drought, food aid, nutrition, targeting,
operational issues.

C Efficiency, appropriateness.

Oxfam (November 2002a) Eruption of
Nyiragongo Volano - Oxfam GB's Emergency
Response Winder, Y., Mutiko, R. and S.
Ferron

o Assess Oxfam GB's six-month public
health response for the resident and
displaced populations in Birere quartier of
Goma town in response to the eruption of
Nyiragongo volcano in 2002.

F Water, sanitation, health.

C Impact, coordination, effectiveness.

Oxfam (September 2003) Impact of Oxfam's
'Aid to Uprooted Peoples' Programme in
Central Mindanao Quitoriano, E.

o Determine whether Oxfam's activities and
methods have produced unintended effects
on the complex conflict dynamics and
humanitarian space within the operating
environment, especially with regards to
human rights.

F IDPs, water, sanitation, food aid,
peace building, protection, human rights.

C Relevance, appropriateness.

Save the Children Fund (SCF)

scr (April 2003) Evaluation Emergency
Program in Malawi Macaulay, S.

o Assess the effectiveness and impact of
Save the Children's emergency
interventions in Malawi with a focus on
improving performance, financial
accountability and organisational learning.

F Children, food aid, agriculture, famine,
food security, nutrition, health, Aids/HIV

C Impact, appropriateness, efficiency,
coverage, coherence, sustainability.
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C Appropriateness, effectiveness, efficiency,
impact, coverage, sustainability,
coordination.

scr (June 2003) Sub-regional Separated
Ohildren Programme Review Richardson, M.

o To assess what extent children's rights to
protection, have been achieved as a result
of the programme's activities; identifying
the added value of a sub-regional
programme in its co-ordination role.

F Children, child soldiers, gender,
reintegration, protection, capacity building,
coordination.

C Effectiveness, impact.

Swedish International Development
Agency (Sida)

Sida (May 2003) Evaluation of the Sida
supported Africa Groups in SwedenJADRA -
Melanje Programme Brandter, A. and C.
Abreu

o Examine the results of the project
financed by Sida/Asdi through the Africa
Groups of Sweden in Angola; evaluation
shall also aim to scrutinise the roles played
by the Africa Groups as well as ADRA in
achieving these results, will form the basis
for Sida/Asdi's consideration of possible
future support to ADRNAfrica Group
programmes in Angola.

F LRRD, food aid, sanitation, water, gender,
education, shelter, IDPs.

C Relevance, effectiveness, impact,
sustainability.

Tearfund

Tearfund (December 2002) Tearfund UK in
Sierra Leone. Water and Sanitation
Programme. February-December 2002
Jaluahun Ohiefdom} Kailahun District Eastern
Province} Sierra Leone Ngegba, S.

o Assess the effectiveness and impact of
the ECHO funded, water and sanitation
project in Jaluahun Chiefdom, Kailahun
district, Sierra Leone.

FWater, sanitation, health.

Tearfund (January 2003) Evaluation of the
Mobile Emergency Nutrition Response Team
(MRT)

o Assess the effectiveness of the 'Mobile
Emergency Nutrition Response Team' to
highlight achievements, shortcomings, and
possible improvements.

F Nutrition, health, education, food security,
non-food items.

C Effectiveness, relevance, efficiency.

United Nations High Commission
for Refugees (UNHCR)

UNHCR (March 2003) The Oommunity
Services Function in UNHOR - An
Independent Evaluation

o Examine the effectiveness of UNHCR's
activities in community services.

F Refugees, operational issues, partnership,
policy, strategy, management.

C Effectiveness, coverage.

US Agency for International
Development (USAID)

USAID (August 2003) Mid-Term Assessment
of the Emergency Medical Assistance
Programme Sarriot, E. and C. Harris

o Assess the development of a sentinal
surveillance system capable of detecting
early changes in the health status of
vulnerable Palestinian communities.

F Health, training, monitoring,
rehabilitation.

C Effectiveness, appropriateness.

USAID (November 2003) Evaluation:
USAID/OFDA Humanitarian Assistance
Program in Angola 2000-2003 Clark, J.,
Garas, N. and A. de Carvalho
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o Assess humanitarian assistance
operations undertaken by USAID's Office of
US Foreign Disaster Assistance (USAID/
OFDA) in Angola during the period of 2000
to 2003.

F Health, nutrition, water, sanitation, food
security, protection, capacity building.

C Coordination, coverage, sustainability,
impact, efficiency.

World Food Programme (WFP)

WFP (September 2003) Full Report of the
Real-Time Evaluation of WFP's Response to the
Southern Africa Orisis 2002-2003 Bennett, J.

o Assess observations and
recommendations of the Real Time
Evaluation (RTE)mission that visited the six
countries covered by the southern Africa
regional emergency operation and the
Regional Bureau during three missions
from July 2002 to May 2003.

F Food security, food aid, drought, nutrition,
Aids/HIV, coordination, gender.

C Relevance, effectiveness, efficiency.

World Health Organisation (WHO)

WHO (January 2003) WHO's Border Health
Programme Thailand/Myanmar Report of a
Review Mission Heijden, T. van der and T.
Kelly

o Assess the effectiveness of the project
"Health Co-ordination at Myanmar-
Thailand Border"; to assess the project
design, to recommend a forward strategy
and to explore possibilities for a similar
approach on the Myanmar side of the
border.

F Health, coordination, organisational
structure, strategy.

C Effectiveness, coverage, coordination.
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