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1. Executive Summary

1.1 The Disaster 

On the 12th of January 2010 an earthquake measuring 7.3 on the Richter scale devastated Haiti’s densely-populated capital, Port au Prince, and other urban centres in the southern part of the country. Approximately 220,000 people lost their lives in the earthquake, a further 300,000 were injured, and over 1.3 million sought refuge in spontaneous camps in of Port au Prince.  

A major international humanitarian response was launched, amid extremely difficult logistical and political conditions. The Haitian government and the UN, both of which suffered heavy losses of staff, equipment and operational infrastructure, struggled to provide timely leadership. In the first weeks, reliable information on the locations and numbers of people affected was scarce, making it very difficult to determine the full scale of the disaster.

1.2 Oxfam’s Initial Response and Scale-up: Relevance, Timeliness & Effectiveness

With funding generated by the DEC appeal, as well as commitments from institutional donors, Oxfam GB was able to initiate a rapid, large-scale response, aiming to reach 200,000 people.  Its programme design for Phase 1 (Months 0-6) included provision of water, sanitation facilities and hygiene inputs in camps, cash transfers and canteens in affected neighbourhoods, and distribution of emergency shelter materials.  
Oxfam’s water, sanitation and hygiene activities scaled up opportunely and effectively, thanks to the experience of its staff in responding to emergencies in both camp and urban settings, and to logistical support from within the Oxfam International confederation and water equipment loaned by Unicef.  From Day 4 Oxfam was tankering water to multiple camps, and by the end of Month 4 Oxfam’s water supplies were serving 130,000 people. Construction of sanitation activities and solid waste management followed closely behind, and by Month 4 Oxfam had installed latrines and washing facilities in challenging urban conditions for 66,000 people and was organizing regular clean-up campaigns in most of the camps where it operated. After overcoming some delays due to being unprepared for the recruitment of local staff, hygiene promotion activities scaled up rapidly and by end of Phase 1 had successfully mobilized the vast majority of men, women and children in camps to use and store water safely, wash their hands after using the latrines, and to undertake a range of other activities to protect their health.
Emergency food security and livelihoods (EFSL) activities started promptly with cash for work (CFW) within two weeks of the disaster. Problems caused by earthquake impacts on financial institutions and  time-consuming beneficiary verification processes caused some delays in launching other components, but by the end of Phase 1 Oxfam had effectively delivered cash for work payments or cash grants and hot food to 115,000 people in earthquake-affected communities. The coverage, speed and accuracy of targeting of this component were made possible through collaboration with scores of community-based organizations with local knowledge. It could have achieved greater impact on recovery, however, if the grants had been larger, to enable recipients to cover basic needs and start up an income-generating activity.

Distribution of emergency shelter materials was slower to scale up than other components, due to Oxfam’s relatively lower staff capacity in this area. Nevertheless, it increased pace through new partnerships and coordination with cash for work activities, managing to provide over 25,000 people with plastic sheeting before the start of the main rainy season.  Activities planned to recycle debris into construction materials were delayed, due to donated equipment (and over 40 Oxfam vehicles for humanitarian purposes) being held by Haitian customs.

Oxfam’s protection activities were responsive to the range of situations encountered in Phase 1.  Information collected from IDPs about threats to their security and well-being was key to informing multi-agency advocacy initiatives, and support was provided through local organizations to victims of violence and persons at risk.  

By the end of Phase 1, Oxfam’s programme had provided either WASH or EFSL support and emergency shelter materials, to around 245,000 men, women and children, thus surpassing initial expectations. 

1.3 Stabilisation and Transition: Relevance, Timeliness & Effectiveness

Timing transition to recovery-oriented programming and planning an exit from direct service delivery proved challenging for humanitarian actors, including Oxfam. Continuing unmet needs in camps, the absence of any significant governmental relocation or recovery plans, looming presidential elections and a cholera outbreak that presented a major health threat to densely populated camps and neighbourhoods made forward-planning a complex task.  

In Phase 2 (Months 7-12) Oxfam invested a greater amount of time promoting recovery through rehabilitation of pre-earthquake water systems across the city.  However, with over one million IDPs still living in camps, Oxfam continued to tanker water, upgrade sanitation facilities and carry out health campaigns for up to 130,000 people, as it had in Phase 1.  There is little doubt that a reliable and adequate supply of water for hygiene and domestic purposes played a fundamentally important role in preventing outbreaks of cholera, and other water-borne and hygiene-related diseases in camps. Nevertheless, as the majority of IDPs were now purchasing their drinking water from sources outside camps, a scale-down of water-tankering could have been contemplated sooner.

By this stage the earthquake-affected population’s priorities were focused on finding decent shelter solutions and recovering livelihoods. Oxfam was very responsive to the latter, providing a range of grants for approximately 17,000 street traders, tradespeople, and small businesses, enabling them to restart an income-generating activity.  By the end of Phase 2, Oxfam had reached a total of almost 200,000 beneficiaries through its emergency food security and livelihoods component, thereby making a significant contribution to economic recovery in affected neighbourhoods.  If Oxfam been able to extend livelihoods recovery programming to IDPs in camps, the overall impact of its programme is likely to have been even greater.  

Towards the middle of Phase 2, Oxfam decided to curtail its planned housing rehabilitation and portable shelter activities due to cumulative delays mainly caused by internal factors. It is questionable whether, given greater influence over programming decisions, the affected population would have been in favour of this decision. Although small, Oxfam’s shelter component would have offered a chance to 1,500 of the most vulnerable households to have access to decent housing, and for a further 200 households to identify to access safe materials and free technical advice. The component would also have offered an opportunity for incorporating disaster risk reduction measures into reconstruction plans, from the household level upwards.  Oxfam did, however, continue to address shelter concerns issues from an advocacy perspective, drawing national and international attention to issues such as the illegality of forced evictions.

At the end of Phase 2, Oxfam’s programme had provided either WASH or EFSL support, and emergency shelter materials, to around 325,000 men, women and children.  

1.4 Standards, Principles and Behaviours 

Throughout its programme Oxfam strove to meet Sphere standards, and contributed its global experience to the WASH cluster’s adapting qualitative indicators to the specific contexts of Port au Prince and Haiti.  By and large, it did meet Sphere standards and demonstrated their flexibility and applicability in an atypical environment. Oxfam also acted in accordance with humanitarian principles, as expressed in the Red Cross Code of Conduct, but could have done more towards capacity-building of partners and seeking to reduce disaster risk for the future.

Oxfam was praised by beneficiaries for its consultative approach with men and women, for listening and being responsive to feedback on issues such as accessibility, privacy and sustainability.  In general, Oxfam’s long-term staff and advisors modelled by example and demonstrated good practice to newer programme staff, to accompany more formal training.  Oxfam also set up an innovative ‘free-phone hot-line’ to enable beneficiaries to register complaints or present queries about targeting. The line was much-liked but many people found it hard to get through to Oxfam, due to high call traffic. It also had some weaknesses related to guarantees of confidentiality and follow-up at the appropriate level, which were resolved in Phase 2.
1.5 Partnerships

Oxfam worked with a wide range and a large number of ‘partners’ in its response to the earthquake, some of which were current or previous partners from pre-earthquake programmes, but most of which were organisations with which Oxfam sought collaboration specifically to deliver this humanitarian response. From the strategic partnership with the national water authorities, to the swiftly-established but less formalized relationships with numerous CBOs, partnerships were key to delivery.  The majority of partners considered their relationship with Oxfam to have been mutually beneficial, and to have served the needs of earthquake-affected people above all other considerations.  They also felt, however, that Oxfam drove the agenda and, in doing so, precluded potentially useful joint analysis and planning.  

1.6 Financial Management

Areas of weakness in financial management at the start of the programme were identified during an internal audit and subsequently addressed.

Overall, Oxfam used DEC funds as agreed, with minimal variance on a budget of GBP 27.4million for Months 0-12. Some minor oversights occurred regarding communication about changes to the shelter component, and consultation about the inclusion of loans to beneficiaries within the EFSL component, due to lack of clarity over DEC operating and reporting requirements at field level.

1.7 Monitoring & Learning
The presence of a large contingent of Oxfam’s global humanitarian staff within the earthquake response programme was the major factor in ensuring that learning from previous programmes in similar contexts was applied from the earliest stages was able to influence the type of partnerships sought, technical designs for sanitation facilities, and cash transfer planning and tools, among other aspects of the programme.  

Learning reviews and activity-specific monitoring activities undertaken by sectoral teams were useful in terms of informing decisions within each component.  Technical teams were proactive with regards to sharing information and lessons through the Cluster system, and with documenting them for future use. However, Oxfam’s monitoring efforts were less well-coordinated internally, and reporting of beneficiary numbers was sometimes inaccurate. In this complex and challenging environment, Oxfam’s programme would have benefited from more structured opportunities to analyse results across teams and sectors to assess effectiveness and potential impact, and inform decisions on whole-programme development and resource allocation. 
1.8 Recommendations

In order to enhance future programming in similar contexts, Oxfam should consider the following recommendations
:

· In contingency planning and preparedness processes, give priority to:

· Pre-positioning of experienced humanitarian staff and drafting of documentation (typical job profiles, advertising formats, etc.) for rapid national and local recruitment.

· Identifying and nurturing strategic partnerships with governmental partners (such as the water authorities), as well as with suitable civil society ones.

· Networking with other INGOs, UN agencies, and government entities to promote information flow and mutual support in situations of crisis.  

· Researching regulations and procedures for imports of the types of equipment typically required for an Oxfam response, and pre-identifying feasible routes and methods. 

· Researching and negotiating agreements with banks for potential cash transfer programming. 
· Ensure that, even from the earliest stages of emergency response, the overall programme design and the design of each component are conducive to early recovery. This would mean, for example, giving due emphasis to the rehabilitation of water systems as well as providing tankered water, to providing cash grants of sufficient value to facilitate re-activation of economic activities as well covering basic needs, and supporting housing rehabilitation as well as providing materials for temporary shelter. 
· Recognise that shelter and housing play a critical role in recovery processes in urban environments, and define organizational policies and capacity in accordance with this. 
· Ensure that all staff understand Oxfam’s commitments to information sharing and consultation with partners and beneficiaries, and establish specific mechanisms to monitor their implementation and identify good practice.

· Root innovative accountability mechanisms such as the free-phone hot-line in a multi-channel feedback strategy, so that beneficiaries have a variety of means to make their voice heard. Equally, incorporate a time-bound minimum standard for establishing awareness of procedures for prevention of sexual exploitation and abuse (PSEA) at appropriate levels.
· Conduct an audit (either a real-time version or a standard internal audit) on any large programme within the first 6 months, to allow pre-existing and new weaknesses to be addressed opportunely.
· Establish a clear method for counting beneficiaries of different activities/components at the outset of a response, and explicitly state it, along with programme results, in all reports.
· Ensure sustained relevance and timely transitions between programme phases through consistent monitoring, timely reviews, sharing of results across sectors and teams, and willingness to modify resource allocation to meet emerging needs.
· Ensure that programme proposals and strategies make explicit the contribution of each component towards reducing the risk of future disasters, and that staff understand Oxfam’s commitments in this regard.
2. Background
2.1 The Disaster 
On the12th of January 2010 an earthquake measuring 7.3 on the Richter scale – the most powerful to hit Haiti in 200 years - violently shook the south of the country, with devastating effects for  the capital, Port au Prince, the city of Léogâne where the epicentre was located, and surrounding areas.  
The earthquake caused massive destruction to the country’s physical infrastructure. Over 220,000 people lost their lives and over 300,000 were injured. Approximately 2.5 million people were directly affected by the disaster, over 1.3 million of whom sought refuge in spontaneous camps within Port au Prince. A further 0.5 million left the affected area to look for safe shelter and alternative livelihoods in other parts of the country.  
Figure 1. Map of Haiti showing the epicenter of the 13th January earthquake and areas directly affected.

[image: image2.emf]
Source: OCHA
Prior to the 12th January 2010 Haiti was already considered the poorest country in the Western Hemisphere. Decades of inequality and corruption, a chronic lack of effective governance systems, failed development policies driven by external interests, insecurity and civil unrest had taken their toll on the population as a whole.  Port au Prince, with its 3 million inhabitants living mainly in slums devoid of most basic services, was extremely vulnerable to a gamut of natural and man-made disasters.

In trying to meet the needs of millions of Haitians in a dense urban environment with weak institutions, humanitarian actors faced exceptional logistical, social and political challenges. The situation was further complicated by the onset of the hurricane season from in May, an outbreak of cholera in October, and political instability following failed presidential elections in November 2010.
Fifteen months after the earthquake, issues of reconstruction and economic recovery are far from clear.  With only a fraction of the debris cleared, a rising trend of forced evictions from camps on private land, and around a quarter of a million people still living in temporary shelters, the need for external assistance is still huge.
2.2 Oxfam GB in Haiti

Oxfam GB has worked in Haiti for over 30 years. Its programme prior to the earthquake, which had an annual budget of c£1.5 million, focused on the creation of sustainable livelihoods, disaster risk reduction, participatory governance and gender equity. The Oxfam GB office had a staff of 50-60 people and worked with 28 partner organizations.  Three other Oxfam International affiliates also had offices and programmes in Haiti prior to the earthquake.

Oxfam GB’s team in Haiti responded, on average, to at least one disaster per year, and had most recently responded to severe flooding in Gonaives in 2008. As the country office had been selected as a regional hub for Oxfam GB’s humanitarian programming in the Caribbean, it had recently recruited two experts in public health, and had just embarked on a capacity-building plan for staff and partners. 
On the 11th of January Oxfam GB’s outgoing country director started a handover process to her successor.  On the 12th of January Oxfam GB’s office was severely damaged and two members of staff lost their lives.  The majority of staff were directly affected by the earthquake, suffering personal and/or economic losses.  

A small group of staff initiated Oxfam GB’s humanitarian response on 13th of January 2010, soon augmented by staff from other parts of the country, the Latin America regional office, and Oxfam GB’s global pool of experts.  The programme they designed aimed to provide water, sanitation facilities, hygiene promotion, shelter, solid waste management and assistance for food security and livelihoods to 200,000 people in the communes of Port au Prince, Delmas and Carrefour, in the metropolitan area of Port au Prince (as shown in Figure 2).  Oxfam GB later expanded its area of intervention to include relocation sites of Croix des Bouquets, 12km north east of Port au Prince, and Corail, 20km west of Port au Prince.

Funding was secured from a wide range of donors, including the Disasters Emergency Committee. In the first year, Oxfam GB spent over £27 million on its response programme.
2.3 DEC Appeal for Haiti 
An appeal was launched on 13th January 2010 by the Disasters Emergency Committee, raising in excess of £100 million.  Oxfam GB was allocated £11,105,496, its full entitlement of the funds raised, in three tranches:  £3,331,649 for Phase 1 (January to June 2010); £5,640,559 for Phase 2.1 (July 2010 to January 2011), which is referred to in this report as Phase 2; and £2,133,288 for a final phase (January 2011 to January 2012), which falls outside the scope of this report.
In line with current procedures, the DEC requested Oxfam GB to commission an external evaluation of its earthquake response programme.  The evaluation was conducted between March 16 and May 16 2011. Further details about the objectives, methodology and constraints are presented in the following chapter.
Figure 2. Initial location of Oxfam GB’s earthquake response programme
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3. Evaluative Framework and Process
3.1 Scope

As the DEC funding was used as a contribution to the overall programme with expenditure in all its components, the evaluation considers Oxfam GB’s total response. 
As funding was provided specifically to Oxfam GB, the earthquake response programmes of other Oxfam International Affiliates fall outside the scope of this evaluation. In this document ‘Oxfam’ refers to Oxfam GB, unless otherwise specified.
3.2 Objectives

The overall objective of this evaluation was to assess the effectiveness, quality and impact of Oxfam’s response to the Haiti earthquake.  Specifically, it sought to evaluate:

· The relevance of the programme’s objectives and overall design.
· The timeliness of Oxfam’s initial response and implementation.
· The programme’s effectiveness & impact.
· The extent to which accountability to beneficiaries was taken into account.
· The extent to which Oxfam’s commitment to recognised standards, principles and behaviours was implemented.
· The extent and quality of partnerships established to implement the programme.
· The extent to which DEC funds provided for the programme were managed soundly
· The extent of Oxfam’s commitment to learning from experience.
3.3 Methodology

For each aspect of the evaluation, the following standards and benchmarks were used:

· DEC ‘priorities for accountability’ and their respective benchmarks
· Oxfam’s own standards, policies and minimum requirements (where relevant)

· Recognised humanitarian standards and principles, and their respective indicators of achievement. 

The evaluation comprised a visit of 10 days to Oxfam’s programme in Port au Prince, Haiti, and a subsequent period to analyse data collected and conduct complementary research activities.  The following evaluative methods were used:

· Review of the programme documentation, focusing on proposals, strategies, reports and reviews produced by Oxfam and assessments, reports and evaluations produced by other major actors.

· Meetings and interviews with the main stakeholders: staff (in Haiti and other Oxfam offices), partner staff, beneficiaries, other agencies, UN.  
· Direct observation of programme outputs and continuing activities.
A list of interviewees, the documentation reviewed, and the DEC accountability framework are included as annexes to this document.

3.4 Constraints

The limited time available for data collection in Haiti led the evaluator to prioritise interviews with beneficiaries, current staff and partner staff over meetings with external stakeholders.  This data was subsequently complemented through interviews with other Oxfam technical staff who had participated in the immediate response but were no longer present in Haiti.  It was not possible to interview all programme managers or senior managers in other parts of Oxfam who were involved in the Haiti response.

The timing of the evaluator’s visit to Haiti coincided with the second round of voting in Presidential elections, which resulted in potential security threats which prohibited site visits on several days. As a result, the evaluator was only able to observe programme outputs and ongoing activities in a small number of camps in Delmas and Carrefour Feuilles.
The timing of the evaluation in relation to Oxfam’s programme dynamics meant that most of the WASH activities had ended or were about to end, as had shelter activities.  The market support element of the EFSL component was still being implemented and recent/current programme activities could be observed. A new phase of the programme was transitioning from planning to implementation stages, but was not yet fully operational, hence limiting the evaluator’s observation of activities going forward.
Finally, due to the heavy workload of all staff interviewed, and the pressures of delivery on previous staff, access to programme documentation was difficult.  Some key documents had still not been obtained at the time of writing this report, which may have resulted in some omissions and inaccuracies in data analysis and assumptions.  
3.5 Acknowledgements

The evaluator acknowledges the precious time given by Oxfam staff, partner staff, staff of other organizations, and beneficiaries to enable the evaluation to be conducted.  Their investment and commitment to organisational accountability and learning is highly valued by the evaluator, Oxfam and the Disasters Emergency Committee.
4. Relevance of Objectives and Programme Design
4.1 Introduction

This chapter focuses on the relevance of Oxfam’s objectives and programme design in relation to the humanitarian needs, contextual risks and its own capacity to deliver such a programme. More specifically, it seeks to answer the following questions:

· To what extent do the project’s stated objectives coincide with the priorities for humanitarian action identified during the initial and subsequent assessments?

· What were the major factors that enabled Oxfam to design a relevant strategy, or that prevented it from doing so? 
A summary of the main findings is presented in Section 4.2, followed by a more detailed analysis in Section 4.3. 
Key recommendations are listed in Section 4.4.
4.2 Summary of Findings
Oxfam’s objectives and programme design for Phase 1 (immediate response and scale-up) was highly relevant, coinciding with the findings and recommendations of independent needs assessments and with beneficiaries’ own analysis of their needs and priorities at that time. They also reflected Oxfam’s institutional competences and avoided over-dispersal of capacity in this highly-demanding context.  There is wide consensus among staff interviewed for this evaluation that Oxfam achieved its relevance through the composition of its assessment/immediate response team, which combined staff with local knowledge and contacts, with senior technical staff with global humanitarian experience and awareness of programme successes and lessons learnt in other similar urban and/or post-earthquake contexts.  
Oxfam’s objectives and programme design were still largely relevant at the start of Phase 2 (stabilization and transition), however a certain level of ‘strategic drift’ began to appear as Oxfam maintained its focus on WASH while beneficiaries’ priorities were on recovering decent shelter and livelihoods. Relevance was regained with the challenge of responding to the cholera outbreak, new stability and leadership at the senior management level, and stronger emphasis on an exit strategy.
4.3 Detailed Analysis

4.3.1 Strategy for Immediate Response and Scale-Up: Phase 1
The initial design of Oxfam’s programme was based on the results of its own rapid participatory assessment, which took place from 13th to 19th January 2010, dialogue with other actors through the cluster system, and interaction with potential donors.  Its first documented strategy
 was circulated internally on 19th January 2010, just one week after the earthquake occurred.
This strategy formed the basis of Oxfam’s programme proposal to the DEC for Phase 1 of its funding allocation, submitted on 28th February 2010, which stated Oxfam’s intention to meet both emergency and early recovery needs in Port au Prince and surrounding areas through Water, Sanitation and Hygiene (WASH), shelter, and emergency food security/livelihoods (EFSL) activities, with an emphasis on gender-sensitivity, accountability and protection of the most vulnerable sectors of the population. The proposed programme incorporated many activities that were tailored to urban environments, such as connecting temporary storage tanks to functioning parts of the network, supplying parts for repair of existing networks, provision of portable toilets, conducting market research on urban livelihoods, distributing cash grants for shelter and livelihoods recovery, and supporting financial institutions to provide loans to micro-enterprises. 
Oxfam set a target of 200,000 beneficiaries for Phase 1, based on its experiences in other post-earthquakes situations, in the absence of reliable data in Haiti
.  It planned to focus its WASH and shelter components in camps, moving later into rehabilitation of basic services and housing outside camps, and to focus its EFSL component mainly outside camps, to address areas that may have been neglected by other actors and provide a base for expansion of WASH activities.  More specifically its EFSL strategy aimed to assist beneficiaries in very poor, poor and middle-income groups, in order to support early livelihoods recovery at inter-dependent levels.

In the Phase 1 proposal Oxfam stated its intent to used mixed modes of implementation. Water would be provided directly and in coordination/partnership with municipal authorities and key government institutions, parts of the shelter and sanitation components would be implemented with private sector and international partners, and EFSL actions would be undertaken in partnership with Haitian NGOs whose primary role would be in beneficiary selection.   
Although Oxfam carried out assessments in Léogâne and Jacmel
 in Weeks 2 and 3, a decision was made to focus resources on Port au Prince, where largest concentrations of IDPs were to be found, in the knowledge that other actors, including other Oxfam international affiliates
, were already responding to needs outside the capital city. Oxfam did not explore the possibility of supporting host communities in rural areas where a considerable number of affected people were reported to be heading.

When compared with external reports
, most of which were produced several weeks later, when much more data was available for analysis, it is clear that Oxfam’s initial strategy and objectives were highly relevant in terms of geographical focus, numbers of people affected, sectoral needs and overarching priorities.  For example, the Post Disaster Needs Assessment (PDNA), conducted between 18th February 18 and 24th March 2010, concluded that:

· The earthquake caused extremely severe damage in the Port-au-Prince metropolitan area and the town of Léogâne, and some damage to other areas.
· Over two million individuals were affected by the earthquake. Approximately 222,500 people died, over 500,000 people sought refuge in the rest of the country, and 1.3 million people were displaced to temporary camps in and around the city of Port au Prince.  

· The housing sector was the most affected by the earthquake, with some 105,000 homes completely destroyed and over 208,000 damaged
.  The health, education, commercial and transport sectors were also severely affected.

· The earthquake resulted in substantial losses or damage to productive assets at all levels, increased levels of unemployment, and considerable increase in food prices due to difficulties in supply, resulting in a situation of food insecurity for over 50% of the affected population. 

In terms of short term needs, the PDNA highlighted the following priorities, which coincide with Oxfam’s programme for Phase 1:

· To provide access to basic services as a pillar of the humanitarian and reconstruction efforts 
· To meet the urgent relocation needs of people affected by the earthquake, involving temporary resettlement of earthquake survivors in safe areas with basic social services, and provision of temporary employment.

· To reduce the environmental vulnerability of zones with respect to waste management, particularly in view of immediate risks during the rainy season.

· To introduce a “safety net” programme targeted at households suffering from food insecurity in areas affected by the earthquake.

· To create jobs and revenue as a matter of urgency, through a support programme for re-starting micro, small-, and medium-sized businesses, in particular by developing loan systems suited to the needs of the poorest people.
During focus group discussions (FGDs) conducted in June 2010, beneficiaries confirmed that Oxfam’s first phase actions responded to their urgent needs at that time, namely water, shelter materials and sanitation facilities. Women in particular were quick to recognize the importance of these actions. Male and female beneficiaries also repeatedly mentioned the growing need for income-generating opportunities and options for moving out of camps, to which they hoped that Oxfam would be able to respond in the next phase of its programme.
Staff who participated in Phase 1 of the response attributed the relevance of Oxfam’s initial strategy to its first-hand assessment of the situation and information-sharing with other actors, direct experience and knowledge of good practice in post-earthquake situations and urban contexts, and lessons learnt during previous Oxfam responses to disasters in Haiti.  
EFSL staff emphasised that participation in the interagency Emergency Markets Mapping Analysis (EMMA) was important in terms of understanding how Oxfam and other organisations could best contribute to household and market recovery, and how to target their assistance, while both EFSL and WASH team leaders highlighted the fact that the Haiti programme’s good relationships with governmental and non-governmental actors enabled Oxfam to complement local and national capacities. 
International staff acknowledged that institutional learning from other disaster responses where resources were over-dispersed played a major role in defining and limiting the geography of the response, while recognizing that Oxfam might have been able to respond to needs of IDPs arriving in other areas on a small-scale through its development programme, had this not been temporarily suspended after the earthquake.  
Without exception, all staff interviewed recognized that this range of inputs was made possible by combining the knowledge and contacts of a small but experienced humanitarian team in Haiti with the rapid deployment of Oxfam’s highest-level experts from regional and global headquarters.  
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Oxfam responds to needs in densely-populated spontaneous camps (Source: Oxfam)
4.3.2 Strategy for Stabilisation and Transition: Phase 2 

The objectives of Phase 2 of Oxfam’s earthquake response programme, to be implemented from July to December 2010
, remained largely the same as those of Phase 1 but with a greater emphasis on livelihoods recovery  and reconstruction/relocation where possible, and greater integration of solid waste management to reduce disaster risk during the impending rainy/hurricane season.   An additional objective was also proposed, namely ‘To influence government and international donors to support equitable, effective relief and reconstruction programmes for communities affected by the earthquake, with their participation’.  

The location and target population (200,000 people) during the second phase remained the same, although with a stated intention to respond to some unmet needs in areas on the outskirts of Port au Prince, and to widen the focus to zones (whole communes, not just camps).  It also included the relocation camp of Corail, which Oxfam already decided to support during Phase 1, in response to a request by the Haitian government to help ‘decongest’ the largest camp in Port au Prince and find more durable solutions for IDPs.  
Intended modes of implementation remained mixed (direct implementation and with partners), but with an explicit commitment to building the operational capacities of local partners and strengthening their understanding of the code of conduct.  
This second-phase strategy reflects an awareness of the priorities of beneficiaries, as expressed in section 4.3.1, and closely reflect the challenges ahead highlighted in the Inter-Agency Standing Committee (IASC) 6-month report: Haiti Earthquake Response: Achievements, Challenges and Lessons Learnt, which are summarized as follows:
· To increase water quantity and maintain water quality, while phasing out expensive tankering in favour of more sustainable options such as the rehabilitation of network connections and borehole drilling.
· To provide adequate sanitation services.

· To scale up debris removal.
· To provide safer shelter by facilitating returns to homes assessed as structurally sound or requiring repair or retrofitting; relocation to host families who would provide safe plots/home; moving to, or remaining in, ‘adequate’ proximity sites, within neighbourhoods of origin; or relocation to a planned temporary relocation site.
· To develop projects which generate immediate and sustainable income for beneficiaries.

· To alleviate the burden of school fees.
· To prepare to for the hurricane season, especially regarding the safety of camp populations.

· To advocate with the authorities on the provision of safe accommodation for women at risk of GBV

· To ensure communities are active partners in the decision-making process for reconstruction.
· To implement disaster risk reduction and environmental management projects.

· To develop an appropriate exit strategy with clear linkages to the recovery and reconstruction effort.

It is likely that the continued relevance of Oxfam’s objectives and programme design is due to continuous monitoring during implementation and close coordination with other actors through the cluster system
. The additional advocacy objective, commitments to capacity-building, and preparedness measures for the rainy/hurricane reflect organisational commitments to humanitarian advocacy, working with partners, and disaster risk reduction, that became higher priorities once all the sectoral components of the response were functioning relatively well
.  The stronger focus on accountability was a result of feedback provided using a freephone hotline in Phase 1, which included multiple reports of extortion, sexual abuse and exploitation, mainly by members of camp committees or, in one case, by one of Oxfam’s new partners
.
Visits and reports by advisors with global experience also contributed to the formulation of the strategy, although the WASH Review, which generated information that might have provoked an even stronger focus on the rehabilitation of pre-earthquake water distribution systems, housing stock and livelihoods, and an earlier termination of water-trucking, was carried out after the proposal was submitted.
The unchanged scale of the second phase in relation to total humanitarian needs (200,000 beneficiaries, among 1.3 million reported IDPs in Port au Prince and almost 3 million Haitians affected country-wide) indicates that Oxfam was aware of the limitations to its own capacity to generate impact over a relatively wide geographical area, within the political, physical and social constraints it had encountered during Phase 1. 
It is of significance, however, that the Phase 2 proposal does not include an exit strategy, with the exception of mentioning support to DINEPA on terminating water trucking
.  While acknowledging Oxfam’s commitment to meeting continuing humanitarian needs and increasing the quality of the services, good practice and contextual analysis by other stakeholders
 suggest that at least the rudiments of an exit strategy
 should have formed part of its plans 6 months after the earthquake, even if this were to be revised during implementation.  
The reasons for this omission are unclear. In interviews conducted during this evaluation, some staff responded that it was because there were still unmet humanitarian needs, while others suggested that Oxfam was confident that it would have access to sufficient resources to continue delivery of its humanitarian programme until more permanent solutions were found for IDPs still living in camps.  Others attributed its absence to more internal reasons, such as the focus by a series of short-term managers on ‘operational management’ until the new country director position was filled, or the prolonged discussions among Oxfam International affiliates on long-term strategy before the medium-term strategy was agreed.
4.3.2 Adaptations to Phase 2 Strategy 

In October 2010, an outbreak of cholera occurred in Artibonite department, eventually affecting every department of the country.  The Intersectoral Strategy produced by the cluster system to address the outbreak cites a potential caseload of 200,000 affected people.  

Oxfam responded to this situation by establishing a second humanitarian programme in Artibonite, and adapting its existing strategy to incorporate actions to address the cholera prevention needs within the existing WASH component of its earthquake response.  It ensured the chlorination of all water distributed in Port au Prince, undertook intensive hygiene messaging on cholera prevention issues, and postponed plans to terminate or handover water tankering responsibilities and payments in some camps until February-March 2011.  

The relevance of this sub-strategy is clear.  Oxfam’s actions concurred with the WASH priorities proposed by the inter-cluster response plan
 to limit the impact of the cholera outbreak in Haiti, which are summarized as follows:

· Focus primarily on camps, high-density urban and sub-urban populations where the attack rate is difficult to slow down once the disease establishes itself

· Ensure/provide sufficient clean, safe water at community level as both preventive and curative measures

· Ensure that men, women and children are mobilized and enabled to take actions to prevent/mitigate cholera outbreak risks by adhering to safe hygiene practices

· Ensure continuous monitoring of the WASH interventions and in particular of water quality:

· Strengthen coordination and implementation of the national response through support to DINEPA 
Oxfam staff interviewed during this evaluation attributed the relevance of Oxfam’s decisions to timely inputs by Oxfam’s in-house experts on public health programming in situations of cholera, and the close working relationship with DINEPA and other actors in the WASH cluster, which permitted bold and rapid actions.  Once again, an openness from existing staff to seek and/or accept global expertise from other parts of the organization, combined with a respect for existing capacities on the part of incoming staff, enabled Oxfam to formulate relevant objectives and programme design.
4.4 Recommendations 
In order to enhance the relevance of future humanitarian and early recovery programmes, Oxfam should:

· Include ‘as standard’ a medium-term position for programme development (early recovery, transition and exit) in the senior management team of major humanitarian responses.  This would facilitate a consistent focus on sustained relevance and timely transitions between programme phases and modes of operation, even in the absence of stability/continuity in other key management positions.  
· In contingency planning and preparedness processes, give priority to the positioning of experienced humanitarian staff, the development of inter-agency contacts, and relationships with key governmental bodies (related to Oxfam’s humanitarian competences), to complement Oxfam’s existing relationships with civil society partners.
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Woman washes clothing with water supplied by Oxfam (Source: M Turnbull)
5. Timeliness of Response & Implementation

5.1 Introduction

This chapter focuses on the timeliness of Oxfam’s initial response to the earthquake in terms of the start-up, scale-up and full delivery of its proposed programme. More specifically, it seeks to answer the following questions: 

· To what extent did Oxfam’s first actions meet its own standards for timeliness, and what were the major factors influencing this?

· To what extent was the programme implemented within the intended timescale, and what were the major factors influencing this?
A summary of the main findings is presented in Section 5.2, followed by a more detailed analysis in Section 5.3. Tables of key achievements for Week 1 and Month 1 are included in this section, and similar tables for Months 1-3, 4 to 6, 7 to 9 and 10 to 12 are included in the annexes to this report.
Key recommendations are listed in Section 5.4.
5.2 Summary of Findings

Oxfam made a very rapid initial response to the earthquake amid extremely difficult and traumatic conditions. 
WASH activities scaled up opportunely, reaching a peak number of 130,000 beneficiaries in camps by Month 4 and maintaining this coverage throughout Phases 1 and 2. EFSL activities started promptly with CFW, but incurred some delays due to earthquake impacts on financial institutions and time-consuming beneficiary verification processes. Nevertheless, effective assimilation of early learning enabled EFSL to reach 23,000 households (c115,000 beneficiaries) by the end of Phase 1, and over 39,000 households (c195,000 beneficiaries) the end of Phase 2.

Distributions of emergency shelter materials were relatively slow to scale up, but provided over 27,000 people with plastic sheeting before the start of the rainy/hurricane season.  Oxfam also managed to integrate activities for protection and accountability from Month 2 onwards, scaling these up substantially in response to increased levels of risk in the operating environment.
Timing its transition to recovery-oriented programming and its own exit proved more challenging for Oxfam. Although WASH teams started to rehabilitate pre-earthquake water supply and distribution systems towards the end of Phase 1, they did not appear to address this challenge in Phase 2 with the same energy as they had given to scaling-up temporary solutions.  Implementation of the EFSL strategy progressed more or less within its planned timescales, but shelter activities to promote recovery were prematurely curtailed due to cumulative delays caused by internal and external factors. Overall, Oxfam’s transition from ‘emergency programming’ to early recovery and reconstruction was somewhat slower than expected by many beneficiaries and some staff, and was eventually driven more by future funding scenarios than by confidence in the sustainability of the structures and systems it had left behind.

5.3 Detailed Analysis
5.3.1 Initial response (Week 1)

Within 24 hours of the 7.3 magnitude earthquake that killed two members of Oxfam’s staff, caused immense personal, material and economic losses to the majority of their colleagues, and left Oxfam’s office in ruins, a small group of Haiti-based and Haitian staff congregated to decide how to respond to the massive, urgent needs around them.  After salvaging some materials from Oxfam’s small warehouse and gathering with staff of other humanitarian organisations to share the scant information available and establish a basic coordination mechanism, they initiated Oxfam’s first field assessments on Day 2 after the earthquake
.  
Meanwhile, although direct support and communications with the Haiti team were minimal, staff in Oxfam’s project office in Cap Haitien, its regional centre in Mexico and its head office in Oxford responded with equal urgency.  Within 24 hours of learning of the disaster, Oxford sent its strongest team of experts in WASH, Shelter and Logistics to the most accessible location with feasible access to Port au Prince – Santo Domingo in neighbouring Dominican Republic – which is normally some 8 hours by land from Haiti’s capital. They arrived in Port au Prince on Day 5, after negotiating transport across the border and securing fuel and other supplies to support the start-up with the support of Intermon-Oxfam.  Simultaneously, the regional office in Mexico sent its Logistics Coordinator and the Cap Haitian office sent technical and support staff and some equipment to Port au Prince, arriving on Day 4 to supplement the response team
.  
Oxfam started to provide its first humanitarian assistance - water supplies - on Day 5, with equipment salvaged from Intermon-Oxfam’s contingency stock in Port au Prince and through a global contingency arrangement with Unicef.  After overcoming setbacks relating to lack of fuel for the water tankers, by the end of Week 1 Oxfam was supplying water to 20,000 displaced people in spontaneous settlements – later to become camps – in Port au Prince.
  
By its own standards of excellence for humanitarian response, the start of Oxfam’s initial assessment was timely, but its first delivery of aid was later than desired.  However, bearing in mind that such standards are not usually applicable to offices and teams directly impacted by the disaster, the achievements of the first week were considerable. Furthermore, when compared with the immediate response of other actors, Oxfam’s achieved the earliest possible start-up: one other INGO
 started providing trucked water on the same day, but none did so sooner
.  

Staff interviewed
 during this evaluation attributed these early achievements to the courage and professionalism of the in-country staff who initiated the response and who, between them, had the necessary global humanitarian experience and local knowledge to guide their first actions. They also highlighted Oxfam’s ability to drawn on internal surge capacity and resources within the Oxfam International confederation, which enabled the early reaction of staff to deliver tangible benefits for the affected population.
Figure 3: Chronology of Oxfam GB Response, Week 1 Haiti Earthquake Response












5.3.2 Scale Up: Phase 1 (Months 0-6)

Oxfam began to scale up from Day 6 onwards, as described below:

Water provision scaled up effectively over the first half of Phase 1, reaching peak numbers of beneficiaries by the end of Month 4
.  During the first weeks its achievements were in terms of coverage were limited by slow recruitment of national and local staff, but incrementally gained pace and coverage through intensive recruitment drives, a steady flow of equipment and consistently good coordination with water authorities
. The timely start-up of this activity was critical to the development of the whole programme, in that Oxfam’s speedy follow-through with commitments made by assessment teams, and its consultative approach to situating and designing facilities, were appreciated by beneficiaries and prevented its staff from being targeted by frustrated protesters, unlike some other organisations
.
The sanitation component achieved timely coverage due to the high level of innovation and flexibility demonstrated by Oxfam’s engineers in response to the varied restrictions in terms of space, population density and environmental conditions
. Shallow pit latrines were supplemented with chemical toilets and peepoo bags, and eventually replaced with deep pit latrines, to address the sanitation gap identified by the WASH cluster and reach peak numbers of beneficiaries by Month 4. 

The installation of hardware was promptly followed by hygiene promotion activities.  Hygiene kits targeted at the most vulnerable families were distributed from Week 3 onwards, and Oxfam’s first team of community-based hygiene promoters started their first campaign in Month 2, focusing initially on safe water-handling and hand-washing
.  
In line with its strategy to maintain capacity to respond to Government of Haiti’s relocation plans, Oxfam responded promptly to the official request for support to the new transitional camp in Corail, being among the first NGOs to do so and having bladders and sanitation structures in place before the first group of residents was relocated in Month 3.

The Solid Waste Management (SWM) component of the WASH intervention started up in a timely manner in Week 2 through Cash for Work (CFW) in the largest camp (Golf Club) and in Month 2 a partnership was launched with the international organisation Disaster Waste Recovery (DWR) to enable activities to be scaled up in time for the rainy season. Plans to work with DWR using heavy imported machinery for debris collection and recycling were thrown awry by customs procedures which prevented the equipment from entering the country until after both Phases 1 and 2 had ended.

The emergency shelter component started in Week 2 but was slower to scale up effectively, encountering some logistical difficulties with packaging and distributing plastic sheeting. It subsequently gained pace through recruitment, using CFW beneficiaries to cut and pack materials, and working a partner for assessments and distributions
.  Its achievements were slower than expected in relation to emergency needs following the earthquake, but they were timely with respect to preparedness for the onset of the rainy season, and responding to new shelter needs following storms.  
Figure 4: Progression of Programme Activities, Haiti Earthquake Response, Weeks 1-4





Assessment of damaged housing began in Month 4 after two Oxfam engineers had been trained by Arup, an international partner from the private sector, but did not scale up as quickly as expected due to the fact that the trained engineers only replicated their training to six local technical staff, instead of the intended 200.  Furthermore, the planned identification of beneficiaries for financial support and/or distribution of construction materials for repairs, which was intended to be implemented alongside the safety assessments, was never initiated due to insufficient managerial supervision and/or lack of prioritization of the shelter component beyond the delivery of plastic sheeting. As a result, despite an innovative programme design that addressed the critical issues of housing and disaster risk reduction, Oxfam missed a window of opportunity to support early recovery.

The Emergency Food Security and Livelihoods (EFSL) component started up its first cash for work activities opportunely in Week 2, while also initiating a full assessment by staff experienced in livelihoods responses in urban contexts. Oxfam staff took an active role in conducting a multi-agency Emergency Market Mapping Analysis (EMMA)
, which was initiated in Week 4, marginally later than good practice dictates but it time to influence agencies’ decisions. The EMMA, which focused initially on analysis of the bean, rice, corrugated iron and construction labour markets, was extended in Month 4 to include the water market, rather later than desired, given the significance of the earthquake’s impact on the highly-privatised water sector.

The Cash for Work (CFW) element of this component started up promptly in Week 2, scaling up significantly by Month 3 and again in Months 5-6 for SWM prior to the onset of peak hurricane/rainy season.  Existing partnerships with community-based organizations played a key role in timely beneficiary selection and community liaison in the first pilot location, although accountability concerns with new partners delayed implementation in other locations.  

Similarly, community-based canteens and basic needs grants/livelihoods recovery grants were initiated in a timely manner in Month 2, scaling up gradually over Phase 1 as they overcame significant delays in setting up payments via earthquake affected banks and financial institutions and complications related to beneficiary verification.
 A more rapid scale-up would have been desirable, as the timing was possibly too late to prevent asset depletion as indicated by Oxfam’s own monitoring.
 As with CFW, the multiplicity of new partners involved in beneficiary selection was a key factor both in facilitating the scale-up and contributing to delays. 

Oxfam’s activities to ensure accountability within its response were put in place in a timely manner, with the launch of a telephone helpline starting in Month 2, accompanied by training on accountability principles for partners, authorities, and hygiene promoters.  Oxfam was slower to display posters and billboards with information about Oxfam, starting this activity in Month 3 in some locations.

Specific protection actions began in Month 2 with inductions for staff and public awareness-raising activities for IDPs in camps, and were strengthened after Month 3, with FGDs to identify issues and advocacy to bring the issue of evictions to the attention of the clusters and the wider international community.
  Oxfam became recognised by other INGOs for its capacity to bring timely, evidence-based research, to the Protection Cluster.

In response to information about sexual and gender-based violence that emerged from the FGDs and through multiple other sources during Phase 1, Oxfam provided basic operational materials to a number of grass-roots women’s organisations and worked with them to establish a network for referrals and support to victims. Insufficient data on these activities was available during this evaluation to assess their timeliness in relation to beneficiaries needs.
Overall, during the scale-up Oxfam reached a total of c245,000 beneficiaries, thus exceeding its target number for Phase 1. (see Figure 5).  This was a significant achievement, given that huge quantities of rubble prevented access to the most-affected communities, diverse legal and geographical conditions constrained the installation of appropriate WASH infrastructure, the banking system was put out of out action, and Oxfam conducted much of its EFSL work with new partners. 
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Figure 5. Cumulative number of beneficiaries in Phases 1 and 2
5.3.3 Stabilisation and Transition: Phase 2 (Months 7-12) 
Following clear strategic guidance given by Oxfam’s global WASH team leader who re-visited the programme in Month 4, the focus of the water component began to shift towards rehabilitating and repairing water distribution systems outside the camps.  Progress was slower than anticipated, with the first bladder being removed in Month 7, due to the need to advance at the pace and in accordance with the interest of institutional stakeholders (DINEPA and CAMEP). In the meantime, Oxfam maintained water trucking until adequate alternative sources could be negotiated.
By Month 9, in the absence of any significant new relocation or return strategies from the Haitian government, and faced with the unsustainable cost of continuing free water trucking, Oxfam was obliged to plan a responsible exit.  It started to create and train water management committees and partners and to take over purchase of water-trucking to the bladders/tanks that would stay in place until no longer required.  Progress was slow, results were mixed (see Chapter 6: Programme Effectiveness and Impact), and reliable solutions were not yet in place in all camps by Month 10, when a cholera outbreak occurred in Haiti’s Artibonite region.  

Following the cholera outbreak and in anticipation of worsening election-related violence, Oxfam took two timely decisions of real importance.  In Month 10 it postponed the exit of the water trucking component and funded chlorination at source of all water destined for Port au Prince, to prevent contaminated water being distributed to vulnerable populations through the network and in camps.  

The termination of Oxfam’s water component in camps was finally obliged by funding issues and the need to focus on the longer-term, rather than by confidence in the arrangements in place in camps where bladders were still the main source of water.  At the time of the evaluation (Month 14), several of these bladders were in disuse, due to theft of equipment, damage or dysfunctional committees, and a roving team of Oxfam engineers was being established to deal with such issues.  Timelier planning for ending water tankering and establishing sustainable alternatives might have been more effective and might also have liberated resources to boost a timely extension or expansion of other activities. Had the cholera epidemic not occurred, it would have been hard to justify the prolonged duration of the water trucking component.

During Phase 2 the sanitation component was continuously adapted to meet continuing needs in ‘temporary locations’ in the absence of any plans by the Government of Haiti for relocation or return. Rapidly-constructed facilities installed during the scale up phase were redesigned and reinforced from months 5-10 (and were still ongoing during the evaluation visit in March 2011), to better address the needs of the disabled, and children, and to cope with heavy and sustained usage. Oxfam rapidly transitioned from standard latrines, through pee-poo bags and chemical toilets, and finally to deep pit latrines wherever permission was granted from landlords and environmental conditions were suitable.  Uncertainty over the future of camps, combined with the lack of rapid resolution of problems with many landlords, were the prime reasons for not reaching durable solutions earlier, or at all in some cases. 

The Hygiene Promotion component maintained peak beneficiary numbers 130,000 throughout Phase 1, with timely messaging related to the prevention of diseases that are usually exacerbated during the rainy season involving different population groups within the camps (mothers, fathers and children). In Month 7/8 Oxfam handed over all hygiene promotion activities to a partner in one camp, marking the first ‘exit’ of the programme, and was in the process of intensifying training of promoters and distributing hygiene supplies to most vulnerable prior to exit in line water trucking, when the cholera outbreak occurred. Cholera prevention messaging was introduced in good time, thanks to the continued presence and numbers of well-trained promoters and their networks, boosted by training on key issues from cholera experts brought in from Oxfam’s global pool.  Final exit from most camps was then re-programmed to coincide with the postponed  handover of water trucking, and a radio series (‘Hygiene is life’) was designed and broadcast at the end of Phase 2 to reinforce previous activities and to maintain messaging beyond Oxfam’s presence.

Direct engagement in SWM experienced a timely exit from the majority of camps in Month 7, through an agreement with the municipal waste disposal services, SMCRS.  

The shelter component suffered various setbacks that led to an early closure. In Month 6, having only completed the plastic sheeting and technical assessment of housing components, Oxfam decided to focus its resources on further distributions and contingency supplies of plastic sheeting. While the external challenges were significant, other agencies with no greater expertise in shelter than Oxfam managed to implement their planned activities in a timelier manner. Oxfam staff interviewed during this evaluation cited a lack of prioritization and supervision from managers, low staffing levels in comparison with other components, and a risk-averse attitude towards shelter within Oxfam, which does not reward initiative or innovation.

During Phase 2 the EFSL component transitioned through its strategy in planned sequence but with minor cumulative delays that led to disbursal of business support grants being pushed into Year 2 of the programme.  Overall, staff, partners and beneficiaries agreed that the timeliness of the component was adequate, but ideally each element should have been implemented sooner to prevent further asset depletion and dangerous coping strategies among beneficiaries who, in addition to feeding their families, were under time pressures to pay debts and pay school fees to keep their children in school.
5.4 Recommendations 
In order to increase the timeliness of future humanitarian programmes, Oxfam should:

· Give greater emphasis in contingency planning and preparedness processes to procurement planning, access to UN or multi-agency contingency stocks (stored in hazard-resilient warehouses), knowledge of customs and importing procedures, standing arrangements with banks for cash transfer programming, and contacts with governmental bodies, NGOs and private companies that may facilitate logistics in post-disaster situations.

· Draft adverts for national/local recruitment of standard humanitarian positions (EFSL, WASH, etc) in the most appropriate language(s), and plan an advertising strategy (using radio, billboards, networks, internet) for immediate activation as soon as disaster happens.

· Set minimum standards (with time-bound benchmarks) for the production of transition and exit strategies to ensure early consideration of options, capacity-building needs and mitigation of the risks involved.

· In urban environments, give equal importance to the rehabilitation of pre-disaster water supply and distribution systems as to the installation of temporary systems, to ensure that early recovery is initiated as early as possible, and to allow sufficient time for negotiations with authorities and landowners.
· Use examples from the Haiti programme for training materials and other programming resources to generate personal and institutional learning prior to engagement in future urban responses. These could include: partnership with urban/national water authorities; sanitation in urban contexts; hygiene promotion in urban contexts; partnership in urban contexts; innovations in accountability; etc.
· Recognise that shelter and housing play a critical role in recovery processes in urban environments, and  replicate its approach to other components of humanitarian programmes by encouraging small-scale, innovative initiatives that meet the needs of the most vulnerable, support local capacities and markets, and give prospective beneficiaries freedom to decide which options best meet their needs. In order to embed this approach in a number of programmes around the world, Oxfam would need to increase its advisory and deployable capacity in shelter programming.
· Accept small-scale trade-offs between accountability, correct targeting and impact in the first stages of cash transfer programming to enable timely interventions that reduce the likelihood of negative coping strategies among beneficiaries.

6. Programme Effectiveness & Impact

6.1 Introduction

This chapter focuses on the effectiveness and impact of Oxfam’s programme design and implementation.  More specifically, it seeks to answer the following questions:
· To what extent did Oxfam’s programme achieve its intended goal, objectives and outcomes

· What impact is the programme having/likely to have on the lives of its beneficiaries and others?
· How might greater impact have been generated?
A summary of the main findings is presented in Section 6.2, followed by a more detailed analysis in Section 6.3. Key recommendations are listed for each programme component within section 6.3.
6.2 Summary of Findings

Oxfam made an important contribution to ensuring that earthquake affected people had access to safe drinking water by providing sufficient potable water for 130,000 beneficiaries in camps - approximately 1 in 10 IDPs in Port au Prince – and an un-quantified number of beneficiaries of repairs to the water system outside camps.  After the initial emergency it continued to meet all the water needs of the most vulnerable IDPs, as well as to provide a reliable water source for cooking and hygiene purposes for the majority of others, thereby helping to prevent outbreaks of water-borne and hygiene-related diseases, including cholera. 

Oxfam also made a significant contribution to meeting the sanitation needs of IDPs in camps by providing acceptable numbers of latrines and washing facilities for 66,000 people – approximately 1 in 20 IDPs in Port au Prince.  After some adaptations to initial designs it was better able to serve disabled people and children, and to provide the means for all users to utilize facilities safely and in privacy. Through its hygiene promotion component it successfully mobilized the vast majority of beneficiaries to use and store water safely, wash their hands after using the latrines, and to undertake a range of other activities to protect their health. In all of its WASH interventions Oxfam achieved a very good level of collaboration with other actors through a number of strategic and/or creative partnerships, and a valuable contribution to the WASH cluster.

Oxfam’s shelter component successfully met basic emergency shelter needs of approximately 1 in 50 IDPs in camps in Port au Prince. However, it failed to address early recovery needs adequately, thereby also missing an opportunity for incorporating disaster risk reduction measures into reconstruction.

The EFSL component contributed to the economic recovery in Port au Prince and an improved food security situation through inputs for the rehabilitation of livelihoods of earthquake-affected communities. It provided emergency food and livelihoods-recovery support to approximately 195,000 beneficiaries outside camps, successfully targeting the very poor, the poor, and small community-level business-owners who had lost most or all of their assets.  In some cases the contribution was insufficient or too late to prevent asset depletion and other negative coping strategies among beneficiaries but systematic monitoring enabled Oxfam and other organizations to draw important lessons about cash programming that will benefit disaster affected communities beyond Haiti.

Over time, Oxfam became more effective in ensuring the specific needs and rights of most vulnerable groups were taken into account in its own earthquake response, and it made an important contribution towards having particular issues, such as the illegality of forced evictions, recognised by national and international actors. The innovative feedback mechanism it established was partially effective, although there were weaknesses in other areas of accountability.  

Overall, Oxfam’s programme was very effective in terms of addressing the emergency needs of the most vulnerable people affected by the earthquake, and partially effective in terms of promoting early recovery. In order to be more effective it would have needed to react more promptly and boldly to signals of stagnation in the external environment with respect to debris removal, relocation and reconstruction, and to have adapted its plans and programme composition to respond to the evolving priorities of its beneficiaries. 

The sustained impact of all assistance provided by Oxfam to IDPs in camps depends in the short-term on the functionality of the arrangements put in place for after Oxfam’s exit, and ultimately on duration of the camps themselves. Decisive action from the Haitian government and continued support from the international community are needed to make land, housing, basic services and livelihood opportunities available and accessible for IDPs and others who were severely affected by the earthquake, in order to establish the foundations for recovery.
6.3 Detailed Analysis and Recommendations
Achievements against each objective and the outcomes sought, and recommendations specific to each programme component are detailed in the following sub-sections.

6.3.1 WASH Achievements
Objective: Reduce the risk of WASH-related disease outbreaks through equitable provision of water, sanitation and hygiene promotion services for vulnerable earthquake-affected communities in Port au Prince metropolitan area and the outskirts.
WASH Outcome 1: Earthquake affected people in camps and small settlements in Port au Prince and other earthquake-affected areas will have access to sufficient quantities of safe drinking water.

Oxfam provided safe drinking water to a total of 130,000 beneficiaries, 66% of its original target of 200,000.  It is also likely that Oxfam actually achieved much higher numbers of beneficiaries through repairs and rehabilitation/improvement of the pre-earthquake distribution system, but did not include these results in its monitoring. 

Per capita water use for drinking and domestic purposes in camps served by Oxfam was between 10 and 30 litres/day
, including water provided by Oxfam and from other sources, thereby surpassing the adapted WASH standard of 10 litres/day. In general, water points were easy to access, well maintained and had good drainage.

Contrary to Oxfam’s expectations at the start of the programme, water provided by Oxfam was used mainly for hygiene purposes, and up to 75% of people consumed water purchased outside camps (from private vendors of water treated by reverse-osmosis, chlorinated groundwater, and untreated water) as they preferred the taste and temperature and believed it to be safer.
  However, the poorest and most vulnerable sectors of the camp populations (elderly people, female headed-households with minimal income, and the disabled) who had little capacity to leave the camp to purchase water elsewhere, continued to consume water provided by Oxfam
. This sector of the population became vulnerable again after Oxfam’s exit from camps and is highly dependent on the functionality of the various arrangements put in place, some of which are evidently not working as expected, and the longevity of the camps themselves.
 
For people who were not displaced to camps, the effectiveness and potential impact of Oxfam’s activities are difficult to assess.  By the time of this evaluation Oxfam had also repaired 23 water kiosks, drilled 8 boreholes, and provided sustained institutional support to CAMEP and DINEPA for them to carry out repairs across the city, but beneficiary numbers were not systematically recorded. Nor were beneficiary numbers recorded for the blanket chlorination undertaken by Oxfam during the cholera crisis, even though the majority of the population of Port au Prince benefited from this action.  
WASH Outcome 2: Earthquake affected people are mobilised and supported to construct, use and maintain latrines and bathing facilities, safely dispose of solid waste and maintain effective drainage in their local environment.
Oxfam provide access to latrines or alternative safe sanitation practices to a total of 66,760 beneficiaries, 83% of its target number of 80,000. Average coverage of 1:154 did not meet Sphere indicators or the adapted WASH Cluster indicators for Haiti of 1:50, but exceeded the WASH cluster average of 1:98.

The vast majority of men and women used the latrines constructed with Oxfam’s support, and women in particular appreciated them as alternative to open defecation
, although they complained about heat and odour caused by design issues, and the distance of latrines from their shelters.  Disabled people and less mobile people found many of Oxfam’s first constructions inaccessible, but reported greater satisfaction with adaptations made over time. During the time in which pee-poo bags were used as a means to cover the sanitation gap while more durable facilities were constructed, both men and women expressed high levels of satisfaction with this method which enabled them to stay in the relative privacy of their own shelter
. Disabled and less mobile people preferred this method over others.

Maintenance of latrines and other sanitation facilities proved difficult.  Public health promoters and volunteers tried different methods to motivate people to maintain public latrines without payment, with limited success.  Finally, where possible, Oxfam constructed multi-family latrines, for which shared voluntary cleaning arrangements appeared to be more successful. 

Other sanitation components appear to have met beneficiaries’ needs.  Despite only achieving ratios ranging between 1:200 people and 1:1000 people for showers
, beneficiaries considered washing facilities to be satisfactory once Oxfam had addressed issues of privacy through lockable doors and had installed ramps or other adaptations to ensure access for the disabled.  
The longer-term impact of the sanitation component is unclear at this stage and depends greatly, like direct water provision, on the duration of camps and the influence of committees and other groups responsible for the maintenance of facilities after Oxfam’s exit.  Unlike water provision, the sanitation component could not connect to or repair pre-earthquake sewer systems as these did not serve the areas of Port au Prince that were most affected by the earthquake.
WASH Outcome 3: Earthquake affected people will be aware of the public health risks they face and will be supported to take action to protect themselves against them.

Oxfam’s hygiene promotion activities reached total of 130,000 people, 66% of its original target of 200,000.
 Over 300 public health campaigns were carried out, 227 peer groups were formed for discussion and sensitization on hygiene issues, and over 23,000 hygiene kits were distributed.
  

Beneficiaries said they were already aware of many of the issues raised by Oxfam’s health promoters, but that they found the campaigns to be interesting, involving, and a useful reminder that encouraged them to put into practice what they knew.
  By the end of Phase 2, on average, 83% of beneficiaries handled water safely, and 90% washed their hands after using latrines.

Given that safe hygiene practices were promoted and sustained over a significant period of time (10-12 months), it is likely that this component will have an impact on hygiene practices beyond Oxfam’s exit, serving to reduce health risks for beneficiaries of this programme in the future, including in future disasters.  

WASH Outcome 4: Collaborative partnerships with key stakeholders are developed to enable rubble clearance and household waste disposal.

A partnership with DWR was established for management of household waste and rubble clearance.  Over 130,000 people in the camps where Oxfam operated were supported through cash for work schemes, campaigns about safe waste disposal, and large clean-up campaigns. However, despite being relatively effective in the short term, little long term impact was achieved: shortly after Oxfam/DWR handed over responsibility to the municipal entity, SMCRS, household waste began to accumulate in and around camps once more
.
Rubble clearance in affected communities was not achieved in expected quantities during the first year of the programme, due to the fact that Haitian Customs held Oxfam’s equipment for over 10 months.  
WASH Outcome 5: Collaborative partnerships with key stakeholders are developed to improve water supply and management capacity in Port au Prince and outlying areas.

Oxfam established effective collaboration with DINEPA, CAMEP and, to a lesser extent, SMCRS, through framework agreements encompassing material, financial and advisory support. These relationships ranged from highly effective with high potential impact in terms of institutional strengthening and preparedness in the case of DINEPA, to functional in the case of SCMCR. Further details are provided in Chapter 8: Partnerships.

Recommendations for WASH
To further increase its effectiveness and impact in contexts such as post-earthquake Port au Prince, Oxfam should:
· Consider using or transitioning to vouchers for purchasing water where the pre-earthquake supply and distributions system is functional and/or water markets are operating. 
· Ensure that the needs of minority groups are incorporated into the design of sanitation facilities from the outset rather than being regarded as an issue for gradual improvement.
· Estimate and record the number of people benefited by repairs or improvements to pre-disaster water supply and distribution systems. Oxfam cannot know, or improve, its contribution to early recovery if it does not understand the effects and impact of these activities.
[image: image7.jpg]




Oxfam, in partnership with CAMEP and a CBO, restores water supply to neighbourhood and market (Source: Oxfam)
6.3.2 Shelter Achievements 

Objective: To reduce the physical vulnerability of earthquake affected households through the provision of shelter materials and activities to facilitate safe reconstruction earthquake affected neighbourhoods
Shelter Outcome 1: Provision of emergency shelter materials to persons living in temporary settlements; host family settings; and/ or in damaged neighbourhoods. 

The Shelter component partly achieved the first part of its ‘dual’ objective to provide shelter materials and activities to facilitate safe reconstruction in earthquake affected neighbourhoods.  Provision of emergency shelter materials was lower than expectations in terms of coverage, reaching c27,000 people. While this figure is equivalent to 60% of its target of 45,000, overall shelter coverage by the sector as a whole reached almost 100%, thereby making further coverage by Oxfam unnecessary
. Instead, Oxfam focused on replacing damaged or worn sheeting after storms or in response to observed needs. 

Beneficiaries used the materials provided immediately, and later expressed appreciation for them, but their main concern was to know Oxfam’s plans in relation to rehabilitation and relocation of affected families.  “We are tired of living under plastic sheeting – what are Oxfam’s plans?”
.  From Month 6 onwards their priorities were clearly more adequate shelter and livelihoods. 

Shelter Outcome 2: Provision of building materials, cash grants, and technical assistance 

Oxfam did not achieve its intended outcomes of safe reconstruction as it only provided technical assistance; the cash grants and building materials elements of this component were never implemented, for reasons and assumptions presented in previous section/chapters. 

Shelter Outcome 3: To promote strong and effective interagency coordination between aid agencies, civil society groups, and government authorities through collaborative activities and targeted advocacy.
Oxfam hosted the UK shelter meeting as planned, achieving good buy-in and some promising ideas among UK based international agencies
, but in Haiti Oxfam’s profile and leadership was considerably lower than in other sectors due to the small scale of its shelter work and its related lack of staff capacity. Over time Oxfam even stopped attending cluster meetings, thus distancing itself from emerging thinking in this critical area.  It is therefore unlikely that this component achieved any longer-term impacts, despite its potential for linking relief and recovery, and for reducing vulnerability to future disasters.  
Recommendations for Shelter:

· In participatory manner and taking into account recent experiences, explore the importance of shelter for affected people in urban environments and the implications this may have for the overall impact of Oxfam’s interventions in an increasingly urban world. The results of this participatory research should inform a revision or addendum to Oxfam’s current shelter policy and clearer guidance to staff.
· Ensure Oxfam’s regular presence in cluster meetings and encourage all staff to regard them as both a commitment to, and a key opportunity for inter-agency analysis and coordination. Information about the leadership role taken by Oxfam in the WASH cluster and the Cash Sub-Cluster in Haiti should be disseminated internally as examples of the types of leadership and collaborative approach that Oxfam should take in all sectors.
6.3.3 EFSL Achievements 

EFSL Objective: Contribute to the economic recovery in Port au Prince as a whole through rehabilitation of livelihoods of earthquake-affected communities contributing to an improved food security situation.
EFSL Outcome 1: Targeted households in and around Port au Prince have improved income and employment opportunities through cash for work.

The CFW element of the EFSL component reached 8,089 households
 (an estimated 40,445 people), 81% of it is initial target of 10,000 households.  This mode of support met with high levels of satisfaction among beneficiaries within the cash-based urban economy of Port au Prince, and demand outstripped supply of opportunities.  Once initial delays in set-up were overcome, the payment system through banks worked satisfactorily.  There was some evidence of supervisors ‘taking a cut’ before paying other workers, but this was addressed and minimized through Oxfam’s accountability mechanisms.
Monitoring results
 indicated that beneficiaries spent their wages on food (28%), water (12%) and cooking fuel (17%), thereby meeting their basic needs in the short-term as planned. However, it also showed that income from CFW was insufficient to allow beneficiaries to re-invest in their livelihoods (2%) after they had incurred expense related to education, debt repayment and others, thus limiting the possibility of more sustained impact.
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Oxfam uses a public lottery to manage demand for CFW in Golf Camp (Source: Oxfam)
EFSL Outcome 2: Support is provided to rehabilitate livelihoods and coping strategies by promoting income generation activities.
Basic needs grants benefited approximately 74,000 people, all of whom were still living in affected neighbourhoods rather than in camps.  Selection processes through local partners proved time-consuming and, in a minority of cases, inaccurate or fraudulent, but in general they permitted good targeting of the most vulnerable and were spent in similar ways to CFW wages.
   However, delays in beneficiary verification and payment systems meant that the grants were distributed too late to prevent negative coping strategies, and post-distribution monitoring revealed that grants were of insufficient value to meet basic needs in health, education and many other areas, or to enable beneficiaries to recover any income-generating activities they had prior to the earthquake.  In order to promote livelihoods recovery, the value of the grant was increased in a subsequent round, and approximately 23,000 beneficiaries also received a daily hot meal for 20 days through the community canteens supported with livelihood recovery grants (see below). This combination of grants and food resulted in 87% of beneficiary households restarting a small business, although the sustained impact of this result is not yet known.
A separate stream of livelihoods recovery grants and vouchers for tradesmen and women and small businesses benefited approximately 58,000 people. The selection was still labour-intensive, and vouchers proved to be a less efficient use of staff time and resources than cash,  but by this stage the payments system worked more smoothly and beneficiaries reported satisfaction with process and product.  Training in micro-enterprise management was also appreciated by beneficiaries, although its longer-term impact is not known. This component also contributed to the recovery of commercial life in communities by making basic goods and services available again.

EFSL Outcome 3: Key markets and their supply chains are identified and targeted support is provided to improve the supply of food, basic services and increase income opportunities.
A combination of grants, loans, some storage facilities, and training provided to community businesses, intended to support the market recovery and address supply needs, directly benefited over 500 people.  Since receiving Oxfam’s assistance, a high proportion of shopkeepers restocked their stores and were open for business
.  During this evaluation the three grocery stores visited were attending local customers and their owners reported a high level of satisfaction and appreciation for Oxfam’s support.
Data on repayment of loans or the longer term impact of these activities was not yet available at the time of this evaluation.
EFSL Outcome 4: Key financial institutions have an increased capacity to support Oxfam’s programming and their client base.

Oxfam worked closely with three commercial financial institutions to facilitate payments to beneficiaries of its EFSL activities, but a specific evaluation of the impact of Oxfam’s support on their capacity has not been conducted.
  
Additional EFSL Outcome 5

Oxfam did not initially propose an outcome for its highly collaborative approach. However, it has received significant recognition for its leadership of the Cash Learning Forum of the Early Recovery Cluster.
 This group enabled participant organisations to agree on appropriate amounts for cash transfers, share tools, and make choices about banks, suppliers, and other operational issues. It also generated important learning that will have an impact beyond Haiti as the process was well-documented and key lessons have already been identified.

Oxfam also worked with scores of partner organizations to implement the EFSL component of its programme. It was an effective strategy in terms of achieving extended coverage and good targeting, and appears to have had a positive impact on their capacity to respond to disasters affecting their constituencies.
Recommendations for EFSL
To increase its effectiveness and impact in contexts such as post-earthquake Port au Prince, Oxfam should:
· Be aware of the higher costs of living in urban environments, that may be masked by national-level data or assessments that only focus on food needs.   Assessment methods of households’ needs should give greater weighting to beneficiaries’ input than to secondary sources.
· Ensure that grant amounts and combinations of cash/food reflect good practice in promoting early recovery of livelihoods as well as meeting basic needs.  

· Provide training in cash transfer programming to staff and development partners in high-risk countries as a disaster preparedness measure.

Beneficiary at work after re-starting a street vending activity (Source: Oxfam)
6.3.4  Mainstreaming Achievements
Mainstreaming Objective: Ensure specific needs and rights of vulnerable groups are properly taken into account in the Oxfam earthquake response.
Mainstreaming Outcome 1: Specific grievances and needs of vulnerable groups are systematically reported to decision makers, key actors and communication is established with the communities.
Mainstreaming Outcome 2: Women and vulnerable groups (in Oxfam’s sites) have the capacity and space to influence programming, participate in decision making, definition of strategies and allocation of resources affecting them.
Mainstreaming Outcome 3: Threats to, and vulnerability of women and other groups at risk is reduce in camps to specific violence (sexual abuses, violation of their fundamental rights), spread of HIV and its impact, etc…

Protection: Oxfam was a very active participant in the Protection Cluster with a solid rate of attendance and meetings and a high level of contribution with respect to information received first-hand in camps, research, and ongoing analysis of the protection situation. This was very much appreciated by other agencies attending and helped to inform the operational and advocacy strategies of organizations other than Oxfam.

A specific focus of discussions within the cluster was the phenomenon of forced evictions, which Oxfam and its allies brought to the attention of the Haitian government and the UN agencies as a denial of IDPs rights
.  In some cases Oxfam and its allies were able to encourage negotiations between IDPs and landlords, permitting people to stay in camps until they had decent alternatives
. Oxfam also participated in a coordination that brought the situation of sexual and gender-based violence in camps to the attention of the police, who subsequently increased the number of patrols around certain camps as a preventative measure.
 

Within Oxfam’s own programmes, Oxfam established a range of accountability and communications measures, including the afore-mentioned freephone hotline.  Staff from the mainstreaming team also regularly held capacity-building sessions for staff and partner staff.
  During the evaluation it was noted that all field staff were aware of this issue and were proud of Oxfam’s approach. Even so, there was feedback from beneficiaries and state authorities at different stages throughout the response, that they did not have sufficient knowledge of Oxfam’s plans.
 Further details are provided in Chapter 7: Accountability.
Men and women felt consulted and had influence over operational decisions. For the WASH component, women were actively involved in discussions about site selection and design of sanitation facilities, and were able to express dissatisfaction with certain aspects they did not like, and have changes made where other factors permitted it. 
 For EFSL, women were the main source of information on household income and expenditure, livelihoods types, and impacts of the earthquake at the household level.
  Women and men participated in every part of the EFSL intervention, from CFW to basic needs grants and livelihoods support,
 and were given priority, along with other vulnerable groups, in selection procedures.
 Women in particular appreciated the opportunities Oxfam gave them to feedback, because they often felt the male-dominated camp committees did not represent their interests or even take them into account.
 
However, the influence of male and female beneficiaries on Oxfam’s overall strategy was limited.  Women in camps repeatedly asked about Oxfam’s plans for housing, and both men and women in camps repeatedly asked for more jobs and employment opportunities (CFW).
  Further details are provided in Chapter 7: Accountability.

Prevention of sexual abuse was a priority issue for Oxfam and brought to the fore in discussions with staff, partners and communities on accountability, partnership and protection. As discussed in Section 8: Commitment to Standards, Principles and Behaviours all staff were required to sign the Code of Conduct, and all staff members surveyed during the evaluation could explain its content. No cases of staff being accused of exploitation occurred during the programme, and any rumours or complaints about camp committees or partners were investigated, with no incidences found.  

An increasing trend of gender-based violence within the IDP population was reported by women’s organizations.  Although no baseline existed, that is likely to be correct as it also coincides with results from internal sources.
  Oxfam carried out community awareness raising activities, some public and some home-to-home, which were intended to reduce such risks, although the impact of these is not known.
Oxfam also carried out awareness-raising activities about HIV/AIDs through public events in camps, and made condoms available at these, but its actions were relatively limited.
 Given that, prior to the earthquake, Haiti had the highest HIV rate in the Caribbean, it is possible that Oxfam should have had a stronger focus on this area.  

Recommendations for Mainstreaming
To further increase its effectiveness and impact in contexts such as post-earthquake Port au Prince, Oxfam should:
· Establish a baseline, albeit with proxy indicators, for any programme components that attempt to reduce the incidence of sexual and gender-based violence.
· Reinforce knowledge of its guidelines for HIV/AIDs mainstreaming, particularly in contexts where infection rates are known to be relatively high. 
6.3.5 Whole-Programme Perspective 

The goal of Oxfam’s programme was to address the emergency and early recovery needs of the most vulnerable people affected by the earthquake. 
In the Emergency context, Oxfam’s programme largely achieved its goal. It rapidly and effectively addressed the emergency needs for water, sanitation, hygiene, shelter, and income generation of vulnerable populations gathering in camps, and partly addressed the basic needs (for food and other items) of vulnerable people outside camps through the provision of cash grants. Oxfam also effectively reduced exposure to the threat of a second emergency - the cholera outbreak - both inside and outside camps.  
In terms of Early Recovery, Oxfam’s programme partially achieved its goal. Repairs to the water network outside camps contributed to a recovery of pre-earthquake service coverage for in and out-of-camp populations, while the continuation of other WASH components indirectly supported recovery by preventing further health setbacks and enabling camp populations to direct their meagre resources to other priority needs.  

Cash grants made an important first step towards livelihoods recovery for a large number of people, although were of insufficient amounts to re-establish income and food security. The fact that they were solely targeted at populations living outside camps meant that IDPs in camps were not able to access opportunities through Oxfam to help them transition back to living and working in their communities.  

The shelter programme was not able to make an effective contribution to recovery.

It is possible that where objectives were partially achieved, deficiencies could have been addressed earlier through a more responsive whole-programme strategy.  For example, if water had been among the commodities initially assessed trough the EMMA survey, Oxfam might have chosen to support access to water in different ways.  Also once it became apparent that the majority of the IDPs were purchasing drinking water outside the camps, Oxfam could have scaled up the rehabilitation of the pre-earthquake water system earlier in the response, and directed the economies towards the livelihoods component or shelter initiatives.  Similarly, when it became apparent that many people remained in camps – with the inherent risks that that entails - because they lacked the money to pay a rent or repair their homes, Oxfam could have considered extending its livelihoods programme inside camps in Phase 2 of the response, even if this was not initially contemplated. Finally, if Oxfam had given a greater voice to beneficiaries in terms of programme strategy and allocation resources, it may have decided to give greater emphasis to shelter and livelihoods in Phase 2 of the programme, thus supporting the priorities of beneficiaries towards hastening and increasing their opportunities for recovery.

General Recommendations

To further increase its effectiveness and impact in contexts such as post-earthquake Port au Prince, Oxfam should:
· Develop and maintain a whole-programme strategy with a more flexible use of resources and mutual support between sectors in response to contextual challenges and programme results.  In large operational programmes this may require a senior advisory role in-country to support managers on issues of programme development, transition and exit.

· Ensure that its operational and financial monitoring systems enable whole-programme analysis (rather than by sector or component), so that decisions to modify plans can be made in a timely manner and with overall impact in mind, rather than completion of planned activities.
· Ensure that decision-making about resource allocation between programme components is well-informed by beneficiaries’ priorities, and that decisions to end or start new lines of action are taken with their best interests in mind, not to meet donors’ requirements or timeframes.

7. Accountability to Beneficiaries

7.1 Introduction 

This chapter focuses on Oxfam’s approach and actions to ensure accountability to beneficiaries. More specifically, it seeks to answer the following question:
· To what extent did Oxfam involve beneficiaries in planning, design, implementation, monitoring and problem-solving?

A summary of the main findings is presented in Section 7.2, followed by a more detailed analysis in Section 7.3.  The HAP 2010 Standard in Humanitarian Accountability and Quality Management is used to structure analysis of Oxfam’s performance, and specific reference is also made to performance in relation to the DEC’s own criteria and Oxfam’s accountability minimum standards and matrix.
Key recommendations are listed in Section 7.4.
.
7.2 Summary of Findings

Oxfam took timely measures to embed accountability functions within its staff structure at programme management and operational levels, with the aim of fully mainstreaming accountability throughout its response. 
In the first months of Phase 1, Oxfam’s approach with beneficiaries was generally regarded by them as consultative and responsive, but was criticised by some partners and local government actors for not being sufficiently open about its planned intervention. Oxfam responded constructively to this feedback by taking more time to develop these relationships and use a more effective range of communications tools, and by the middle of Phase 2, its actions met HAP benchmarks and DEC criteria for information-sharing, and its own minimum standards for transparency. 
Oxfam adapted its standard approach for handling complaints in response to feedback from beneficiaries that they could not trust locally-recruited community mobilisers with sensitive information.  It set up a free ‘hotline’ to receive complaints and other types of feedback, and established a system to communicate issues with managers for follow-up at the field level. The system was partially effective, but when the need for it was greatest during Phase 1 it was not able to handle the volume of calls or guarantee confidentiality to users. Furthermore, partners were not sufficiently aware of the rationale for it, and felt mistrusted.  Over time these issues were addressed by Oxfam so that by the end of Phase 2 it did meet relevant HAP benchmarks for handling complaints as well as DEC and its own criteria for capturing and actioning feedback.  
Throughout its intervention Oxfam provided beneficiaries with ample opportunities to express their views and influence programme implementation. From the assessment process in Phase 1, to learning reviews at the end of Phases 1 and 2, Oxfam actively sought beneficiaries’ inputs and feedback on targeting, design of WASH facilities, protection needs, and appropriate tools and livelihoods support packages, thereby meeting most of the relevant HAP benchmarks and its own minimum standards for participation.  However, beyond the initial assessment and design of Phase 1, beneficiaries had little influence over the overall programme design and the relative weight of each sectoral component. Phase 2 largely followed the same design as Phase 1, despite the fact that beneficiaries’ priorities were now livelihoods recovery and, in particular for IDPs in camps, a more dignified, safer and longer-term place to live. In this respect, Oxfam did not fully meet its own standard of empowering beneficiaries to be ‘the most influential decision-makers’ in the programme.
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Oxfam Manager and partner staff share a planning exercise (Source: Oxfam)
7.3 Detailed Analysis

7.3.1 Programme Management 
In addition to its standard practice of deploying accountability-trained staff for the initial assessment, and recruiting experienced staff with awareness of accountability issues into management and coordination roles, Oxfam also took the following measures in the Haiti programme:

· A Mainstreaming Coordinator was appointed in Month 2, with overall responsibility for ensuring that accountability issues were understood, taken into account for planning purposes, and compliance with agreed standards.  Accountability Officers were embedded in area programmes from Month 4 to support implementation in the programme locations.

· Accountability outcomes were integrated into the overall programme design for Phases 1 and 2.

· Several ‘mass inductions’ on mainstreaming issues, including accountability, were held for new staff.

· An accountability advisor visited the programme in August 2010 and recommended improvements to the existing arrangements.

As a result, accountability issues gradually took effect in programme implementation, as described in the following sub-sections.
7.3.2 Sharing Information
Over the course of the programme Oxfam employed a variety of methods to communicate its own identity, the programme content, targeting criteria, and methods for beneficiary selection and verification. These included:

· 2,500 copies of a leaflet in creole about Oxfam’s history, missions, values and modes of operation, distributed through community mobilisers to camp committees, civil society organizations, local authorities and other interested stakeholders, and displayed in public places in affected communities and camps.
· 160 information and visibility boards set up in the camp and neighbourhoods where Oxfam operated. 
· Weekly press releases about Oxfam’s identity, programme and values, resulting in high pickup rates in national media.
· Meetings with civil society organizations, camp committees and local authorities
· Community mobilisers on the ground daily at all project sites to discuss any queries with beneficiaries. 
· Free hotline providing information to interested callers.

Oxfam took and documented the decision not to publicise the amount of funds available for each component of its programme, because of security concerns for staff in a context of rising hostility to some NGOs and reports of kidnapping.
According to partners, local authorities and beneficiaries, the provision of information, although eventually good, was not sufficiently proactive or widespread in Phase 1, resulting in some organizations feeling ‘utilised’ to implement Oxfam’s plans and unsure of the motives and identity of its ‘partner’
. 
In response to this feedback and reports of attempts to abuse aid provided, information provision was intensified from Month 4 onwards, through planned meetings with partners and local authorities and public events, and a strong focus was put on communicating messages about the unconditionality of aid, and the right of the beneficiary to receive aid ‘without the need to pay’.  By the middle of Phase 2 Oxfam was effectively meeting HAP benchmarks and DEC criteria for information-sharing, and its own minimum standards for transparency. 
7.3.3 Handling Complaints
During the first 4-8 weeks of its intervention, Oxfam aimed to set up a system to handle complaints through its hygiene promoters and the emerging camp committees.  However, on receipt of reports from beneficiaries that they did not trust people they had not known prior to the earthquake to effectively and confidentially deal with their complaints, in Month 3 Oxfam decided to set up a free telephone hotline through which callers could communicate directly with Oxfam.
  This channel for handling complaints was deliberately designed to address potential issues of extortion or sexual exploitation.

This hotline was publicised using stickers, newspaper adverts, on the radio, and directly by all staff interacting with beneficiaries.  By June 2010 over 2000 calls had been received, over half of which sought information about Oxfam, and approximately 10-15% of which were to register complaints.
  The call-handler was empowered to provide information but as she could not address specific complaints, callers were encouraged to call back if they wanted to know how the issue had been resolved.
  A summary report of calls was provided weekly to area programme managers, and any serious issues (such as 3 reports of fraud and 8 reports of sexual exploitation) were passed immediately to senior managers (see Chapter 8: Commitment to Standards, Principles and Behaviours for further information).

This complaints mechanism was innovative in its conception and was well-managed with systematic tracking and follow-up processes. However, the mechanism was only able to partially meet beneficiaries’ needs as callers often found the line engaged,
 despite Oxfam’s efforts to increase its call-handling capacity.  Measures to guarantee confidentiality were not in place during Phase 1 but were introduced in Phase 2 in response to a specific review.
  

While Oxfam’s staff understood the rationale for the hotline and found it useful, some partner staff found it threatening at first and suspected Oxfam of lacking trust in their integrity and actions.
  This was subsequently addressed through capacity-building sessions with partners and staff, which were well-received and effective.
It may be concluded, therefore, that by the middle of Phase 2 Oxfam had partially met HAP benchmarks for handling complaints, as well as DEC criteria and its own minimum standards for capturing and actioning feedback. To fully meet them, Oxfam would have had to ensure that the hotline was accessible to all beneficiaries and capable of handling all complaints, or to have put in place a range of mechanisms that could ensure this.
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Oxfam staff member processes and analyses data from accountability hotline (Source: M Turnbull)
7.3.4 Participation

Oxfam put in place direct consultation mechanisms at all stages of its programme, including:

· Dialogue between experienced and trained Oxfam staff and disaster-affected men and women during the assessment process, the results of which informed programme design and proposals for Phase 1.

· On-site discussions between members of Oxfam’s public health team and disaster-affected women and men during implementation, to define suitable sites for the location of water points, latrines, showers and hand-washing facilities, and for adaptation of these to meet the needs of vulnerable groups.

· Interviews with beneficiaries conducted by specialized Oxfam food security staff during implementation to identify potential livelihoods recovery opportunities.

· FGDs conducted by specialized mainstreaming staff on protection issues, to identify threats, coping strategies and potential solutions.

· Learning reviews at the end of Phase 1, which included FGDs with beneficiaries.
  
· Interviews with beneficiaries of cash grants, canteens, and water and sanitation facilities in 2 communes during this evaluation.
Oxfam consulted indirectly with beneficiaries through local civil society organizations, particularly for selection and targeting processes.  It supported partners to do so with rapid training on accountability, and feedback on their results
, and in one commune Oxfam nurtured the creation of an accountability committee representing 57   CBOs.
 

Oxfam also consulted indirectly through camp committees, although the lack of legitimacy of many of the latter meant that this channel was more useful as an acceptance mechanism than for accountability.
 
As a result of the above consultation methods, Oxfam was able to design a relevant initial response, and to tailor activities to the needs of particular locations and groups during implementation. However, Oxfam was less responsive to beneficiaries’ changing priorities from the mid-point of the programme, as explained in previous sections of this report, and continued to implement the planned programme rather than make strategic changes based on the results of learning reviews and monitoring.  As such, although beneficiaries were duly and consistently consulted, the programme did not fully meet HAP benchmarks for participation of beneficiaries in decision-making, nor did it fulfil Oxfam’s own definition of an accountable programme as being ‘one in which the people affected by it are the most influential decision-makers throughout the lifetime of the project and the most important judges of its impact’.  In order to be fully accountable, Oxfam would need to negotiate with donors to build greater flexibility into its overall programme design, and ensure that beneficiaries’ views are sought in time for design changes and appropriate resource allocations to be made.
7.4 Recommendations

To further increase accountability to beneficiaries, Oxfam should:
· Root innovative mechanisms such as the hotline in a multi-channel feedback strategy, so that beneficiaries have a variety of means to make their voice heard.
· Consult and communicate with partners about accountability plans from the earliest stages of the partnership, to avoid misunderstandings and create ownership of a shared accountability strategy.
· Ensure that beneficiary consultation processes such as intention surveys and mid-term evaluations are scheduled and undertaken in time to inform subsequent stages of programme design and budgeting.

· Discuss its approach to full accountability with donors, and seek to gain their understanding of the rationale for potential changes to the design and budgets of programmes based on the evolving priorities of beneficiaries. 
· Ensure that staff are aware of Oxfam’s own aspirations with respect to fully accountable programming. 

8. Commitment to Standards, Principles & Behaviours
8.1 Introduction 

This section focuses on the implementation of recognized humanitarian principles, standards and behaviours in Oxfam’s earthquake response programme.  More specifically, it seeks to establish the extent of Oxfam’s commitment to the following standards and codes in this programme
:
· Sphere minimum standards in disaster response (2007 version), including the adapted indicators for Haiti, as established by clusters.
· The Code of Conduct for the Red Cross and Red Crescent Movement and NGOs in Disaster Relief (1996)

· People in Aid Code of Good Practice (2003)

· Oxfam GB’s Code of Conduct, with emphasis on the prevention of sexual exploitation and abuse.

A summary of the main findings is presented in Section 8.2, followed by key recommendations in section 8.3. A more detailed analysis is presented in tabular form in Section 8.4, in which a qualitative rating (high, acceptable, or low) was applied to Oxfam’s performance against selected standards, indicators and principles. 
8.2 Summary of Findings
Oxfam’s earthquake response demonstrated commitment to achieving most relevant standards, principles and appropriate behaviours.  Measures to ensure Prevention of Sexual Exploitation and Abuse were deficient in Phase 1 but were addressed in Phase 2.
Meeting Sphere standards was a constant objective of the WASH team, and all staff members were acutely aware of the challenges involved.  Oxfam sought to reach the adapted quantitative indicators – which it helped to define through the WASH, Shelter and Sanitation clusters - for the duration of the programme, but also maintained the viewpoint that the standards could and should be measured with qualitative indicators that were relevant to the context of Port au Prince.  For example, by monitoring queues for water as well as recording the amount of water delivered by its own actions and calculating the water used in each household, Oxfam was confident that it reached the Sphere standards for water supply.  In the same way, by asking beneficiaries’ opinions about odours and latrine design as well as recording the number of latrines constructed, Oxfam judged that it did not fully meet the Sphere standards for sanitation.  This approach demonstrated not only a deep institutional commitment to achieving the Sphere standards, but also a mindfulness among experienced staff of the ways in which basic standards maintain their relevance in a variety of contexts.

Although Oxfam staff in Haiti did not show the same level of awareness of the principles of the Red Cross Code of Conduct, Oxfam’s performance against all but one of the principles is high, probably due to the presence of many experienced international staff at managerial levels in Oxfam’s team, for whom the humanitarian imperative and the principles of impartiality and independence are far from new. Reduction of future vulnerability to disasters was the area in which Oxfam’s performance was less good, because it was limited to short-term preparedness for the rainy season rather than using the resources available during the response to reduce chronic vulnerabilities to a range of hazards. If it had been implemented, the ‘early recovery’ part of the shelter component (support for repairs to damaged housing and reconstruction planning) would have been a strategic contribution to reducing physical vulnerability of human settlements in Haiti. 

Staff interviewed for this evaluation were generally unaware of the People in Aid Code of Practice. Nevertheless, in practice, Oxfam’s achievements were good with respect in relation to the standards for Managing People, and Health, Safety and Security.  This is likely to be due to the incorporation of People in Aid’s principles and values within standard Oxfam human resources (HR) procedures, and a culture of high prioritization of security within the organization.  The lack of clarity over management arrangements in the first weeks was largely overcome by experienced staff who knew how to set up a rapid response programme, although the high turnover at senior management level that persisted throughout Phase 1 of the programme may have had a negative impact on staff performance in terms of whole-programme analysis and strategic planning.
Staff knowledge and implementation of Oxfam’s own Code of Conduct, including measures to prevent sexual exploitation and abuse, was low in Phase 1 but improved greatly during the programme with actions by the senior management team to raise awareness among staff and partners of the Code and the consequences of non-adherence, and to put in place adequate measures were in place to identify and confidentially address problems.

8.3 Recommendations

To further increase commitment to humanitarian standards, principles and behaviours in future humanitarian programmes, Oxfam should:
· Use the experience of the WASH component in Haiti to develop a case study and staff training materials to highlight the relative importance of qualitative and quantitative indicators for reaching Sphere standards.
· Review the programme’s achievements and failures with respect to reducing vulnerability to future disasters, and identify key entry points for strategic, long-term disaster risk reduction within the humanitarian programme cycle, and relevant indicators for monitoring progress.
· Incorporate a time-bound minimum standard for establishing awareness of procedures for PSEA among the responsibilities of HR from Week 1 to Month 1 (immediate response stage).
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Oxfam strives to meet Sphere standards for latrine construction and maintenance (Source: Oxfam)
8.4 Assessment against selected standards, principles and behaviours
Table 1. Oxfam’s performance against Sphere Minimum Standards and adapted indicators.
	Standard and Indicators
	Achievements & Deficiencies
	Level of Achievement

	Shelter

1. Emergency materials distributed are to provide people with cover from the elements and to provide privacy and dignity.

Adapted quantitative indicator for Haiti: 

· Shelter kit to include 2 x Plastic sheet 5m x 4m minimum and 30m rope or wire


	Shelter staff contributed to cluster consultation on adapted indicators

All shelter team were aware of the standard and relevant indicators.

All shelter kits after Month 1 met this indicator and the full standard

	High

	Excreta Disposal

1. People have adequate numbers of toilets, sufficiently close to their dwellings, to allow them rapid, safe and acceptable access at all times of the day and night.

2. Toilets are sited, designed, constructed and maintained in such a way as to be comfortable, hygienic and safe to use.

Adapted quantitative indicators for Haiti:

· The maximum number of users per cubicle in temporary settlements is 100 

· Toilets in temporary settlements are no more than 300m from their users and accessible in safety by all.

· At least one cubicle in 20 can be used by vulnerable sections of the population, including, older people, pregnant women physically and mentally disabled people and those infected with HIV/AIDS.


	WASH staff contributed to cluster consultation on adapted indicators.

All WASH team aware of the standard and relevant indicators.

Oxfam’s ratios of users per toilet ranged from 34:1 to 286:1.  Queues for toilets were not evidenced.

In FGDs men and women requested toilets to be located closer to their dwellings.

Men and women complained of flies around the toilet areas.

Arborloos for children were constructed in some sites but not all, and access was improved through ramps to toilets in some sites but not all.  Oxfam did not reach the ratio of 1:20 for toilets adapted to the vulnerable sections of the population.


	Acceptable

	Water

1. All people have safe and equitable access to a sufficient quantity of water for drinking, cooking and personal and domestic hygiene. Public water points are sufficiently close to households to enable use of the minimum water requirement.

Adapted quantitative indicator for Haiti: 

· Average water use for drinking, cooking and personal hygiene in any household is at least 10 litres per person per day.


	WASH staff contributed to cluster consultation on adapted indicators.

All WASH team aware of the standard and relevant indicators.

The water users survey suggests per capita water use of 10-30 litres/day available across all areas from all sources used for drinking & domestic purposes, and did not find evidence of people  queuing for water.

No evidence of inequitable access to Oxfam’s bladders was reported.

(Sources: staff interviews and sitreps)
	High


Table 2. Oxfam’s performance in relation to the Code of Conduct for Red Cross & NGOs in Disaster Relief.
	Standard and Indicators
	Achievements & Deficiencies
	Achievement

	The humanitarian imperative comes first.

	· Oxfam’s response was timely 
· Oxfam used multiple routes, carriers and networks to enable additional staff and equipment to reach Port au Prince rapidly.

· Oxfam temporarily suspended its development programme in Haiti to focus on responding to the humanitarian crisis.

· No evidence of deficiencies was found for this evaluation.
	High

	Aid priorities are calculated on the basis of need alone.
	· In the assessment process, Oxfam prioritized sites where observed needs were greatest.
· Targeting criteria related to vulnerability were used for most EFSL components 
· No evidence of deficiencies was found for this evaluation.
	High

	Aid will not be used to further a particular political or religious standpoint.
	· Oxfam emphasized the unconditional nature of Oxfam’s aid through the provision of information and a feedback mechanism for complaints measures.

No evidence of deficiencies was found for this evaluation.
	High

	Ways shall be found to involve programme beneficiaries in the management of relief aid.

	· CFW teams and payments were structured into leaders, supervisors and workers.
· Community canteens involved beneficiaries in supplying food to other beneficiaries, and being paid for this service.

· Oxfam initially sought to work with self-nominated camp committees for WASH components. Due to accusations of committee members of corruption, abuse and lack of representation, Oxfam later established additional, more direct channels of communication with the camp populations.

· Hygiene promoters sought to involve beneficiaries in the management of sanitation facilities, but most were reluctant to do so without payment.

· Exit/transition strategies sought to establish water committees if continued trucking was necessary.

· In one site, Oxfam established an accountability committee, representing 57 CBOs.
	High

	Relief aid must strive to reduce future vulnerabilities to disaster as well as meeting basic needs
	· Information and training provided by hygiene promoters reduced vulnerability to cholera. 

· Collaboration with institutional partners and CBOs enhanced their capacities for response in future disasters.

· Rehabilitation of pre-earthquake water distribution system reduced vulnerabilities beyond the direct intervention period. However, there is evidence of retro-fitting for hazard resilience.

· Temporary flood mitigation measures (clearing of natural drainage canals and digging of new canals, removal of solid waste from camps) were implemented through CFW in preparedness for rainy season.

· Distribution of shelter materials were plastic sheeting for shelter was scaled up in time for the rainy season, and contingency stocks were established to respond to new needs after storms.

· Access to credit was improved for small businesses through provision of collateral ($1000 deposit in financial institution) 

· Cancelled shelter programme would have provided technical and material support for safer rehabilitation of homes, and training in hazard-resilient construction.
	Acceptable


Table 3. Oxfam’s performance in relation to People in Aid standards.
	Standard and Indicators
	Achievements & Deficiencies
	Level of Achievement

	Managing People

Principle 3: Good support, management and leadership of our staff is key to our

effectiveness.

Indicators:

· Relevant training, support and resources are provided to managers to fulfil their responsibilities. Leadership is a part of this training.

· Staff have clear work objectives and performance standards, know whom they report to and what management support they will receive. A mechanism for reviewing staff performance exists and is clearly understood by all staff.


	Members of staff interviewed during this evaluation were not aware of this People in Aid Principle or the related indicators.

The vast majority of managers in Haiti during Phase 1 and 2 were international staff, either from Oxfam’s HSP roster, or seconded from other longer-term programmes.  HSPs receive tailored training and some have participated in Oxfam’s Leadership and Management Programme. Senior managers in all programs have access to resources for training and opportunities for leadership development.
At the time of the audit, 20/550 staff did not have documented performance objectives. 
All senior management positions were filled by experienced staff, mainly re-deployed internally, throughout the response.  However, reporting arrangements at senior management level were described as ‘confusing’ during the first 1-6 weeks after the earthquake, due to multiple handovers between incoming and outgoing staff. 
	Acceptable

	Health, Safety and Security

Principle 7: The security, good health and safety of our staff are a prime responsibility of our organisation.

Indicators:

· Written policies are available to staff on security, individual health, care and support, health and safety.

· Security plans, with evacuation procedures, are reviewed regularly

· All staff have a debriefing or exit interview at the end of any contract or assignment. Health checks, personal counseling and careers advice are available. Managers are trained to ensure these services are provided.

.
	Members of staff interviewed were not aware of this People in Aid Principle or the related indicators. 
All staff signed the Code of Conduct, which includes commitment to safety, health and welfare of staff members. 
Security guidelines, including curfew hours were in place from Week 1.  Security incidents were consistently reported and monitored. 
Oxfam’s office and warehouse were structurally assessed in Week 2, with the former being declared unsafe for use. 
In Week 2 counseling support was arranged for French speaking staff (national and international) through Intermon. 
	Acceptable


Table 4. Oxfam’s performance against its own Code of Conduct 
	Standard and Indicators
	Achievements and Deficiencies
	Level of Achievement

	As a staff member of Oxfam GB, I will:

1. Ensure that my personal and professional conduct is, and is seen to be, of the highest standards and in keeping with Oxfam GB’s beliefs, values and aims; 

2. Perform my duties and conduct my private life in a manner that avoids possible conflicts of interest with the work of Oxfam GB and my work as a staff member of the organization;

3. Refrain from any form of harassment, discrimination, physical or verbal abuse, intimidation or exploitation.

Relevant Indicators:

· I will not enter into commercial sex transactions with beneficiaries.  For the purpose of this Code of Conduct a transaction is classed as any exchange of money, goods, services or favours with any other person.

· I will not abuse my position as an Oxfam GB staff member by requesting any service or favour from others in return for assistance by Oxfam GB.

· I will never engage in any exploitative, abusive or corrupt relationship.

	Oxfam Accountability Advisor’s visit report (September 2010) notes:

· 10 cases of sexual exploitation and abuse reported through hotline. 

· Information was passed to PMs for investigation, but no documented follow-up was available for review. 

· HR was unaware of any cases from line 400 and no action against the staff member(s) concerned had been recorded with HR.
· When asked, most staff were unaware of PSEA policies – or what PSEA is. 

· Lack of clarity over responsible for PSEA.

It recommends:

· Communication from senior management team to all staff clarifying procedures.

· Identification of key PSEA focal point

· Establishment of a confidential complaints mechanism.

· Review and analysis of all SEA complaints that have been made to line 400. 

· Sensitisation sessions for all staff and partners.

· Referral of any future cases of SEA to HR immediately for urgent action.

Subsequent actions reported by Country Director and Mainstreaming Coordinator in March 2011:

· Awareness-raising and training sessions in Code of Conduct and HAP standards carried out in all zones. 

· Mechanism agreed between Protection team and HR for referral and support.

· Staff committee established to define PSEA strategy.

· Review of cases reported concluded that camp committee members were the object of the complaints, not Oxfam staff. Sensitisation sessions about unconditional nature of Oxfam’s aid were carried out with committees and beneficiaries in all zones.

· Procedures protecting confidentiality set up for hotline.

· PSEA guidelines were provided to all OGB and Intermon programme managers.

During this evaluation (which was undertaken in March 2011), all staff members and partners without exception could explain this part of Oxfam’s code of conduct and the majority mentioned it as one of Oxfam’s distinct values and competences.

	Phase 1: Low
Phase 2: High


9. Partnership

9.1 Introduction 

This chapter focuses on the ways in which Oxfam worked with other organizations to provide humanitarian assistance.  For the purpose of this evaluation, the terms ‘in partnership’ and ‘partners’ are used for a variety of relationships in which Oxfam worked closely with other entities, including CBOs, NGOs, private companies and governmental bodies to achieve common humanitarian objectives.  Specifically, this section seeks to answer the questions:

· To what extent were partners involved in needs assessment, project planning, implementation and monitoring?

· To what extent have partners been supported in terms of capacity building?
· To what extent did Oxfam put into practice the principles of its Partnership Policy (see below )


A summary of major findings is presented in Section 9.2 followed by a more in-depth analysis of partnerships for WASH, EFSL and, to a lesser extent, Protection in section 9.3.  A table of partnerships known to the evaluator is included in Section 9.3.

Key recommendations are listed in Section 9.4
9.2 Summary of Findings

Oxfam worked with a wide range and a large number of partners in its response to the earthquake, some of which were existing or previous partners from pre-earthquake programmes, but most of which were not.  The EFSL component worked with numerous small Haitian NGOs and CBOs, whereas the WASH component worked primarily with large governmental and private sector partners. Other partnerships were established for Protection, Shelter and HIV/AIDS elements of the programme.
 

Partial records of partnerships
 made available for this evaluation indicate that Oxfam worked with at least 34 partners, but other sources
 suggest that the total number may have been two or three times as many if camp committees, local government entities and others are included.  Partner contracts or documented agreements only exist for the minority, in cases where funding was provided by Oxfam.  Records of partner assessments, plans of work, or progress reports do not exist for a plethora of other partnerships. Evidently, Oxfam’s own minimum requirements
 for partnership were not known, or were not considered a priority in the circumstances.

Some partnerships, such as the one with DINEPA for water provision, started as early as Week 1 after the earthquake, although the majority became operational from Month 2 onwards
. In general, EFSL partners focused on beneficiary selection and some monitoring, while for the WASH and Shelter components, partners’ participation in the different stages of the programme cycle varied significantly.  As such, Oxfam did not systematically meet DEC benchmarks for partner participation.
Capacity building of partners was built into the relationship with WASH partner DINEPA, with institutional support and secondment of staff forming part of the framework agreement. However, in most cases partners’ capacity was strengthened ‘on the job’ or ‘ad hoc’, through direct implementation of certain activities.  Training was limited to accountability and the Oxfam Code of Conduct, in response to problems arising in implementation.  Some EFSL partners felt that Oxfam should have provided a small grant to support their activities post-earthquake and to enable them to rebuild their damaged capacity.

With respect to adherence to the principles of Oxfam’s partnership policy, it is clear that all relationships were developed in response to the need for complementarity and added value.  

On the negative side, roles and responsibilities were to a large extent driven by Oxfam, and reciprocal respect for values appears to have played a minor role in the partnerships, although all partners were asked to meet Oxfam’s requirements for gender and accountability.  

Nevertheless, the majority of partners consider their relationship with Oxfam to have been mutually beneficial, and to have served the needs of earthquake-affected people above all other considerations.

9.3 Detailed Analysis

Further details about selected partnerships are provided below:

9.3.1 WASH Partnerships

The WASH component took advantage of good relationships established during previous humanitarian and DRR programmes with DINEPA and CAMEP.
  It also sought to replicate good practices and implement lessons learnt from previous humanitarian responses in urban contexts in Latin America and Asia.

In the case of DINEPA, the partnership for this response was initiated in Week 1, with a broad verbal agreement to facilitate water provision to the affected population in an as yet unknown number of camps and damaged neighbourhoods across the city. A formal framework agreement was later drawn up
, including financial, material support, as well as advisory support and human resource capacity-building through the secondment of Oxfam staff to DINEPA.
  

Joint planning was initially undertaken in an ad hoc fashion on a location-by-location basis, but for more specific needs such as the relocation of IDPs to Corail, drilling and/or rehabilitating boreholes, blanket chlorination, and new connections to the main water network, formal project planning and negotiations were undertaken. Both parties were responsible for implementing their respective tasks, and monitoring results were shared at both at the technical and management levels. 

Oxfam appears to have fully implemented its partnership principles in this institutional relationship. DINEPA staff consider Oxfam to have been trustworthy, respectful and flexible, and Oxfam staff found DINEPA responsive to requests and recommendations, and effective in terms of following through with its commitment. Both DINEPA and Oxfam staff consider the relationship to have been extremely important to the response and want to continue collaborating in the future.
  It is clear that this relationship has a high strategic value in terms of preparedness for future responses and promoting access to basic services in urban contexts.

In the case of CAMEP, a verbal agreement was made in the first weeks for the same reasons as with DINEPA, but negotiations took on additional importance during the transition from water trucking to securing more sustainable sources of water for remaining camps.  Due to the need to address technical, legal and social issues on a case-by-case basis for each connection or distribution point, progress was sometimes frustratingly slow, but the partnership developed solutions for the majority of camps before trucking was finished, thereby facilitating a planned exit for Oxfam.
 However, it is not certain how sustainable these solutions will be after Oxfam ends its direct presence in the camps and no longer performs the role of intermediary between CAMEP and the camp or water committees.  A full evaluation of the quality of the partnership is not possible based on the information available, but it appears that it was based more on complementarity capacities and resources in operational terms than on long-term capacity-building on shared values and commitments to the people it sought to benefit.  As CAMEP has since merged with DINEPA, future partnerships with Oxfam are likely and the experiences gained by both actors during this programme could serve to inform future preparedness and response strategies.

Oxfam fostered innovative sanitation options through two quite different partnerships.  It worked with Haitian NGO, SOIL, whose capacity it was engaged in strengthening prior to the earthquake, to develop a latrine that would be socially and technically suited to the environmental, physical and cultural conditions in Port au Prince.
  It also worked with a private company on a pilot project to test single-use biodegradable bags as a potentially viable option in urban contexts worldwide.
  In both cases, project planning was undertaken jointly, with a high degree of freedom given to the partners to implement and monitor results, within the broader framework of the whole sanitation component.  It appears that Oxfam’s partnership principles underpinned both partnerships, and the capacity of both organizations was strengthened as a result of the experience, as was Oxfam’s preparedness to respond in future disaster is Haiti and other urban contexts.  

The Hygiene Promotion component of the WASH intervention did not operate through partnerships with civil society organizations or governmental bodies.  However, it did invest significantly in Phase 2 in capacity-building the voluntary water committees that would assume management of water purchase, billing and monitoring after Oxfam-funded water trucking ended.
  It is not clear whether any opportunities were missed to work with existing civil society organizations for the hygiene promotion component, although given that Oxfam’s preferred approach is to do so, it may be assumed that this was not possible in the context of this response.

The WASH and shelter components also established an international-level partnership with DWR, a UK-registered non-profit organization that provides SWM services in post-disaster situations, and Arup, an international engineering consultancy.

Oxfam provided a grant
 to DWR to collect and remove solid waste from all the camps where it was implementing the WASH component, and to carry out an innovative debris-recycling project to facilitate reconstruction.  The second objective was not possible in the timeframe of the partnership, as the equipment required was detained in customs until 2011. 

Oxfam provided a grant to Arup to train staff in a methodology for rapidly assessing damage to housing after earthquakes.  In this case, Oxfam’s staff’s capacity was built by the partner, rather than vice versa. The assessment was intended to produce a technical ‘classification’ of the extent of the damage, and identification of vulnerable households whose home could be repaired with simple materials and technical advice to be provided by Oxfam. However, only the technical assessment and classification process took place, due to lack of oversight by Oxfam. The effectiveness and impact of this activity could have much higher if Oxfam staff had taken a more active role in the partnership, participating in planning, monitoring and implementing the project, rather than delegating all responsibility to its partner. 

A full evaluation of the quality of both of the above-mentioned partnerships is not possible based on the information available, but it appears that these relationships were akin to those of a contractor and sub-contractors, with technical effectiveness being regarded as the main achievements.  As long as their values and ways of working are in accordance with Oxfam’s, and Oxfam ensures that social aspects are fully incorporated into any interventions, both of these partnerships would seem to be a worthwhile investment in global disaster preparedness.

9.3.2 EFSL Partnerships

Partnership with local organizations with local knowledge was an integral part of the EFSL strategy from the outset.
  For this reason it chose to start to implement canteens and cash grants in Carrefour Feuilles, a commune where Oxfam had historic relationships with a number of partners.  Although in most cases, contracts were not put in place, roles and responsibilities were relative clear: Oxfam explained its proposal and approach, criteria for selection of beneficiaries were agreed together, partners identified beneficiaries that met the critieria and provided lists to Oxfam, and Oxfam verified the beneficiaries and arranged payment of grants through the financial institutions.
 

When this methodology proved successful in Carrefour Feuilles, Oxfam extended it to its other programme areas, but this time it had to find new organisations to work with.  The process was very time-consuming, unlike the relatively fast implementation in the first area, due to the absence of a previous partnership based on trust and mutual values. Lists of beneficiaries produced by new partners had to be verified household-by-household after the names of people who did not meet the criteria, including some who had died in the earthquake, were provided by one governmental partner.
 Accountability training sessions were held, and a strong emphasis was put on implementation of Oxfam’s code of conduct, including prevention of sexual exploitation and abuse.
  

In general, EFSL partners had a good experience working with Oxfam.  Their comments during FGD held during the visit of Oxfam’s accountability advisor and during this evaluation highlighted positive aspects such as the complementarity of resources, knowledge and experience that existed between themselves and Oxfam, the clear division of labour, and the emphasis on transparency and accountability.  They were able to explain Oxfam’s approach to gender, how it related to their experience, and how it informed the programme.  

Negative aspects mentioned in FGDs included a lack of information at times on what Oxfam’s plans were, the lack of funding for their own organizations and projects, and the freephone hotline 400, which they felt was a demonstration of a lack of trust in them.  As is explained in Section 7: Accountability, Oxfam recognised that the need for sensitisation with partners was under-estimated when setting up this new mechanism. 

When asked during this evaluation ‘who benefited most from the partnership?’, without exception all partners answered that the beneficiaries gained the most, then Oxfam, because it was able to achieve its objectives, and then the local partner organizations, because they had gained experience from Oxfam about how to deal with disasters and had been able to bring some assistance to their people.  From these comments it is clear that although they perceived an inequality in the relationship with Oxfam, they had achieved more together than any organization could on its own.  It is also clear that Oxfam made a contribution towards institutional preparedness for disasters through the transfer of knowledge and experience to scores of local organisations.

9.3.3 Protection Partnerships

The Protection component worked with a network of organizations, including existing partners, who could be trusted to set up a confidential referral service for victims of violence or other forms of abuse.  Information about these partnerships was not obtained during this evaluation so a fuller description or assessment of the partnership quality cannot be included in this report.

 Table 5: Typology of Partnerships during the Earthquake Response Programme.

	Name of Organisation
	Pre-EQ partnership
	WASH
	Shelter
	SWM
	EFSL
	Main-streaming
	Activity undertaken

	Community Based Organisations or Non-Governmental Organisations

	APROSIFA
	· 
	
	x
	
	
	
	Distributions of sheeting

	SOIL
	
	x
	
	
	
	
	Latrine design/construction

	DWR
	
	
	
	x
	
	
	Waste/debris management 

	COMPHARE
	
	
	
	
	
	x
	Representation of CBOs

	Crad
	· 
	
	
	
	x
	
	Targeting 

	Pejefe
	· 
	
	
	
	x
	
	Targeting

	Friendship Club
	· 
	
	
	
	x
	
	Targeting

	WFL
	· 
	
	
	
	
	x
	Targeting

	FOPS
	
	
	
	
	x
	
	Targeting

	RJPS
	
	x
	
	
	x
	
	Targeting

	OCCED’H
	
	
	
	
	x
	
	Targeting

	ODEBANA
	
	
	
	
	x
	
	Targeting

	FED
	
	
	
	
	x
	
	Targeting

	OCIRSED
	
	
	
	
	x
	
	Targeting

	VCI
	
	
	
	
	x
	
	Targeting

	OJADH
	
	
	
	
	x
	
	Targeting

	MOSODI
	
	
	
	
	x
	
	Targeting

	ASSAPVIS
	
	
	
	
	x
	
	Targeting

	ZAKAT

ZANFAN
	
	
	
	
	x
	
	Targeting

	MOFAK
	
	
	
	
	x
	
	Targeting

	RORSS
	
	
	
	
	x
	
	Targeting

	PEST
	
	
	
	
	x
	
	Targeting

	MUSOPAH
	
	
	
	
	x
	
	Targeting

	CODEC
	
	
	
	
	x
	
	Targeting

	AVOVIS-12
	
	
	
	
	x
	
	Targeting

	ASSURAID
	
	
	
	
	x
	
	Targeting

	Governmental Organisations

	DINEPA
	· 
	x
	
	
	
	
	Institutional support 

	Ministry of Women
	· 
	
	
	
	
	x
	

	DPC
	· 
	x
	
	
	
	
	DRR

	CAMEP
	· 
	x
	
	
	
	
	Institutional support

	SMCS
	· 
	x
	
	x
	
	
	

	Private Companies

	ARUP
	
	
	x
	
	
	
	Structural assessments

	Peepoo
	
	x
	
	
	
	
	Disposable sanitation pilot

	Institute of Technology
	
	x
	
	
	x
	
	Storage for WASH; Training for tradespeople 


9.4 Recommendations


To enhance the quality of partnerships in its humanitarian programmes, Oxfam should:
· Ensure that its minimum requirements for partnership are understood by staff and enforced by managers.

· Establish a system to monitor the number, type and quality of partnerships throughout the programme, preferably within standard management structures rather than as a separate function.  This would enable Oxfam to monitor implementation of minimum requirements, take advantage of current opportunities, and facilitate institutional learning. 

· Include a mini capacity assessment checklist within the resource pack that accompanies Oxfam’s Humanitarian Handbook, which may be completed on-the-spot in a brief meeting with the partner. Based on this, create an ‘at minimum’ capacity-strengthening plan of the basic accompaniment/resources/training required to respond in accordance with key humanitarian principles, standards and behaviours for the current programme.
· Provide a brief induction to all partners, with information about Oxfam, the programme plan, the Code of Conduct and accountability issues. 

· As a preparedness measure, create mini-contracts in appropriate languages for spontaneous or rapidly-formed partnerships.  These should contain a brief description of the plan for work, and the roles and responsibilities of each party. They should also include a simple format for reporting, and the Code of Conduct for signature.
· In contingency planning processes, prioritise the identification of appropriate current and new partners among relevant civil society, governmental and private sector actors. Follow up with basic training in humanitarian principles, standards and behaviours.
10. Management of Funds

10.1 Introduction 

This chapter focuses on Oxfam’s management of funds provided for the programme. More specifically, it seeks to answer the following questions:
· To what extent were sound financial management procedures in place and implemented?

· To what extent does actual expenditure correspond with planned expenditure?

· To what extent was cost-effectiveness considered and achieved?
This chapter draws extensively on the findings of the internal audit carried out in August 2010
, and on Oxfam’s subsequent report of implementation of recommended actions.  Data collection from interviews, field visits and review of other programme management documents for this evaluation are used to complement the audit results and follow-up documents, in order to evaluate the following aspects of the earthquake response programme.  

A summary of major findings is presented in Section 10.2 followed by an overview of funding and budgets, analysis of expenditure and cost effectiveness in section 10.3.
Key recommendations are listed in Section 10.4
10.2 Summary of Findings
Oxfam’s earthquake response programme had a total budget for 2010 of £27.4 million
, which was split equally between Phase 1 and Phase 2.  The highest item of sectoral expenditure for both phases was WASH, which averaged 25% of total expenditure on direct assistance to beneficiaries for 2010.  Expenditure on EFSL remained constant at 16% for both phases, while expenditure on shelter averaged just 4% of total expenditure on direct assistance in 2010.

Due to historical challenges and a managerial handover that coincided exactly with the occurrence of the earthquake and the programme scale-up, financial management procedures were deficient during Phase 1.  With the programme under stable management in Phase 2, Oxfam was able to address the majority of the issues identified as requiring improvement during an internal audit, and by the end of Phase 2 Oxfam had solid financial (and other) management procedures and processes in place.
Management of DEC funds complied with all major requirements. Minor oversights included communication with the DEC about changes to the shelter component, and consultation about the inclusion of loans to beneficiaries within the EFSL component.
10.3 Detailed Analysis
10.3.1 Overview of Funding, Budgets and Expenditure

The total programme budget for 2010 was £27.4million, which was split equally between Phases 1 and 2.

Four major institutional donors (DFID, ECHO, Belgian Government and AusAid) provided funding, as well as three mechanisms for raising and channelling funds from the general public (DEC in UK, SHO in the Netherlands, and in Belgium).  In addition to these, and constituting the largest source of funding for OGB in Phase 1, was funding from Oxfam International Affiliates, raised principally through public appeals including Oxfam GB’s own public appeal.
DEC funding for Phase 1 was £3,331,649, and for Phase 2 was £5,640,559, representing 21% of the total budget for 2010.  Additional funding of £2,133,288 was approved by DEC for 2011/12 but does not fall within the scope of this evaluation.
Expenditure on WASH, EFSL and Shelter varied little from agreed budgets. Overall, funds were spent in the following manner among the sectors.  

	Sector
	Phase 1
	Phase 2
	Total

	WASH
	29%
	21%
	25%

	EFSL
	16%
	16%
	16%

	Shelter
	5%
	2.5%
	4%


The highest sectoral expenditure was on WASH in both phases, averaging 25% of the total expenditure on all sectors for 2010. Expenditure on EFSL remained constant at 16% for both phases. The lowest sectoral expenditure was on shelter, dropping from 5% to 2.5% between Phase 1 and 2, reaching just 4% of total direct assistance to beneficiaries in 2010.
10.3.2 Financial Management Procedures

Prior to the earthquake, an internal audit was already planned to be carried out for the Haiti programme, as part of Oxfam’s standard risk management and accountability procedures. Its timing proved to be very beneficial for all stakeholders, as it highlighted a number of weaknesses within pre-earthquake systems, which had deepened under the pressure of a massive, humanitarian programme.
  It also served to formulate an agreed action plan to address the identified weaknesses, progress against which could be closely monitored by senior management at national, regional and global levels.

Relevant audit findings and subsequent changes (all of which are improvements on the previous situation) are summarised as follows:

· At the time of the audit, the total budget for the earthquake response programme was still unclear, mainly due to unexpected changes in allocations from other Oxfam International affiliates.  This made programme planning difficult and time-consuming when changes had to be accommodated.  The issue was resolved in November 2010 for the 2011 budget, but uncertainty throughout the first year prevented managers from effectively monitoring and adjusting their programmes to meet external, contextual need.
· A weak risk management framework existed prior to, and during the first phase of the earthquake response.  Deficiencies were identified in cash payments systems, float management, budget authorisation, coding of expenditure, budget monitoring, partner agreements and management, and asset registers.  The team in place in August 2010, led by senior and experienced managers and accountants, was already addressing some of these issues at the time of the audit, and most changes had been made at the time of this evaluation. Remaining issues, including warehouse management, security of IT assets, and partner management requirements were still being addressed.
· As projects were originally set up by sector rather than by geographical area, managers of geographic areas were unable to properly monitor and manage their budgets.  Variances were not identified opportunely, nor were related decisions taken in timely manner. This situation was exacerbated by inadequate communication between overstretched technical coordinators and programme managers, and by the high turnover in these positions.  Since September 2011 the situation improved significantly but phased budgets were not introduced until Jan 2011.
· Logistics generally provided good and timely support to the programme, due in part to quickly establishing a stable team of French speakers.  Controls and process improvements being introduced at the time of the audit still needed to be further embedded to satisfy requirements, and Logistics already had a plan to deliver training and roll-out an Oxfam-tailored logistics management system.

10.3.3 Expenditure of DEC Funds

Expenditure against DEC budget had 0% variance in both phases of the programme in 2010.  
On a sectoral level, an under-spend of GBP 105,000 in Phase 2 on Shelter was reallocated between the Livelihoods and WASH components.  According to DEC requirements, approval from the DEC should have been sought for this change to one of the programme objectives and its respective budget, but it was understood by Haiti team not to be necessary.

Within the EFSL component, funds were provided to beneficiaries in the form of collateral (US$ 1,000 per beneficiary) to guarantee loans from financial institutions.  While this was a relevant and innovative aspect of Oxfam’s livelihoods recovery package, it should have been consulted with DEC prior to any action being taken.

10.3.4 Cost-effectiveness
Due to the scale of the disaster, the major contextual obstacles that had to be overcome to deliver a programme, and the availability of funding for the first phase, many staff were of the opinion that cost-effectiveness was not a priority in the earlier part of the response. Nevertheless, most staff felt that Oxfam had acted responsibly in most procurements and decisions related to cost-effectiveness.
  Isolated examples of situations or decisions that were not cost-effective are:

· 47 cars were held in customs for over 6 months, creating the need for a hired fleet, due in part to Haitian bureaucracy but also in part to inaccuracies in paperwork submitted by Oxfam to customs.
· The portable chemical toilets installed to temporarily meet sanitation needs were very expensive to empty and were subsequently discontinued.
· The relatively high cost of continuing water trucking vs. repairs/improvements to the pre-earthquake water distribution system.

10.4 Recommendations
To further increase commitment to sound financial management and cost-effectiveness in humanitarian programmes, Oxfam should:
· Integrate a Real Time Audit into the Real Time Evaluation mechanism, to identify priority issues (budget monitoring and authorization, asset management, and cash control, for example) requiring improvement at the earliest possible opportunity. 

· Conduct a standard internal audit on any large programme within the first 6 months, to allow pre-existing and new weaknesses to be addressed opportunely.

· Use a ‘standard allocations’ system (like the DEC allocations system) within Oxfam International to improve budget forecasting and avoid transaction costs of prolonged negotiations about, or unpredictable changes to, funding agreements.
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Beneficiary of market recovery grant restocks grocery store (Source M Turnbull)
11. Learning from Experience

11.1 Introduction
This chapter focuses on Oxfam’s capacity to identify and incorporate learning from previous and current programming in order to improve performance.  More specifically, it seeks to answer the questions:

· To what extent has Oxfam integrated learning from previous similar interventions?

· How did Oxfam generate and capture new learning? 

A summary of major findings and a rated assessment against DEC benchmarks is presented in Section 11.2 followed by a more in-depth analysis in section 11.3.  

Key recommendations are listed in Section 11.4
11.2 Summary of Findings

Oxfam’s standard procedure of deploying expert technical staff and managers with global experience was key to incorporating learning from previous interventions into this earthquake response programme.  Their continued involvement through advisory visits and participation in learning reviews benefited the programme and helped to assess the applicability of ‘borrowed lessons’ for future interventions. 
Tools and resources prepared by field practitioners for other practitioners were useful, as were Oxfam’s own minimum requirements for prioritizing actions by programme support staff, particularly nationally and locally recruited ones. 

Externally-produced evaluations and systematizations of lessons learnt were of limited utility when distributed to staff initiating a high-profile response to a major, rapid-onset disaster. However, prior knowledge of such documents and their recommendations did contribute to incorporating past lessons, at least at a sectoral level.

Monitoring activities generated useful results, which were acted upon by sectoral teams, but the Monitoring, Evaluation, Accountability and Learning (MEAL) Unit’s effectiveness was limited by early decisions on overall programme structure and information management.  As a result, monitoring processes remained sectorally-focused and were not fully utilized to inform decisions on key whole-programme design, resource allocation and exit strategies. Furthermore, important gaps and errors were found in monitoring data on numbers of beneficiaries for shelter and EFSL components, and with respect the overall number of beneficiaries.

Sectoral staff took time to document innovative practices and lessons learnt, in order to develop staff training and tools for future responses.  Proactive sharing of Oxfam’s learning was also valued by other organizations and recognized as contributing to a better coordinated, more effective response by others working in the same sectors.
Oxfam met all of the DEC benchmarks for learning from experience, with the exception of ensuring that learning was communicated to its partners (as previously commented in Chapter 9: Partnerships).
11.3 Detailed Analysis

11.3.1 Learning from Previous Experiences

Deployment & Continued involvement of Sectoral Experts

As is common practice in large-scale, complex emergencies, Oxfam immediately deployed its most expert technical advisors to assess the situation and design a programme
, arriving on Day 5 by road from Santo Domingo.  These technical advisors are engaged in 4-6 major humanitarian responses annually, spend up to 25% of their time in field and are formally responsible for capturing lessons learnt in their sector.
  They incorporated aspects from direct experience in earthquake and urban programmes in Pakistan, Peru, Philippines, Yogyakarta and Aceh into the Haiti response, such as:
· Sanitation in contexts of high population density and space restrictions (Philippines)

· Liaison with municipal authorities for water supply and rehabilitation of the distribution system (Philippines, Peru)
· Challenges related to applying Sphere standards in emergency and transitional shelter, and engagement in reconstruction (Aceh)

· Cash transfer programming in urban environments (Yogyakarta)
Due to their continued involvement with the programme through distance support mechanisms and follow-up visits
, Oxfam was able to check the relevance of the lessons ‘borrowed’ from other response and make modifications or incorporate new ones where necessary.
Use of Documentation and Tools

Staff in Oxfam’s headquarters took timely measures to communicate externally-generated knowledge about similar disasters.  Key recommendations from multi-agency lesson-learning exercises were sent directly to programme managers in Haiti and posted on KARL, Oxfam's own ‘one-stop’ web-based platform for humanitarian staff.
  
However, no evidence was found during this evaluation of these documents being used by staff in Haiti during the scale-up in Phase 1, although some managers and technical team leaders already had knowledge of them, or read them during Phase 2. It is more likely that some lessons contained in these documents that were applied in Oxfam’s response (particularly in relation to cash transfer programming) were acquired through direct experience of the participating experts.

Relevant lessons that do not appear to have been taken into account in the Haiti response were of a more supra-sectoral nature, such as:
· Focus on the recovery phase even from the start of the operation as there is no gap between relief and recovery from the beneficiaries’ perspective.
· Be realistic about the opportunity for social change that might be available through disaster interventions (e.g. on issues of house ownership) – disaster response cannot undo decades of underdevelopment.
· Give the same priority to livelihoods as does the affected population.
Further exploration of this issue is required to ascertain the reasons for this.
By contrast, internally-generated lessons that had previously been channeled into specific tools, guidelines or policies were used by a variety of teams and departments in the Haiti office, and particularly by or for new staff. Examples include:
· Cash programming guidelines and format were used to discuss and plan aspects of the EFSL component with new staff.

· Minimum requirements from the Programme Support section of the Humanitarian Handbook were used to normalize finance and HR procedures during Phase 1.

· The Oxfam Shelter Policy was used to inform decision-making about the continuation/termination of the Shelter component.

· Monitoring forms for WASH on the CD that accompanies Oxfam’s Humanitarian Handbook were used by the Public Health and MEAL teams.

11.3.2  Generating and Acting upon New Learning 

Four complementary processes in Oxfam’s Haiti programme were undertaken with the objective of facilitating continuous learning and adaptation of programme activities, and information-sharing with other agencies.
Continuous monitoring information, including
· Post-distribution monitoring started in Month1 following the first hygiene kit distribution, and repeated for all components throughout the programme 

· Focus Group Discussions on issues such as latrine designs, protection threats and strategies.

· Observations, of water usage and handwashing for example, by teams working daily in all communes
· The telephone hotline, through which people requested information and reported concerns regarding targeting, abuse, staff behaviours etc.
Context-specific research, including
· A Water Users Survey, which enabled Oxfam to learn about people’s strategies for access to water 

· An Intentions Survey, conducted by multiple agencies, which enabled Oxfam to gauge interest in return, relocation and reconstruction options, for programming and advocacy purposes
· Emergency Markets Mapping Analysis, which enabled Oxfam and other agencies to design livelihoods recovery components.
Learning Reviews, such as:
· WASH Mid-term Review, carried out in July 2010, which enabled Oxfam to gather data from beneficiaries, partners and staff on the strengths, weaknesses and future challenges for its intervention

· EFSL Quarterly Monitoring Review, carried out mid-Phase 2, which enabled Oxfam to identify early successes and areas for improvement.
Inter-agency Analysis

Asides from its continuous participation in contextual analysis and operational coordination through the cluster system, Oxfam also contributed to inter-agency analysis on specific topics.  It was particularly commended for its contributions on:

· Presentation on sanitation options in urban camps.

· Leadership of the Cash Working Group of the Early Recovery cluster.

Oxfam valued and reacted to most data generated by all the above methods.  For example, latrine designs were constantly improved, cash grant amounts were increased, and a plan to raise awareness of the Code of Conduct was implemented as a result of ongoing monitoring.  Initial and subsequent programme design plans were created on the basis of surveys, analytical research and inter-agency analysis, and the design of each component in Phase 2 was partially based on learning generated during these reviews.   
However, all the above methods were applied by sectoral teams, without an overarching process that enabled whole-programme analysis and cross-sectoral learning. Although Oxfam appointed an existing staff member as Monitoring, Evaluation, Accountability and Learning (MEAL) Coordinator in Haiti from Month 1
, this role was not well integrated in to the team.
  In the fast-moving, first weeks of the response, Programme Management relied more on communications staff to collect data for situation reports
, than on the MEAL Unit within whose remit this responsibility would normally fall, thereby missing an opportunity to implant and empower a management-oriented MEAL system from the start.
The Unit’s integration and effectiveness were improved by the deployment in Month 4 of a MEAL specialist from Oxford to strengthen and coordinate Oxfam GB and Oxfam International’s monitoring systems.  As a result, the WASH team was encouraged to nominate a MEAL focal point (to replicate the function already established in the EFSL team), which helped the MEAL Unit to liaise with and support both sectors.  A centralized database was set up, to enable MEAL staff to produce analytical reports for sectoral teams.
 The MEAL Unit also progressively became engaged in specific data collection activities such as post-distribution monitoring surveys and focus group discussions, and supported sectoral teams to conduct periodic learning reviews.
  
While the learning generated was undoubtedly of use to sectoral teams, it had little impact on overall programme strategy.   If Oxfam’s teams had been able to coordinate reviews and analyse the results together, managers and technical coordinators would have been better placed to take important whole-programme decisions for Phase 2, about issues such as relative resource allocation and strategic priorities, and transition to exit.  

During this evaluation it has become evident that significant differences exist between the numbers of beneficiaries reported in sitreps for Shelter and EFSL, and the monitoring records held by sectoral team leaders. In the case of Shelter, errors appear to have been caused by double-counting of beneficiaries receiving a second distribution of plastic sheeting to replace materials damaged by storms or worn over time.  In the case of EFSL, errors were caused by combining systems counting households (of an average of 5 persons) and individuals. For total beneficiary numbers, errors occurred due to double-counting of persons who received assistance from multiple sectors (e.g. water, sanitation, hygiene promotion and shelter)
.  These errors are most likely attributable to the above-mentioned division of responsibilities for monitoring and reporting between the MEAL Unit and communications staff in the first weeks of the response, and to the lack of an established method or formula for monitoring the combined actions and results  of multiple sectors
.
11.3.2 Capturing New Learning for the Future

Three specific initiatives have been undertaken to capture learning from innovative aspects of the Haiti programme for future programming in other contexts.  These are:

· Documentation of innovative practices in WASH, leading to the production of a technical brief entitled “Lessons Learnt from Urban Haiti”
· Cash Lessons Learnt, written by the EFSL team, and

· Documentation of the experience of the hotline, leading to the production of a technical brief on feedback mechanisms.

All of the above are focused on, or include discussion on, actions in an urban environment with different challenges to a rural context. With the exception of the Cash Lessons Learnt document, the initiatives were recommended by advisors in Oxfam’s headquarters as aspects of the Haiti programme that might be replicable in similar circumstances elsewhere.

The experiences of the Cash Working Group have also been captured in an inter-agency research initiative funded by UNDP.

11.4 Recommendations
To enhance learning before, during, and after interventions, Oxfam should:
· Continue to value the maintenance of a global humanitarian department as Oxfam’s principal source of internationally-applicable expertise and up-to-date learning, and the deployment of its staff as critical to the success of major responses.  Ensure that national and regionally-based humanitarian staff who will form part of new response teams have periodic deployment to other countries/regions to gain direct experience and access to learning.
· Promote follow-up advisory and learning visits by the same technical experts who designed a response, to ensure that the applicability of ‘borrowed lessons’ is re-evaluated and programming is adjusted accordingly.
· Establish a strong and visible connection between the MEAL Unit/function and Programme Management from the start of a response, to ensure the MEAL system connects sectors and provides key outputs for management decisions and reporting.

· Ensure review processes facilitate cross-sectoral learning and planning; in particular, plan mid-term reviews to be conducted before second phase proposals are produced.
· Establish a clear method/formula for counting beneficiaries at the outset of a response, and explicitly state it in all reports.
· Favour the use of inter-agency evaluations and summaries of lessons learnt in internal learning fora for managers and technical staff over distribution in the scale-up stage of major responses.
· Package key learning into practical tools and short guidelines produced by practitioners for practitioners. 
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Water flows from one of Oxfam’s tapstands (Source: Oxfam)
12. Conclusions
12.1 Summary of Findings and Conclusions

The following conclusions may be drawn from the present evaluation of Oxfam’s DEC-funded programme in Haiti.

12.1.1 Relevance

Oxfam’s objectives and programme design for Phase 1 (immediate response and scale-up) were highly relevant, coinciding with the findings and recommendations of independent needs assessments and with beneficiaries’ own analysis of their needs and priorities at that time. They also reflected Oxfam’s institutional competences and avoided over-dispersal of capacity in this highly-demanding context.  There is wide consensus among staff interviewed for this evaluation that Oxfam achieved its relevance through the composition of its assessment/immediate response team, which combined staff with local knowledge and contacts, with senior technical staff with global humanitarian experience and awareness of programme successes and lessons learnt in other similar urban and/or post-earthquake contexts.  
Oxfam’s objectives and programme design were still largely relevant at the start of Phase 2 (stabilisation and transition), however a certain level of ‘strategic drift’ began to appear as Oxfam maintained its focus on WASH while beneficiaries’ priorities were on recovering decent shelter and livelihoods. Relevance was regained with the challenge of responding to the cholera outbreak, new stability and leadership at the senior management level, and stronger emphasis on an exit strategy.

12.1.2 Timeliness

Oxfam made a very rapid initial response to the earthquake amid extremely difficult and traumatic conditions. 
WASH activities scaled up opportunely, reaching a peak number of 130,000 beneficiaries in camps by Month 4 and maintaining this coverage throughout Phases 1 and 2. EFSL activities started promptly with CFW, but incurred some delays due to earthquake impacts on financial institutions and time-consuming beneficiary verification processes. Nevertheless, effective assimilation of early learning enabled EFSL to reach 23,000 households (c115,000 beneficiaries) by the end of Phase 1, and over 39,000 households (c195,000 beneficiaries) the end of Phase 2.

Distributions of emergency shelter materials were relatively slow to scale up, but provided over 27,000 people with plastic sheeting before the start of the rainy/hurricane season.  Oxfam also managed to integrate activities for protection and accountability from Month 2 onwards, scaling these up substantially in response to increased levels of risk in the operating environment.
Timing its transition to recovery-oriented programming and its own exit proved more challenging for Oxfam. Although WASH teams started to rehabilitate pre-earthquake water supply and distribution systems towards the end of Phase 1, they did not appear to address this challenge in Phase 2 with the same energy as they had given to scaling-up temporary solutions.  Implementation of the EFSL strategy progressed more or less within its planned timescales, but shelter activities to promote recovery were prematurely curtailed due to cumulative delays caused by internal and external factors. Overall, Oxfam’s transition from ‘emergency programming’ to early recovery and reconstruction was somewhat slower than expected by many beneficiaries and some staff, and was eventually driven more by future funding scenarios than by confidence in the sustainability of the structures and systems it had left behind.

12.1.3 Effectiveness & Impact

Oxfam made an important contribution to ensuring that earthquake affected people had access to safe drinking water by providing sufficient potable water for 130,000 beneficiaries in camps - approximately 1 in 10 IDPs in Port au Prince – and an un-quantified number of beneficiaries of repairs to the water system outside camps.  After the initial emergency it continued to meet all the water needs of the most vulnerable IDPs, as well as to provide a reliable water source for cooking and hygiene purposes for the majority of others, thereby helping to prevent outbreaks of water-borne and hygiene-related diseases, including cholera. 

Oxfam also made a significant contribution to meeting the sanitation needs of IDPs in camps by providing acceptable numbers of latrines and washing facilities for 66,000 people – approximately 1 in 20 IDPs in Port au Prince.  After some adaptations to initial designs it was better able to serve disabled people and children, and to provide the means for all users to utilize facilities safely and in privacy. Through its hygiene promotion component it successfully mobilized the vast majority of beneficiaries to use and store water safely, wash their hands after using the latrines, and to undertake a range of other activities to protect their health. In all of its WASH interventions Oxfam achieved a very good level of collaboration with other actors through a number of strategic and/or creative partnerships, and a valuable contribution to the WASH cluster.

Oxfam’s shelter component successfully met basic emergency shelter needs of approximately 1 in 50 IDPs in camps in Port au Prince. However, it failed to address early recovery needs adequately, thereby also missing an opportunity for incorporating disaster risk reduction measures into reconstruction.

The EFSL component contributed to the economic recovery in Port au Prince and an improved food security situation through inputs for the rehabilitation of livelihoods of earthquake-affected communities. It provided emergency food and livelihoods-recovery support to approximately 195,000 beneficiaries outside camps, successfully targeting the very poor, the poor, and small community-level business-owners who had lost most or all of their assets.  In some cases the contribution was insufficient or too late to prevent asset depletion and other negative coping strategies among beneficiaries but systematic monitoring enabled Oxfam and other organizations to draw important lessons about cash programming that will benefit disaster affected communities beyond Haiti.

Over time, Oxfam became more effective in ensuring the specific needs and rights of most vulnerable groups were taken into account in its own earthquake response, and it made an important contribution towards having particular issues, such as the illegality of forced evictions, recognised by national and international actors. The innovative feedback mechanism it established was partially effective, although there were weaknesses in other areas of accountability.  

Overall, Oxfam’s programme was very effective in terms of addressing the emergency needs of the most vulnerable people affected by the earthquake, and partially effective in terms of promoting early recovery. In order to be more effective it would have needed to react more promptly and boldly to signals of stagnation in the external environment with respect to debris removal, relocation and reconstruction, and to have adapted its plans and programme composition to respond to the evolving priorities of its beneficiaries. 

The sustained impact of all assistance provided by Oxfam to IDPs in camps depends in the short-term on the functionality of the arrangements put in place for after Oxfam’s exit, and ultimately on duration of the camps themselves. Decisive action from the Haitian government and continued support from the international community are needed to make land, housing, basic services and livelihood opportunities available and accessible for IDPs and others who were severely affected by the earthquake, in order to establish the foundations for recovery.

12.1.4 Accountability

Oxfam took timely measures to embed accountability functions within its staff structure at programme management and operational levels, with the aim of fully mainstreaming accountability throughout its response. 
In the first months of Phase 1, Oxfam’s approach with beneficiaries was generally regarded by them as consultative and responsive, but was criticized by some partners and local government actors for not being sufficiently open about its planned intervention. Oxfam responded constructively to this feedback by taking more time to develop these relationships and use a more effective range of communications tools, and by the middle of Phase 2, its actions met HAP benchmarks and DEC criteria for information-sharing, and its own minimum standards for transparency. 
Oxfam adapted its standard approach for handling complaints in response to feedback from beneficiaries that they could not trust locally-recruited community mobilizers with sensitive information.  It set up a free ‘hotline’ to receive complaints and other types of feedback, and established a system to communicate issues with managers for follow-up at the field level. The system was partially effective, but when the need for it was greatest during Phase 1 it was not able to handle the volume of calls or guarantee confidentiality to users. Furthermore, partners were not sufficiently aware of the rationale for it, and felt mistrusted.  Over time these issues were addressed by Oxfam so that by the end of Phase 2 it did meet relevant HAP benchmarks for handling complaints as well as DEC and its own criteria for capturing and actioning feedback.  

Throughout its intervention Oxfam provided beneficiaries with ample opportunities to express their views and influence programme implementation. From the assessment process in Phase 1, to learning reviews at the end of Phases 1 and 2, Oxfam actively sought beneficiaries’ inputs and feedback on targeting, design of WASH facilities, protection needs, and appropriate tools and livelihoods support packages, thereby meeting most of the relevant HAP benchmarks and its own minimum standards for participation.  However, beyond the initial assessment and design of Phase 1, beneficiaries had little influence over the overall programme design and the relative weight of each sectoral component. Phase 2 largely followed the same design as Phase 1, despite the fact that beneficiaries’ priorities were now livelihoods recovery and, in particular for IDPs in camps, a more dignified, safer and longer-term place to live. In this respect, Oxfam did not fully meet its own standard of empowering beneficiaries to be ‘the most influential decision-makers’ in the programme.

12.1.5 Commitment to Standards, Principles and Behaviours

Meeting Sphere standards was a constant objective of the WASH team, and all staff members were acutely aware of the challenges involved.  Oxfam sought to reach the adapted quantitative indicators – which it helped to define through the WASH, Shelter and Sanitation clusters - for the duration of the programme, but also maintained the viewpoint that the standards could and should be measured with qualitative indicators that were relevant to the context of Port au Prince.   

Although Oxfam staff in Haiti did not show the same level of awareness of the principles of the Red Cross Code of Conduct, Oxfam’s performance against all but one of the principles is high, probably due to the presence of many experienced international staff at managerial levels in Oxfam’s team, for whom the humanitarian imperative and the principles of impartiality and independence are far from new. Reduction of future vulnerability to disasters was the area in which Oxfam’s performance was less good, because it was limited to short-term preparedness for the rainy season rather than using the resources available during the response to reduce chronic vulnerabilities to a range of hazards. If it had been implemented, the ‘early recovery’ part of the shelter component (support for repairs to damaged housing and reconstruction planning) would have been a strategic contribution to reducing physical vulnerability of human settlements in Haiti. 

Staff interviewed for this evaluation were generally unaware of the People in Aid Code of Practice. Nevertheless, in practice, Oxfam’s achievements were good with respect in relation to the standards for Managing People, and Health, Safety and Security.  This is likely to be due to the incorporation of People in Aid’s principles and values within standard Oxfam HR procedures, and a culture of high prioritization of security within the organization.  The lack of clarity over management arrangements in the first weeks was largely overcome by experienced staff who knew how to set up a rapid response programme, although the high turnover at senior management level that persisted throughout Phase 1 of the programme may have had a negative impact on staff performance in terms of whole-programme analysis and strategic planning.
Staff knowledge and implementation of Oxfam’s own Code of Conduct, including measures to prevent sexual exploitation and abuse, was low in Phase 1 but improved greatly during the programme with actions by the senior management team to raise awareness among staff and partners of the Code and the consequences of non-adherence, and to put in place adequate measures were in place to identify and confidentially address problems.

12.1.6 Partnerships

Oxfam worked with a wide range and a large number of partners in its response to the earthquake, some of which were existing or previous partners from pre-earthquake programmes, but most of which were not.  Partial records of partnerships
 made available for this evaluation indicate that Oxfam worked with at least 34 partners, but other sources
 suggest that the total number may have been two or three times as many if camp committees, local government entities and others are included.  Partner contracts only exist for the minority, in cases where funding was provided by Oxfam.  

The EFSL component worked with numerous small Haitian NGOs and CBOs, whereas the WASH component worked primarily with large governmental and private sector partners. Other partnerships were established for Protection, Shelter and HIV/AIDS elements of the programme.
 

Some partnerships, such as the one with DINEPA for water provision, started as early as Week 1 after the earthquake, although the majority became operational from Month 2 onwards
. In general, EFSL partners focused on beneficiary selection and some monitoring, while for the WASH and Shelter components, partners’ participation in the different stages of the programme cycle varied significantly.
Capacity building of partners was built into the relationship with WASH partner DINEPA, with institutional support and secondment of staff forming part of the framework agreement. However, in most cases partners’ capacity was strengthened ‘on the job’ or ‘ad hoc’, through direct implementation of certain activities.  Training was limited to accountability and the Oxfam Code of Conduct, in response to problems arising in implementation.  Some EFSL partners felt that Oxfam should have provided a small grant to support their activities post-earthquake and to enable them to rebuild their damaged capacity.

With respect to adherence to the principles of Oxfam’s partnership policy, it is clear that all relationships were developed in response to the need for complementarity and added value.  

On the negative side, roles and responsibilities were to a large extent driven by Oxfam, and reciprocal respect for values appears to have played a minor role in the partnerships, although all partners were asked to meet Oxfam’s requirements for gender and accountability.  

Nevertheless, the majority of partners consider their relationship with Oxfam to have been mutually beneficial, and to have served the needs of earthquake-affected people above all other considerations.

12.1.7 Management of Funds

Oxfam’s earthquake response programme had a total budget for 2010 of £27.4 million
, which was split equally between Phase 1 and Phase 2.  The highest item of sectoral expenditure for both phases was WASH, which averaged 25% of total expenditure on direct assistance to beneficiaries for 2010.  Expenditure on EFSL remained constant at 16% for both phases, while expenditure on shelter averaged just 4% of total expenditure on direct assistance in 2010.

Due to historical challenges and a managerial handover that coincided exactly with the occurrence of the earthquake and the programme scale-up, financial management procedures were deficient during Phase 1.  With the programme under stable management in Phase 2, Oxfam was able to address the majority of the issues identified as requiring improvement during an internal audit, and by the end of Phase 2 Oxfam had solid financial (and other) management procedures and processes in place.

Management of DEC funds complied with all major requirements. Minor oversights included communication with the DEC about changes to the shelter component, and consultation about the inclusion of loans to beneficiaries within the EFSL component.
12.1.8 Learning from Experience

Oxfam’s standard procedure of deploying expert technical staff and managers with global experience was key to incorporating learning from previous interventions into this earthquake response programme.  Their continued involvement through advisory visits and participation in learning reviews benefited the programme and helped to assess the applicability of ‘borrowed lessons’ for future interventions. 

Tools and resources prepared by field practitioners for other practitioners were useful, as were Oxfam’s own minimum requirements for prioritizing actions by programme support staff, particularly nationally and locally recruited ones. 

Externally-produced evaluations and systematizations of lessons learnt were of limited utility when distributed to staff initiating a high-profile response to a major, rapid-onset disaster. However, prior knowledge of such documents and their recommendations did contribute to incorporating lessons from the past, at least at a sectoral level.

Monitoring activities generated useful results, which were acted upon by sectoral teams, but the Monitoring, Evaluation, Accountability and Learning (MEAL) Unit’s effectiveness was limited by early decisions on overall programme structure and information management.  As a result, monitoring processes remained sectorally-focused and were not fully utilized to inform decisions on key whole-programme design, resource allocation and exit strategies. Furthermore, important gaps and errors were found in monitoring data on numbers of beneficiaries for shelter and EFSL components, and with respect the overall number of beneficiaries.
Sectoral staff took time to document innovative practices and lessons learnt, in order to develop staff training and tools for future responses.  Proactive sharing of Oxfam’s learning was also valued by other organizations and recognized as contributing to a better coordinated, more effective response by others working in the same sectors.
12.2 Assessment against DEC Priorities for Accountability

A summary of Oxfam’s performance in relation to DEC accountability priorities and their respective benchmarks is presented in the table below.  Achievement of each benchmark is rated high, medium or low.
Table X. Oxfam’s performance against DEC Priorities for Accountability
	1. We achieve intended programme objectives and outcomes 
Overall rating: Medium/High

	Programme design is responsive to clearly defined needs, risks in the operating environment and the capacity of the agency and/or its partners
	Medium

	Progress towards intended objectives and outcomes is measured and monitored
	High

	Unintended programme impacts and outcomes are identified and dealt with in a timely manner
	Medium

	Required changes to  programme objectives and outcomes are identified and implemented in a timely manner
	Medium

	Progress towards intended objectives and outcomes is regularly reported to appropriate levels of  management
	High

	Appropriate action is taken where non compliance is identified
	Medium

	2. We are committed to agreed humanitarian principles, standards and behaviours 
Overall Rating: High/Medium

	Agreed standards are clearly and effectively communicated to staff and partners
	Medium

	Programme proposals  are underpinned by agreed standards
	High

	Appropriate action is taken where areas of weakness are identified
	High

	3. We are accountable to  beneficiaries 
Overall Rating: Medium

	Programme proposals are underpinned by beneficiary accountability
	Medium

	Beneficiary entitlements, rationale for activity and for beneficiary selection, and response plans are publicised to beneficiaries.
	Medium

	Beneficiary feedback is captured, evaluated and auctioned

	Medium

	4. We use funds as stated
Overall Rating: Medium

	Agreed budgets support delivery of the programme
	Medium      Phase 1: Low Phase 2: High

	Financial arrangements are responsive to the level of financial risk in the location of the disaster response
	Medium     Phase 1: Low Phase 2: High

	Signed agreements are in place between the agency and approved partners, contractors and suppliers
	Low/Medium Phase 1: Low Phase 2: Medium

	Disbursement of funds is documented and approved
	Medium      Phase 1: Low Phase 2: High

	Budget variances are regularly identified, investigated and appropriately actioned
	Medium      Phase 1: Low Phase 2: High

	Security of assets is maintained and monitored
	Not evaluated

	Appropriate action is taken where non compliance is identified
	Medium

	Appropriate action is taken where areas of weakness are  identified
	Medium

	We learn from our experience 
Overall Rating: Medium

	Key learning is incorporated into processes and programmes in a timely manner
	Medium

	Key learning is effectively communicated to staff and partners
	Medium

	Appropriate action is taken where areas of weakness are identified
	Medium


12.3 Summary of Recommendations
In order to enhance the relevance of future humanitarian and early recovery programmes, Oxfam should:

· Include ‘as standard’ a medium-term position for programme development (early recovery, transition and exit) in the senior management team of major humanitarian responses.  This would facilitate a consistent focus on sustained relevance and timely transitions between programme phases and modes of operation, even in the absence of stability/continuity in other key management positions.  

· In contingency planning and preparedness processes, give priority to the positioning of experienced humanitarian staff, the development of inter-agency contacts, and relationships with key governmental bodies (related to Oxfam’s humanitarian competences), to complement Oxfam’s existing relationships with civil society partners.
In order to increase the timeliness of future humanitarian programmes, Oxfam should:

· Give greater emphasis in contingency planning and preparedness processes to procurement planning, access to UN or multi-agency contingency stocks (stored in hazard-resilient warehouses), knowledge of customs and importing procedures, standing arrangements with banks for cash transfer programming, and contacts with governmental bodies, NGOs and private companies that may facilitate logistics in post-disaster situations.

· Draft adverts for national/local recruitment of standard humanitarian positions (EFSL, WASH, etc) in the most appropriate language(s), and plan an advertising strategy (using radio, billboards, networks, internet) for immediate activation as soon as disaster happens.

· Set minimum standards (with time-bound benchmarks) for the production of transition and exit strategies to ensure early consideration of options, capacity-building needs and mitigation of the risks involved.

· In urban environments, give equal importance to the rehabilitation of pre-disaster water supply and distribution systems as to the installation of temporary systems, to ensure that early recovery is initiated as early as possible, and to allow sufficient time for negotiations with authorities and landowners.

· Use examples from the Haiti programme for training materials and other programming resources to generate personal and institutional learning prior to engagement in future urban responses. These could include: partnership with urban/national water authorities; sanitation in urban contexts; hygiene promotion in urban contexts; partnership in urban contexts; innovations in accountability; etc.

· Recognise that shelter and housing play a critical role in recovery processes in urban environments, and  replicate its approach to other components of humanitarian programmes by encouraging small-scale, innovative initiatives that meet the needs of the most vulnerable, support local capacities and markets, and give prospective beneficiaries freedom to decide which options best meet their needs. In order to embed this approach in a number of programmes around the world, Oxfam would need to increase its advisory and deployable capacity in shelter programming.
· Accept small-scale trade-offs between accountability, correct targeting and impact in the first stages of cash transfer programming to enable timely interventions that reduce the likelihood of negative coping strategies among beneficiaries.
In order to enhance the effectiveness and impact of future humanitarian programmes, Oxfam should:
· Develop and maintain a whole-programme strategy with a more flexible use of resources and mutual support between sectors in response to contextual challenges and programme results.  In large operational programmes this may require a senior advisory role in-country to support managers on issues of programme development, transition and exit.

· Ensure that its operational and financial monitoring systems enable whole-programme analysis (rather than by sector or component), so that decisions to modify plans can be made in a timely manner and with overall impact in mind, rather than completion of planned activities.

· Ensure that decision-making about resource allocation between programme components is well-informed by beneficiaries’ priorities, and that decisions to end or start new lines of action are taken with their best interests in mind, not to meet donors’ requirements or timeframes.
· Consider using or transitioning to vouchers for purchasing water where the pre-earthquake supply and distributions system is functional and/or water markets are operating. 
· Ensure that the needs of minority groups are incorporated into the design of sanitation facilities from the outset rather than being regarded as an issue for gradual improvement.

· Estimate and record the number of people benefited by repairs or improvements to pre-disaster water supply and distribution systems. Oxfam cannot know, or improve, its contribution to early recovery if it does not understand the effects and impact of these activities.
· In participatory manner and taking into account recent experiences, explore the importance of shelter for affected people in urban environments and the implications this may have for the overall impact of Oxfam’s interventions in an increasingly urban world. The results of this participatory research should inform a revision or addendum to Oxfam’s current shelter policy and clearer guidance to staff.

· Ensure Oxfam’s regular presence in cluster meetings and encourage all staff to regard them as both a commitment to, and a key opportunity for inter-agency analysis and coordination. Information about the leadership role taken by Oxfam in the WASH cluster and the Cash Sub-Cluster in Haiti should be disseminated internally as examples of the types of leadership and collaborative approach that Oxfam should take in all sectors.
· Be aware of the higher costs of living in urban environments, that may be masked by national-level data or assessments that only focus on food needs.   Assessment methods of households’ needs should give greater weighting to beneficiaries’ input than to secondary sources.
· Ensure that grant amounts and combinations of cash/food reflect good practice in promoting early recovery of livelihoods as well as meeting basic needs.  

· Provide training in cash transfer programming to staff and development partners in high-risk countries as a disaster preparedness measure.

· Establish a baseline, albeit with proxy indicators, for any programme components that attempt to reduce the incidence of sexual and gender-based violence.

· Reinforce knowledge of its guidelines for HIV/AIDs mainstreaming, particularly in contexts where infection rates are known to be relatively high. 
In order to enhance accountability to beneficiaries in future humanitarian responses, Oxfam should:
· Root innovative mechanisms such as the hotline in a multi-channel feedback strategy, so that beneficiaries have a variety of means to make their voice heard.

· Consult and communicate with partners about accountability plans from the earliest stages of the partnership, to avoid misunderstandings and create ownership of a shared accountability strategy.

· Ensure that beneficiary consultation processes such as intention surveys and mid-term evaluations are scheduled and undertaken in time to inform subsequent stages of programme design and budgeting.

· Discuss its approach to full accountability with donors, and seek to gain their understanding of the rationale for potential changes to the design and budgets of programmes based on the evolving priorities of beneficiaries. 
· Ensure that staff are aware of Oxfam’s own aspirations with respect to fully accountable programming. 

In order to enhance and demonstrate commitment to humanitarian principles, standards and behaviours, Oxfam should:

· Use the experience of the WASH component in Haiti to develop a case study and staff training materials to highlight the relative importance of qualitative and quantitative indicators for reaching Sphere standards.

· Review the programme’s achievements and failures with respect to reducing vulnerability to future disasters, and identify key entry points for strategic, long-term disaster risk reduction within the humanitarian programme cycle, and relevant indicators for monitoring progress.
· Incorporate a time-bound minimum standard for establishing awareness of procedures for PSEA among the responsibilities of HR from Week 1 to Month 1 (immediate response stage).
In order to improve the quality of its partnerships in future humanitarian responses, Oxfam should:

· Ensure that its minimum requirements for partnership are understood by staff and enforced by managers.

· Establish a system to monitor the number, type and quality of partnerships throughout the programme, preferably within standard management structures rather than as a separate function.  This would enable Oxfam to monitor implementation of minimum requirements, take advantage of current opportunities, and facilitate institutional learning. 

· Include a mini capacity assessment checklist within the resource pack that accompanies Oxfam’s Humanitarian Handbook, which may be completed on-the-spot in a brief meeting with the partner. Based on this, create an ‘at minimum’ capacity-strengthening plan of the basic accompaniment/resources/training required to respond in accordance with key humanitarian principles, standards and behaviours for the current programme.
· Provide a brief induction to all partners, with information about Oxfam, the programme plan, the Code of Conduct and accountability issues. 

· As a preparedness measure, create mini-contracts in appropriate languages for spontaneous or rapidly-formed partnerships.  These should contain a brief description of the plan for work, and the roles and responsibilities of each party. They should also include a simple format for reporting, and the Code of Conduct for signature.
· In contingency planning processes, prioritise the identification of appropriate current and new partners among relevant civil society, governmental and private sector actors. Follow up with basic training in humanitarian principles, standards and behaviours.
In order to improve management of funds in large humanitarian responses, Oxfam should:
· Integrate a Real Time Audit into the Real Time Evaluation mechanism, to identify priority issues (budget monitoring and authorization, asset management, and cash control, for example) requiring improvement at the earliest possible opportunity. 

· Conduct a standard internal audit on any large programme within the first 6 months, to allow pre-existing and new weaknesses to be addressed opportunely.

· Use a ‘standard allocations’ system (like the DEC allocations system) within Oxfam International to improve budget forecasting and avoid transaction costs of prolonged negotiations about, or unpredictable changes to, funding agreements.

In order to enhance its capacity to learn from experience, Oxfam should:
· Continue to value the maintenance of a global humanitarian department as Oxfam’s principal source of internationally-applicable expertise and up-to-date learning, and the deployment of its staff as critical to the success of major responses.  Ensure that national and regionally-based humanitarian staff who will form part of new response teams have periodic deployment to other countries/regions to gain direct experience and access to learning.

· Promote follow-up advisory and learning visits by the same technical experts who designed a response, to ensure that the applicability of ‘borrowed lessons’ is re-evaluated and programming is adjusted accordingly.
· Establish a strong and visible connection between the MEAL Unit/function and Programme Management from the start of a response, to ensure the MEAL system connects sectors and provides key outputs for management decisions and reporting.

· Ensure review processes facilitate cross-sectoral learning and planning; in particular, plan mid-term reviews to be conducted before second phase proposals are produced.
· Establish a clear method/formula for counting beneficiaries at the outset of a response, and explicitly state it in all reports.
· Favour the use of inter-agency evaluations and summaries of lessons learnt in internal learning fora for managers and technical staff over distribution in the scale-up stage of major responses.

· Package key learning into practical tools and short guidelines produced by practitioners for practitioners. 

Annex 1

Figure 3: Progression of Programme Activities, Months 1-3



Figure 4: Progression of Programme Activities, Months 4-6



Figure 5: Progression of Programme Activities, Months 7-9



      Figure 6: Progression of Programme Activities, Months 10-12




Annex 2 

List of Interviewees & Correspondents
Oxfam GB Staff

Richard Atkinson, Finance Manager, Haiti (Humanitarian Support Personnel, UK)
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Gansly Jean, Programme Manager Delmas
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Cedric Perus, Humanitarian Programme Coordinator, Haiti
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Christina Schmalenbach, Knowledge Management Coordinator, Humanitarian Department, UK

Marie Soudnie Rivette, Mainstreaming and Protection Coordinator, Haiti

Rabira Souhlal, Public Health Promotion Team Leader, Golf and Cite Maxo Camp, Haiti
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Representative of AVOVIS 12

Representative of RJPACC

Representative of CADB5

Representative of ODM
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Representative of COZPAM

Representative of MJC
Representative of PEJEFE Friendship

Representative of APPROSIFA
Oxfam International Staff

Yolette Etienne, Country Director, Oxfam America, former Country Director, Oxfam GB
Sophie Martin-Simpson, OI MEAL Coordinator
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Ugo Blanco, Early Recovery Cluster Coordinator, UNDP

Emmanus Dorval, Technical Director, DINEPA
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Ismaël Fleurism, Président COMPHARE
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Correspondence 

Francis Lacasse, Humanitarian Programme Manager, Haiti
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	DEC Accountability Priorities


	


Member Agencies

	We use funds as stated
	We achieve intended programme objectives and outcomes
	We are committed to agreed humanitarian principles, standards and behaviours 1 
	We are accountable to  beneficiaries 2
	We learn from our experience

	Ensuring sound financial management at agency and partner levels
	Maximising the potential for programmes to achieve objectives and outcomes which respond to a demonstrated need
	Fulfilling the principles embodied in the Red Cross Code of Conduct, Sphere, People-in-Aid [plus one other central to the agency’s contribution as appropriate]
	Taking account of, giving an account to and being held to account by disaster survivors
	Improving performance based on lessons learnt

	1.1 Defined and documented processes are in place at the appropriate level governing the use and management of funds 
	2.1 Defined and documented processes are in place at the appropriate level for programme development, implementation and management
	3.1 The agency has a clear statement of standards (including principles, standards and behaviours) to which it works 
	4.1 Defined and documented processes are in place at the appropriate level governing engagement with beneficiaries 
	5.1 Defined and documented processes are in place at the appropriate level to effectively capture key learning from a range of sources

	1.2 Agreed budgets support delivery of the programme
	2.2 Programme design is responsive to clearly defined needs, risks in the operating environment and the capacity of the agency and/or its partners
	3.2 Defined and documented processes are in place at the appropriate level governing the application of agreed humanitarian standards
	4.2 Programme proposals are underpinned by beneficiary accountability
	5.2 Defined and documented processes are in place at the appropriate level to evaluate key learning

	1.3 Financial arrangements are responsive to the level of financial risk in the location of the disaster response
	2.3  Progress towards intended objectives and outcomes is measured and monitored
	3.3 Agreed standards are clearly and effectively communicated to staff and partners 
	4.3 Beneficiary entitlements, rationale for activity and for beneficiary selection,                           and response plans are publicised to beneficiaries 
	5.3 Key learning is incorporated into processes and programmes in a timely manner

	1.4 Signed agreements are in place between the agency and approved partners, contractors and suppliers 
	2.4 Unintended programme impacts and outcomes are identified and dealt with in a timely manner
	3.4 Programme proposals  are underpinned by agreed standards
	4.4 Beneficiary feedback is captured, evaluated and actioned
	5.4 Key learning is effectively communicated to staff and partners 

	1.5 Disbursement of funds is documented and approved
	2.5 Required changes to  programme objectives and outcomes are identified and implemented in a timely manner
	3.5 Appropriate action is taken where areas of weakness are is identified
	4.5 Appropriate action is taken where areas of weakness are  identified
	 5.5 Appropriate action is taken where areas of weakness are identified

	1.6 Budget variances are regularly identified, investigated and appropriately actioned
	2.6 Progress towards intended objectives and outcomes is regularly reported to appropriate levels of  management
	3.6  The scope of external evaluations includes the area of fulfilling agreed humanitarian standards
	 4.6 The scope of external evaluations includes the area of accountability to beneficiaries  
	5.6 The scope of external evaluations includes the area of learning from experience 

	1.7 Security of assets is maintained and monitored
	2.7 Appropriate action is taken where non compliance is identified
	 
	 
	 

	1.8 Appropriate action is taken where non compliance is identified
	2.8 The scope of external evaluations includes the area of achieving intended objectives and outcomes
	 
	 
	 

	1.9 The scope of external evaluations / reviews / audits includes the area of using funds as stated
	 
	 
	 
	 


17th January, 2010


Oxfam installs 3 more bladders.


First water distribution takes place in Golf Camp. Others are held up by lack of fuel for water trucks.


Expert humanitarian team arrives in Port au Prince.








Cargo plane carrying WASH equipment arrived in Dominican Republic.


Negotiations undertake n with local authorities for water supplies.





Oxfam’s Partnership Policy, 2008 (paraphrased)


Oxfam GB works with and through partners in situations of humanitarian crisis because we believe this is more likely to ensure relevant and accountable humanitarian interventions and we can make more of a difference than if we worked separately.  Our partnerships are based on the following principles:





Complementary purpose and added value


Mutual respect for values and beliefs


Clarity about roles, responsibilities and decision-making


Transparency and accountability


Commitment and flexibility














14th January 2010


OGB staff find own contingency stocks damaged by earthquake.


Agreement with  Oxfam-Intermon and Unicef to access contingency stocks of water equipment


Oxfam GB in-country staff begin assessing sites in Port au Prince where affected people are gathering.








15th January 2010





OGB humanitarian expert team is deployed  from Oxford to Haiti, via Dominican Republic.


In-country staff continue assessment in Port au Prince.


Regional support staff (Logistics & Media) arrive from Mexico.


OGB re-deploys national staff from Cap Haitien to participate in response.








OGB starts delivering water to +20,000 affected people in camps.


Assessment process continues and further sites are identified.


OGB attends first Early Recovery Cluster meeting and agrees CFW rate. 








ACTIONS BY OXFAM GB





16th January


OGB installs 1st bladders (2) in Golf camp.








13 January 2010


Oxfam GB participate in first WASH cluster coordination meeting








Assessment   process is scaled up.








DAY 1





DAY 7





DAY 6





DAY 5





DAY 4





DAY 3





DAY 2





EXTERNAL EVENTS 





12 January 2010 


7.3 Richter Scale earthquake occurs at 16:53 local time, with epicentre 25km west of the capital of Haiti, Port au Prince.  








Total OGB programme beneficiaries to date:  c83,190


Assessment process ongoing in Port au Prince. 


Water is being tankered to bladders for 81,900 people in 4 camps.


Sanitation facilities (latrines and bathing areas) constructed in 3 camps, serving 27,300 people.


Shelter: 290 shelter kits distributed to date, benefiting 1450 people. 


Hygiene Promotion: 288 hygiene kits distributed to date, benefiting 1440 people in 2 sites.  Post-distribution monitoring starts.


CFW scaling up in 4 sites.  EMMA survey underway.








Total OGB programme beneficiaries to date: c54,000


Assessments ongoing in Port au Prince. Separate assessment in Jacmel.


Water is being tankered to bladders for 54,000 people in 4 camps.


Sanitation facilities (latrines and bathing areas) under construction in 3 camps, including first latrine for disabled users.


Shelter & Hygiene Promotion: 185 combined NFI and shelter kits distributed in 1 site. 


EFSL: CFW benefiting men and women in 4 sites.  Planning for expansion with local partners.


Protection: first assessment planned; first survey on relocation intentions undertaken to inform advocacy. 











Total OGB programme beneficiaries to date: c28,000





Assessment : 4 new sites assessed in Port au Prince.


Water is being tankered to bladders and distributed to 28,000 people in 4 camps.


Sanitation: First latrines and bathing area constructed in 1 site.


EFSL: CFW launched in Golf Club camp: activities include latrine construction, waste removal.


Coordination: OGB is participating in WASH, Shelter, Early Recovery and General Clusters.





OGB is reaching +20,000 beneficiaries.


Assessment process  is ongoing in Port au Prince. Separate assessment  in Léogane.


Water is being delivered to +20,000 affected people in 4 sites (camps).


EFSL: CFW rate is agreed at first Early Recovery Cluster Meeting.








ACTIONS BY OXFAM GB





WEEK 1





WEEK 2





WEEK 3





WEEK 4





EXTERNAL EVENTS 





Shelter cluster recognizes lack of capacity to meet temporary shelter standards before rainy season.




















GoH reports that c340,000 people have left Port-au-Prince.





OCHA situation reports 692,000 people displaced in Port au Prince, 500,000 people in need of water, and 1.1m in need of shelter.





WASH cluster notes capacity gap for sanitation.











IOM estimates half a million people are living in temporary settlements. 




















Assessments continue in all zones, plus of government-led relocation camp in Corail.





Water provision scaling up, tankering reaching 126,218 beneficiaries in camps; water use survey carried out; protocol signed with CAMEP for institutional support (technical advice, materials and fuel) to repair Port au Prince water system; start-up of WASH facilities for c2000 people relocated to Corail.





Sanitation facilities reaching 50,750 beneficiaries (adjusted ).  


Varied designs (dry, elevated) implemented to improve durability; peepoo bags trialled; closure of chemical toilets due to high costs; FGDs on usage and accessibility.





Solid waste management scaling up; DWR operating in multiple camps and Cite Soleil (outside OGB programme zones) to mitigate high risk of flooding.





Hygiene promotion scaling up, reaching 106,988 beneficiaries. Distributions of hygiene kits; awareness campaigns on safe water handling; hygiene awareness activities for children.





Shelter distribution scaling up.





EFSL: Expansion of canteens and distributions of canteen hygiene kits; Preparation and verification of first beneficiary lists for livelihoods recovery grants.





Coordination: sharing innovative sanitation designs with WASH cluster.





Protection: first FGDs held to identify issues.





Accountability posters (on Oxfam’s aid packge) and stickers (advertising helpline) distributed in multiple locations.





Advocacy paper "Once in a Century Chance for Change" signed-off; public opinion poll on the aid effort and the reconstruction of Haiti completed.











Assessments: Programme divided by zones (including camps and non-camp locations in affected areas). Assessments continue in all zones in response to population movements and unmet needs. 





Water tankering scaling up, reaching 111,341 people in multiple camps.





Sanitation facilities scaling up, reaching 65,400 beneficiaries in multiple camps; chemical toilets and peepoo bags being trialled; partnership with Haitian NGO SOIL to trial ‘dry latrines’.





Solid waste management activities starting up in multiple camps; Contract with private sector partner DWR for rubble removal.





Hygiene promotion training of first group (37 men and women) community mobilisers in 2 camps.





Shelter kit distribution scaling up; survey conducted on return options; discussions with partners on transitional shelter.





EFSL: first phase of CFW ending; first basic needs grants and canteens launched in 1 zone.





Coordination: Funding WASH cluster survey of unmet needs in camps. Leading formation of Baby WASH clusters.





Accountability helpline set up for beneficiaries; training held for local authorities, partners, mobilisers and CBOs.





Protection, gender and HIV awareness-raising activities on starting up, reaching 6500 staff, mobilisers and IDPs.





Advocacy messages agreed with focus on shelter, sanitation and resettlement plans.  OGB hosted civil society meeting on reconstruction options.











ACTIONS BY OXFAM GB





Heavy rains cause flooding and tensions in camps.





Displacement Tracking Matrix (DTM) references 2 .1 million IDPs in 1,373 sites in Port-au-Prince; Presidential Decree issued to fast-track first relocation site in Corail.





First evictions reported from camps on privately-owned land.


 


International community pledges $9.9bn in immediate and long-term aid to earthquake-hit Haiti at a UN donor conference. The $5.3bn for infrastructure reconstruction exceeds $4bn requested by GoH.

















UNHC calls on global cluster leads to address weak coordination, and on NGOs to increase operational capacity.





GoH reports 800,000 people in camps.





Health cluster warns of risk of a large-scale outbreak of diarrhoea, due to overcrowding, poor sanitation and lack of effective waste disposal system in most camps.





EFSA finds 31% of the earthquake-affected population as immediately food insecure, with camp population most vulnerable.  








EXTERNAL EVENTS 





GoH reports c340,000 people have left capital.





OCHA reports 692,000 people displaced in Port au Prince, 500,000 people in need of water, and 1.1m in need of shelter.





WASH cluster notes capacity gap for sanitation.





Shelter cluster recognizes lack of capacity to meet temporary shelter standards before rains. 











MONTH 3





MONTH 2





MONTH 1





Total OGB programme beneficiaries to date:  83,190





Assessments ongoing in Port au Prince. 





Water tankering scaling up, now reaching 81,900 affected people in 4 camps.





Sanitation facilities (latrines and bathing areas) constructed in 3 camps, now reaching 27,300 people.





Hygiene promotion starting up; 288 hygiene kits distributed, benefiting 1440 people in 2 camps.  





Shelter starting up; 290 shelter kits distributed in 1 site, benefiting 1450 people.





EFSL: CFW benefiting 1782 people in 4 sites; EMMA survey started.





Coordination: Oxfam participating in Food, WASH, Shelter, General Coordination and Early Recovery clusters











Flood risk assessments in existing camps.





Water tankering now reaching 131,318 beneficiaries. Focus on ensuring adequate chlorination by private tankering companies. First rainwater collection system set up in Corail. Outside camps, gradual scale up of activities to repair damaged kiosks, wells and distribution networks.





Sanitation now reaching 66,000 beneficiaries. Continuation of pee-poo bag trial; more facilities for children being constructed.  





Solid Waste Management: New phase of CFW launched in Golf Camp as regular SWM system. 





Hygiene promotion now reaching 129,398 beneficiaries; Creation of first Mothers Club for hygiene and protection work.





Shelter:  Focus on post-distribution monitoring and contingency stocks (sheeting and gravel) for rainy season; scale up of assessment of damaged houses; prototype of emergency shelter produced.





EFSL: canteens and basic needs grants ongoing; distribution of fuel-efficient stoves to canteen cooks; continued selection of beneficiaries, financial arrangements and logistics for livelihoods recovery grants; continued scale-up of CFW on SWM.  





Coordination: new focus on inter-agency CFW policies in Corail, in response to protests.





Protection: Training of mobilisers on minimum standards.





Accountability: scale up of training for partners and inductions for CFW beneficiaries; investigation to address reported case of extortion; distribution of IEC materials.





Advocacy: Finalization of the paper on the Interim Commission for the Reconstruction of Haiti.














Total OGB programme beneficiaries to date: 245,000





Six-month review and planning underway for all sectors.





Water provision (tankering, one new well and connections to city system) now reaching c130,000 beneficiaries in camps plus undefined number of residents outside camps. Continued scale-up of activities outside camps: repairs to damaged kiosks and distribution networks.  





Sanitation now reaching 66,000 beneficiaries; completion of improved latrines and showers in multiple camps; start of transition to multi-family latrines in Corail.   





Solid Waste Management ongoing.





Hygiene promotion scaling up, reaching 129,398 beneficiaries; Focus on handwashing,  diarrhoea control, prevention of skin diseases, and responsible latrine usage/maintenance. Training on HIV for WASH staff





Shelter: Continued assessment of damaged houses (545/1500 completed); 2nd prototype emergency shelter design completed.





EFSL reaching a total of c23,000 households (115,000 beneficiaries) to date; canteens scaling down; continued selection of beneficiaries, financial arrangements and logistics for livelihoods recovery grants; training on micro enterprise arranged for beneficiaries of grants. CFW ongoing for rubble clearance and SWM.





Protection: ongoing provision of information and referrals.





Accountability: Continued induction of partners, mobilisers and staff on Code of Conduct

















Forced evictions increase on privately owned land.





Data Tracking Matrix (DTM) references 1,354 displacement sites hosting 391,700 households in and around Port au Prince. New sites emerging as IDPs are evicted and forced to relocate to unplanned settlements.


.

















Heavy rains and winds mark start of rainy season.





Rumours increase of sexual abuse in camps.





Data Tracking Matrix (DTM) references 1,191 displacement sites in and around Port au Prince.


.

















Shelter cluster reports being on target to meet emergency shelter needs (2 tarpaulins/plastic sheets per household) before rainy season.





Schools reopen, forcing evictions and creating tensions. 


.

















EXTERNAL EVENTS 





ACTIONS BY OXFAM GB





MONTH 6





MONTH 5





MONTH 4








Assessments continue sporadically in response to relocations. 





Water tankering now reaching 131,318 beneficiaries and scaling up to include Corail relocation camp. Additional focus on rehabilitation of water supply network outside camps.





Sanitation scaling up, now reaching 66,000 beneficiaries with focus on upgrading pit latrines where viable; chemical toilets being phased out.





Solid Waste Management ongoing, now focusing on flood mitigation, including ravine clean-up in Cite Soleil to benefit up to 100,000 people. 





Hygiene promotion scaling up, now reaching 129,398 beneficiaries; focus on malaria prevention.





Shelter: Assessment of damaged houses started (30 per day).  





EFSL: re-launch of CFW for flood preparedness activities; expansion of canteens and basic needs grants; final preparation for disbursal of livelihoods recovery grants; EMMA survey on water initiated.





Coordination: Start up and co-leadership of cash sub-group.





Protection: Provision of training and materials to women’s organisations working with IDPs.





Accountability billboards erected. Feedback provided to partners from help line.





Advocacy: researching situation of ex-renters/squatters.








EXTERNAL EVENTS 





ACTIONS BY OXFAM GB





Storm creates need for distributions of replacement plastic sheeting.


Increase in pre-election violence (elections planned for November 28th)


. 











Cluster contingency planning for rainy/hurricane season finalized; rains causing ongoing damage and tensions.


Reports and observations of movements of IDPs between sites, but fewer than expected returns.  


No government-led plan for future relocations and returns. 











Continuing trend of forced evictions and landowners incentivizing/ pressuring IDPs to leave camps.





Camp Coordination and Camp Management (CCCM) Cluster working with the GoH and humanitarian partners to develop a strategy for providing return packages for IDPs willing to go back home on a voluntary basis.





Increasing population of squatters around Corail relocation camp (now up to an estimated 40,000).

















Water provision reaching reaching c130,000 beneficiaries in camps plus undefined number of residents outside camps  through  network & infrastructure repairs. Continuing water delivery while negotiating longer-term options for all sites; training for water committees in preparation for exit; identification of partners for management of repaired kiosks.  





Sanitation reaching  66,760 beneficiaries; continued negotiations with landlords to construct durable structures requiring less frequent maintenance.





Solid Waste Management: Training of mobilisers on waste management, in preparation for exit.





Shelter: Replacement of plastic sheeting to vulnerable households, plus pilot distribution of wood.





Hygiene promotion reaching 130,952 beneficiaries; Intensification of training of mobilisers and mothers/clubs in preparation for exit; small distribution of vouchers for hygiene kits.





EFSL:continuation of of canteens in some locations; training on micro-enterprise for beneficiaries of livelihoods grants; start of identification of beneficiaries for first grants to formalised businesses.





Protection: Focus on strengthening information network to provide IDPs at risk with advisory services and advocates; scale-up of training for community mobilisers on prevention of SGBV. 





Accountability and Advocacy: ongoing 














Water provision now reaching c130,000 beneficiaries in camps plus undefined number of residents outside camps  through  network and infrastructure repairs. Tankering being terminated and bladders removed where alternative sources now exist.   





Sanitation now reaching 66,000 beneficiaries; transition to family latrines and upgrade to urine-diversion latrines where feasible. 





Solid Waste Management:  Agreement reached with SMCRS to collect solid waste from all camps where OGB operates.





Hygiene promotion reaching 130,670 beneficiaries; Focus on typhoid prevention during rainy season. First ‘Fathers Club’ launched; discussions starting with committees/mobilisers about identifying alternatives to water tankering. 





Shelter: continued assessment of damaged houses.





EFSL: canteens ongoing, plus training of restaurant owners; livelihoods recovery grants and CFW ongoing.





Protection, Accountability and Advocacy ongoing. 














Water provision now reaching c130,000 beneficiaries in camps plus undefined number of residents outside camps  through  network and infrastructure repairs. Continuing water delivery while investigating longer-term options for all sites.  





Sanitation now reaching 66,760 beneficiaries; negotiations underway with landlords for permission  to construct durable structures that require less frequent maintenance.





Solid Waste Management: Final push to finish drainage work.





Hygiene promotion reaching 130,952 beneficiaries. Continued focus on typhoid prevention, and on testing water safety; information campaign on AIDS launched in one zone.





Shelter : Strategy under review.





EFSL: focus on livelihoods recovery grants disbursal, training in micro-enterprise, and monitoring. Agreement with local institution for vocational training of construction workers.





Protection working closely with OIM in negotiations to prevent forced evictions, directly benefiting19,000 IDPs; longitudinal study of evicted families launched; information and contacts for referrals of SGBV provided to 30 women’s organizations.





Accountability and Advocacy ongoing.








MONTH 9





MONTH 7





MONTH 8





Total OGB programme beneficiaries to date: 325,000





Cholera Response: 10-20 staff temporarily redeployed to lead/assist OGB scale up in Artibonite Department .





Water: End of water tankering to water committees postponed to February/March.





Sanitation reaching  66,760 beneficiaries; Continued negotiations with landlords to construct durable structures requiring less frequent maintenance.  





Hygiene promotion reaching 130,952 beneficiaries; Focus on door-to-door and tent-to-tent messaging on chlorination and safe hygiene practices to prevent cholera. Distribution of hygiene kits to most vulnerable. Launch of ‘Hygiene is Life’ radio series.





EFSL reaching a total of 39,300 households (c195,000 beneficiaries) to date; training, distribution of tools and cash; verification of list of disabled/victims of violence beneficiaries. Establishment of relationship between beneficiaries and micro-finance institutions to provide access to credit. 





Protection, Accountability and Advocacy: ongoing 











Outbreak of cholera in Artibonite region causes panic among population at risk; international humanitarian response launched in affected region and prevention efforts rapidly scaled up by humanitarian actors in Port au Prince.


Sporadic violence/protests ahead of elections 


. 











MONTH 10





MONTH 11





MONTH 12





Five days of civil unrest (demonstrations, roads deliberately blocked with rubble, burning tyres etc) following elections. Many international agencies, including OGB, restrict movement of staff.


Continued confusion and panic among beneficiaries in relation to cholera outbreak; limited information provided by GoH regarding scale/spread of epidemic; negative effects on incomes of small-scale food vendors within and around the camps.  





. 











Atmosphere of political uncertainty following flawed elections.





Continued vigilance by humanitarian actors with respect to cholera emergency.








. 











ACTIONS BY OXFAM GB





EXTERNAL EVENTS 








Cholera Response : 10-20 staff temporarily redeployed to lead/assist OGB scale up in Artibonite Department .





Water: Decision to support DINEPA to chlorinate all water for Port au Prince at source. Provision to programme areas varying by site; tankering scaled up in Corail to mitigate cholera and general public health risks posed by 50,000 squatters around the camp, while long-term system under negotiation. Handover of payment of tankered water to water committees postponed for at least 1 month to ensure coverage during cholera outbreak and elections.  





Sanitation reaching  66,760 beneficiaries; Continued negotiations with landlords to construct durable structures requiring less frequent maintenance.  Support to schools for construction/improvements.





Hygiene promotion reaching c130,952 beneficiaries; Focus on handwashing and cholera prevention. Distribution of hygiene kits in Corail.





EFSL: training, cash, vouchers and materials distributed to small business owners.  Negotiations with schools and WFP re potential school canteens programme.





Protection, Accountability and Advocacy: ongoing 











Assessment of damages following storm.





Water provision reaching c131,000 beneficiaries in camps plus undefined number of residents outside camps through network and infrastructure repairs. Continued negotiations with water authorities (DINEPA), distributors (CAMEP), private tankering companies and camp water committees to prepare for exit. End of tankering in some camps; renewed focus on monitoring of access to and usage of water.





Sanitation reaching 66,760 beneficiaries; Continued negotiations with landlords to construct durable structures requiring less frequent maintenance. Repairs to damaged structures (mainly roofing).





Shelter: Replacement of plastic sheeting to most vulnerable.  End of shelter component of programme, with total of 27,331 beneficiaries.





Hygiene promotion reaching 130,952 beneficiaries; Focus on handwashing messaging, cholera prevention, and distribution of soap and disinfectant.  Distribution of vouchers for hygiene kits to be used with local vendors assisted through EFSL grants component.





EFSL: finalization of canteens component; continued training on micro-enterprise for beneficiaries of livelihoods recovery grants; increased focus on identification of beneficiaries for new phase of support to community businesses.





Protection, Accountability and Advocacy: ongoing 














� Some key recommendations are highlighted here.  Additional and more detailed recommendations are provided within the full Evaluation Report.


� OGB First Phase Intervention Strategy (Draft Version), M Laev,19.01.2010


� The full scale of the disaster was still unknown at this stage, with reports estimating 700,000+ IDPs in camps and an un-quantified number of other affected people still living in damaged neighbourhoods or having left the city for rural areas. 


� As reported in Sitreps of January and February 2010.


� Oxfam Quebec and Intermon Oxfam


� Emergency Food Security Assessment, WFP, February 2010; Emergency Markets and Mapping Analysis; March 2010; 


� These figures do not take into account the fact that a high proportion of homes housed several families.


� DEC proposal, submitted on 30th June 2010.  It was limited to 6 months, rather than the 12 months required for the second proposal, and is therefore titled Phase 2.1.


� Sitreps January to July, 2010


� Interviews A Edgerton, Advocacy Officer, and Emilio Huertas, Project Manager; correspondence with Edward Turvill and Isabelle Bremaud, Global and Regional DRR advisors.


� Interiew Marie Soudnie Rivette, Mainstreaming Coordinator, Haiti


� Indeed in its third proposal to DEC (submitted 6 months later, in January 2011) does include transition and exit plans, as well as significantly altered objectives, with a greater focus on ensuring equitable access to services and resources during recovery and reconstruction.


� IASC 6 month report


� Lessons learnt about Earthquakes, ALNAP


� The Cholera Inter-Sector Response Strategy for Haiti, Nov. 2010 – Dec. 2011 





� Sitreps Week 1.


� Ibid.


� Sitreps Week 1


� ACF, which also had a humanitarian team and equipment in-country (in Gonaives), and which deployed them to the capital.


� WV, Care, Concern, and SCF distributed bottled water, water tabs and water containers on Days 4, 5 and 6 respectively.


� Y Etienne, C Perus, A Bastable, M O’Reilly


� Sitreps Phase 1.


� Interviews with M O’Reilly, A Bastable; email communication with K Dingle and R Hogg.


� Interview with J Maonga.


� Technical Brief, T Forster; Reflections on Oxfam’s WASH Programme, J Cocking and A Bastable.


� Sitreps Phase 1.


� Sitreps Phase 1.


� Ibid.


� Ibid.


� R Bauer, Trip Report March 2010


� Shelter Review, August 2010, R Bauer.


� EMMA is a rapid market analysis designed to be used in the first 2-3 weeks of a sudden onset crisis


� Sitreps Phase 1.


� Lessons Learnt in CTP, EFSL Team, 2010.


� Accountability Advisor Visit Report, C Rogers, August 2010; sitreps Phase 1.


� Sitreps Phase 1


� Interview A Edgerton


� Water Users Survey (June 2010).


� WASH Review, Observation of facilities


� Water Users Survey (June 2010)


� WASH Review, July 2010


� As observed during site visits in March 2011.


� WASH Review FGDs


� T Forster


� Interviews J Maonga and L Clayton.


� Interview J Maonga


� The adapated WASH standards was 1:50


� Sitreps 2010


� PH Summary Data of WASH Activities, J Maonga


� Ibid.


� PH Summary Data of WASH Activities, J Maonga


� WASH Review results; also noted during site visits as part of this evaluation


� The outcomes are expressed as outputs in the documentation made available to the evaluator.


� Expanded coverage was due to transfer of all shelter resources to distribution of emergency shelter materials.


� FGDs WASH Review, July 2010


� UKSF Meeting, minutes 20.03.10


� Cash Lessons Learnt, Oxfam, 2011


� Ibid.


� J Friedman and P Young, Oxfam EFSL team


� Lessons Learnt from Cash Programming, Oxfam 2011


� Interview P Young


� Lessons Learnt from Cash Programming, Oxfam 2011


� Interview U Blanco, UNDP and email communication with M Alvarez, Save the Children.


� Cash Programming in Haiti: Lessons Learnt in Disbursing Cash, S Sivakumaran, UNDP, March 2011


� Interview with A Edgerton, Oxfam


� Ibid


� Sitreps 2010


� Sitreps 2010


� Interview with M Rivette, Oxfam


� Accountability Advisor Visit Report, C Rogers; WASH Mid-term Review.


� FGD WASH Mid-term Review, July 2010


� Household Economy Assessment Results


� Lessons Learnt, Cash Programming, Oxfam.


� EFSL Strategy; Interview J Friedman


� Site visit during evaluation, WASH Review.


� WASH mid-term Review; FGD with Partners during this evaluation.


� FGDs on Protection, held by Oxfam.


� Interview  C Perus


�Oxfam’s definition of an accountable programme.





� Real Time Evaluation, Oxfam, March 2010; WASH Mid-term Review, July 2010; Accountability Advisor Visit Report, C Rogers, August 2010


� Interview M Rivette


� Sitreps


� Interview M Rivette


� Ibid.


� Meetings with partners during this evaluation.


� Email communication with R Van Hauwermeiren


� M Rivette.


� Interviews A Bastable, M O’Reilly and P Young


� Interviews J Kadani, J Maonga and J Friedman


� Interview P Young


� Rapport Enquete Mainstreaming, undated, author unknown


� Interviews C Fils Aimé; M Jean-Baptiste


� Interview M Rivette


� Interview E Huertas; meeting with ComPhare during this evaluation.


� Interview C Perus


� Oxfam’s application of HAP standards is discussed in Section 7. It is not repeated in this section.





� Interview M Rivette


� Sitreps 2010	


� Interviews C Perus, E Guillaume; E Huertas; P Young.


� Oxfam Humanitarian Handbook, p132-133.


� Real Time Evaluation, Oxfam, R Sindaye, M Valdez


� Interview with Y Etienne


� Interview A Bastable


� At the time of this evaluation, an unratified agreement for c$800,000 for the installation of a water system in Corail exists between Oxfam GB and DINEPA


� Interview J Kanani


� Meeting M Turnbull, J Kanani, and DINEPA Technical Director


� Interview J Kanani


� Interview C Perus


� Technical Brief: Sanitation, T Forster


� Interview J Maonga


� Sitreps Phase 2


� The value of grants to Arup and DWR is not known to the evaluator


� Interview P Young


� FGD with partners during this evaluation


� Interview P Young


� Interview M Rivette; FGDs with partners during this evaluation.


� Internal Audit Report, Haiti, by P Joscelyne, M Roberts, R Bateman and S Pratt, August 2010


� This figure relates solely to Oxfam GB budget, not the totality of Oxfam International affiliates


� Information provided by G Nkulikiyinka, Oxfam, Grants Coordinator


� Interview P Joscelyne, March 2010


� Data provided by G Nkulikiyinko, Grants Officer, Oxfam Haiti


� Interview S Verjee


� DEC Operations Manual, Allocation of Funds, 3.2.


� Interview C Perus


� Data on beneficiary numbers (total, EFSL and Shelter) reported in sitreps have been revised for this report, on the basis of subsequent information provided by F Lacasse in June 2011. 


� J Loveless interview, J Kanani interview


� Oxfam job profiles for technical team leaders/advisors


� All experts conducted at least one more visit during 2010, and some conducted two more.


�� Interview C Schmalenbach


� Interview P Young


� Interviews R Atkinson and V Baligira


� Email correspondence with R Bauer


� Interview J Maonga


� Sitrep


� Interview U Blanco, UNDP; email correspondence with M Alvarez, SCF.


� Interview C Fils-Aimé


� Interview S Martin-Simpson; Progress Report, G H Mahmood May 2010


� Interview J Gilbert


� Progress Reports, G H Mahmood, May-June 2010


� Interview C Fils-Aimé


� Interview  C Perus


� Interview S Martin-Simpson


� Sitreps 2010	


� Interviews C Perrus, E Guillaume; E Huertas; P Young.


� Interview M Rivette


� Real Time Evaluation, Oxfam, R Sindaye et al.


� This figure relates solely to Oxfam GB budget, not the totality of Oxfam International affiliates
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