[image: image1.wmf] 





Real Time Evaluation (RTE)


[image: image2.png]



Chile 2010 Earthquake Response

El Maule and Bio-Bio Regions / Chile
14 – 28 April, 2010

Rick Bauer   Engineering Adviser, Humanitarian Department - Oxford 

Tess Williams  Humanitarian Funding Coordinator, Programme Funding Department - Oxford
Leonardo Biagi   DIPECHO Programme Manager, LAC Region - Jamaica

CONTENTS

31.
Executive summary


32.
Background


43.
RTE Methodology


44.
Status of Program in the week of the RTE


45.
Benchmarks


55.1
Benchmark 1: Speed and Timeliness


55.1.1
Initial Mobilisation & Assessment


55.1.2
Response


65.1.3
Preparedness


65.2
Benchmark 2: Quality and Scale


65.2.1
Delivering Quality in a Dynamic Relief Context


75.2.2
Appropriateness & Scale


85.2.3
Gender


85.2.4
Impact & Monitoring


85.2.5
WASH Activities


95.3
Benchmark 3: Management Structure


105.3.1
Programme Blueprint & Dialogue


105.3.2
Management Staff Turnover


115.3.3
Accountability to Affected Population


115.4
Benchmark 4: Key Support Functions


115.4.1
Business Support & OPAL


115.4.2
Finance & Bank Accounts


125.4.3
Logistics & Procurement


125.4.4
Funding


135.4.5
Human Resources


135.5
Benchmark 5: Coordination


135.5.1
 Local Municipalities


135.5.2 
UNICEF


135.5.3 
Other NGOs


146.
Day of Reflection


147.
Conclusions / Recommendations


147.1
General Findings


157.2
Key Recommendations


157.2.1
Current Programme


157.2.2
Regional Support & Future Programmes


158.
Appendices




   The RTE wishes to express our gratitude to our colleagues in Chile, Bolivia, Mexico and Oxford for their time, thoughtfulness, and willingness to engage in constructive dialogues with the RTE team. Without their openness and engagement, this RTE would have been much more difficult to draw conclusions. We hope to have accurately captured all the information relayed to us, and accept that any errors lie with the authors.
1. Executive summary

     On 12 January 2010, a devastating earthquake measuring 7.0 struck Haiti, the poorest country in the Western Hemisphere. Oxfam launched its biggest humanitarian response of recent Latin America history in Haiti, mobilizing personnel / resources from the regional management centre and the humanitarian department in Oxford. Less than 6 weeks later, an earthquake over 15 times more powerful (8.8) struck central Chile. Within a few hours after news of the Chile earthquake, the regional centre had mobilized an assessment team from Columbia, Bolivia and Mexico to determine needs and look at possible response options by Oxfam.  As Oxfam GB closed its country programme in Chile in 2009, these actions were done without the assistance of national staff or support systems that country offices traditionally offer start-ups of humanitarian programmes. How Oxfam responded to these dual challenges:

· launching a second emergency response in a region with limited humanitarian capacity; and 

· starting up a response programme in a country without an established Oxfam country office; 

  and what are the lessons that have emerged during the first few months of the Chile earthquake response formed the background of the Real Time Programme Evaluation mission from 14-28 April 2010. 

  In relationship to the programme, the overall impression is that Oxfam’s earthquake response in Chile to date is a good WASH-focused humanitarian programme, staffed by highly competent individuals and supported by effective management. Although the programme seems to be effective at meeting the needs of vulnerable groups and has made a good effort at coordination, there were delays in procurement of WASH materials that have hampered a quick and timely response. It is the view of the RTE team that while some of these delays are the result of external circumstances, the programme team need to improve their activity plans and monitoring schedules to limit the impact of these delays. 

  The RTE team are impressed about the support offered by the regional centre for this remote programme, specifically during the first few weeks after the earthquake.  During this time regional management staff rapidly mobilized an assessment team; recruited Oxfam experienced staff from the regional humanitarian register to deliver the programme; and negotiated with non - traditional donors to secure funds for this emergency response.  Decisions about the “programme blueprint” were taken early on, and communicated clearly – although the absence of opportunities for dialogue about the rationale for this decision (and possible options) has led to concerns among programme staff. Areas of additional support for the regional centre to consider for the Chile response include: extra public health programme capacity; and guidance on how to better deliver gender – sensitive programming and accountability. The RTE team believes that future humanitarian programmes in Latin America can be enhanced by stronger contingency plans and capacity building / scenario planning for urban responses.
2. Background
  In the early morning hours of 27th February 2010, a powerful earthquake measuring 8.8 on the Richter scale, struck off the coast of Chile. The quake (and its subsequent tsunami) was the seventh most powerful earthquake to ever be recorded, and severely affected the city of Concepción and the surrounding regions of Bio-Bio and El Maule. Although the death toll was small (less than 500), the damage was huge: 370,000 houses and 73 hospitals destroyed or damaged.  The government of Chile estimates that the financial cost of this disaster is USD 30 billion – 17% of the annual gross domestic product 
.

 The earthquake occurred two weeks before the inauguration of a new president, a factor that many observers believe is partly responsible for the lack of coordination in relief efforts. Although the new government of President Sebastian Piñera has recently released details of the National Reconstruction Plan, the lack of clarity about what earthquake affected people can expect from their government remains an issue. 
  As Oxfam GB closed its Chile office in July 2009, delays in the assessment and early response by Oxfam have been noted. An additional significant factor is that this disaster occurred less than 6 weeks after a more destructive earthquake struck Haiti. The scale of Oxfam’s emergency response in Haiti is unprecedented for the LAC region, with significant humanitarian resources diverted from the region and the Humanitarian Department. Given Oxfam’s humanitarian mandate, prior commitments to the government and partners in Chile, and needs identified by the assessment, a short term WASH – focused intervention was designed. 

  Although funding support from Oxfam Canada and Oxfam America was made available, there is no other Oxfam International affiliate in Chile.
3. RTE Methodology

   A three-person evaluation team visited the field programme from 15 – 24 April, where the majority of interviews took place. Ares visited included:  the municipalities of Concepcion, Dichato, Coronel and Lota in the Bio-Bio region; and Puertas Verdes, Pellines, Costitucion, and Chanco in the El Maule region. The RTE team leader conducted follow-up interviews with staff in the regional centre in Mexico City on 26 – 27 April, and presented preliminary findings to the senior management team on 27 April.

   The standard Oxfam International RTE methodology was used, although the ToR advised that issues related to the connectedness between the emergency response and longer term programming (RTE benchmark 6) were not applicable to a response where there is not country office or plans for further programming. 

  Approximately 30 persons were interviewed for this evaluation, including staff, beneficiaries, local authorities, donors, and NGO representatives. While attempts were made to interview as many key informants as possible, it was not possible to gather the views of all people who supported the assessment, and programme start-up. Nevertheless, the team believes that sufficient information has been collected from other interviews and project documentation to provide a good picture of the early days of this response.

4. Status of Program in the week of the RTE

  Based on assessment data and donor guidelines, Oxfam’s earthquake response programme in Chile is 5-month WASH focused project targeting 40,000 beneficiaries in six zones in the two worst affected regions: Bio-Bio and El Maule. A team of 11 (including administration / logistics / drivers) has been hired for the project, based in Concepcion and El Maule. A half-time media and advocacy officer supports the programme from Chile.

  Most of the programme staff persons hired for this project have prior work experience with Oxfam, in Columbia or Bolivia. A new programme manager (PM) took over during the week of the RTE, who is new to the organization. The first priority of the incoming PM appears to be updating work plans and revising budgets.

  Prior to the arrival of the RTE team in Chile, a view commonly expressed by persons in the Humanitarian Department and the Regional Management Centre was that the earthquake response programme appears “stuck”. During discussions in Santiago and Concepcion, the programme staffs were quick to acknowledge that activities haven’t progressed as rapidly as they would have liked.     While external factors were quickly identified as the key bottlenecks, the RTE team recognized certain internal inefficiencies in planning and monitoring that are also creating barriers. The team discussed both internal and external issues during the day of reflection on 23 April, and action plans were developed to address some of the more urgent programme needs.
5. Benchmarks

	5.1 Benchmark 1: Speed and Timeliness

The speed and timeliness of the response will be good relative to other actors, with consideration of emergency preparedness measures in place.


5.1.1 Initial Mobilisation & Assessment

  The initial alert and subsequent mobilisation of an assessment team was very fast. Communications between the Humanitarian Department in Oxford and the regional humanitarian team in Mexico took place within the first few hours after the earthquake. As the regional humanitarian coordinator (HC) was on holiday, the regional humanitarian capacity building adviser (HCBA) took charge. As the HCBA is responsible for the regional humanitarian register, his knowledge of experienced humanitarian personnel in the region helped him quickly identify staff for the assessment team.  Contact was also made Oxfam’s Bolivia country team, who offered personnel and logistics support for the assessment team. Three people from Columbia were selected for the assessment team: a PM; PHE and logs, and left later that day. Due to the closure of the airport in Santiago, the team flew to Caracas, where they met the HCBA who flew in from Mexico.  Difficulties with flight schedules and road and airport closures in Chile, the assessment team did not arrive in Santiago until Monday, 01 March. 

 After meetings with UNICEF and ex – Oxfam Chile staff in Santiago, the assessment team split in two and flew to Concepcion (02, 03 March) 
. Based on assessment reports, a decision to respond was made on 05 March. Although the assessment team had some initial hope that former OGB partner organizations might be engaged for relief operation, local partner capacity was found lacking. 

  The delayed arrival of the assessment team to the affected area resulted in a loss of funding opportunities with ECHO 
. Oxfam Canada was quick to facilitate access to Canadian International Development Agency funds (CIDA), as was Oxfam Canada. UNICEF, one of the first organizations contacted by the assessment team, has become the largest donor to this programme.

5.1.2 Response

  Six weeks after the earthquake, there is a strong perception that the response has been slower than would be expected of Oxfam’s capacity. A number of external and internal factors have been identified as contributing to the delay, including: 

   
- political context: The 27 February earthquake took place two weeks before the inauguration of a new president. The outgoing administration did not appear to respond decisively to the disaster, as it took over a week to get emergency food aid to coastal areas. President Michelle Bachelet herself came under heavy criticism after she hastily called off a tsunami alert a few hours after the earthquake struck. It was later determined that over half of the death toll from the earthquake was the result of tsunami waves striking coastal areas later that day. 

  Delays in government assistance are also assumed to be partly responsible for looting that occurred 48 hours after the earthquake. The outgoing administration was quick to call an 18-hour curfew to limit the looting, which wasn’t lifted by incoming President Sebastian Piñera until three weeks after the earthquake. 

- poor coordination at municipal level:

  The lack of a cohesive central government response to the earthquake also affected the ability of local municipalities in earthquake / tsunami affected areas to allocate their resources effectively. Military relief aid was uncoordinated and often failed to inform local authorities of their assistance plans. Poor coordination also limited the consolidation of information on the extent of damages, numbers of people affected, and aid delivered by private companies and charities.

- procurement delays:
   A significant factor in the delay of Oxfam’s response was the complexities of procurement in Chile. UNICEF, the primary donor for Oxfam’s response, initially required that all purchases must be made within Chile (see also section 5.4). This proved difficult for Oxfam’s logistics team, as goods were not available in sufficient quantities, or were held back from the open market due to requests to give priority to government or military orders 
.  A fourth difficulty encountered by the team was that most vendors are reluctant to offer payment on account, requiring cash payments upon receipt of goods. 

  The delay caused by these factors led the logistics team to purchase items in Bolivia. In some case, by the time these goods arrived, government / military / private assistance had supplied these goods in the areas of Oxfam interest 
.

- broad geographical area of coverage: The two most severely affected regions were E Maule and Bio-Bio. Oxfam began programmes in both of these areas, which are located approximately 6 and 2 hours distance from the main office in Concepcion. The long travel times and  small team are viewed as a factor in the delayed response, especially in terms of public health promotion activities 
.  

5.1.3 Preparedness

 As Oxfam closed its offices in Chile in March 2009, there were not any contingency plans to help guide this response. Although even the most up-to-date contingency plan might not have identified the procurement issues that have hindered this response, contextual information that typically forms part of the background section of a contingency plan might have proved useful to the assessment / response teams 
. 

 The Regional Humanitarian Strategy, updated after the January 2010 earthquake, does not take into consideration humanitarian responses in countries or areas where Oxfam does not have programme offices. This is not the first time that the region has faced this dilemma. In 2008, a criteria for response document was prepared prior to the closure of country offices in the English-speaking Caribbean. Although this document was not referenced during the early days of the Chile earthquake response, a “back of the envelope” set of response criteria was developed by the HCBA in the first 48 hrs. 

  The existence and support offered for a regional humanitarian register has proved instrumental in this response. Members of this register deployed to Chile are either existing Oxfam or ex-Oxfam personnel or partner staff. All programme staff interviewed placed a high value on register training and simulation exercises that they participated in over the past few years (see section 5.4), although it was difficult to see evidence of the specific learning gained from these workshops being applied to this response. The personal and professional rapport among team members in Chile appears to be a highly positive side benefit of register training. 

	5.2 Benchmark 2: Quality and Scale

Relief provided is of a quality and scale appropriate to the context that would be expected of Oxfam’s capacity, and is valued by the affected population


5.2.1 Delivering Quality in a Dynamic Relief Context 
  The RTE team found that the overall quality of assistance provided to date is good. In line with the programme blueprint, the Chile team has demonstrated a capacity to adapt their interventions to the changing circumstances in the field. This flexibility, and the efforts made to complement and support local responses where most needed, appear to be highly appreciated by beneficiaries, municipal officials, local health authorities and partner organizations. 

  Ensuring quality humanitarian relief over a broad geographical area with a small team is a challenge in a “typical” Oxfam humanitarian response. This challenge is compounded when working in middle income countries such as Chile, where the resources of the state and the expectations of the affected population are high. After a slow start, there is a general perception that the majority of earthquake-affected people have received assistance from the state. In line with the program blueprint, the team appears determined to ensure that their interventions have relevance to the immediate needs of the affected population.

  A third set of challenges the team face relates to an understanding of delivering humanitarian assistance in the urban context. Most staff agreed that it was easier to work in the more rural El Maule region than in the heavily urbanized Bio-Bio region, “because it’s more like what we are accustomed to”. Community structures in El Maule, both ad-hoc and pre-existing, are perceived to be more amenable to Oxfam’s style of engagement. As the El Maule region is off the beaten track from Concepcion, there is less involvement by the private sector in relief efforts than in Bio-Bio, making it easier to deliver assistance as originally planned.

  Similar to Haiti, the issue of providing humanitarian assistance to poverty vs. earthquake-displaced people is another element of the urban landscape in Chile. The new government of President Sebastian Piñera has declared that “relief camps will not exist in Chile after 2010”, and there is a highly visible effort to provide transitional shelters (media-aquas) at new settlement sites. In some municipalities, local officials are turning a blind eye to landless poor families who have moved into camps or taken over empty sites, in hopes of receiving shelter assistance and land titles. A spokesperson for one group of squatters said, “All we want is for the mayor to help negotiate land titles for us”. Although the Oxfam team is not discriminating between the landless and the homeless people, the needs of the former are more complicate to address than those of the latter.
5.2.2 Appropriateness & Scale

  The types of relief activities, and flexibility of the programme team in adapting to a dynamic context, appear appropriate to the context. The strong programme focus on emergency type WASH activities seems relevant to the needs and local capacity, although there is some question on whether these interventions are now suitable for the current response phase (see section 5.2.5 below). Keeping the advocacy focus at a local level where there is a greater opportunity for follow-up is deemed useful and pertinent to helping the programme realize its objectives and maximizes the impact. 

  During the RTE visit, discussions took place on the potential value of interventions in sectors other than WASH. Given the large numbers of unemployed or casually employed persons living in the camps, the question came up on whether cash for work (CFW) schemes, focusing on improving the environmental health conditions of these settlements, might have been an appropriate method of supporting livelihood recovery. While the possibility of including a CFW component in the intervention strategy was discussed during the assessment, it was not considered as an urgent need 
. Other agencies, such as the Chilean Red Cross, have begun implementing CFW for debris cleaning, as well as unconditional cash grants to vulnerable families 

  Shelter was the other sector that generated discussions. The need for emergency shelter options that would be suitable for cold weather climates was initially highlighted during the assessment, and repeated as the poor thermal insulation properties of the transitional shelter became known. Attempts made to procure quality plastic sheeting from Oxfam’s regional warehouse in Panama were unsuccessful, due to the high demand for this material in Haiti. Also unsuccessful was follow-up to the request made to HD during the assessment (and in sitreps 6 weeks into the response) for shelter technical support. It is likely that the primary reason for not responding to these requests was due to HD’s focus on trying to scale up Oxfam’s emergency shelter operations in Haiti.

  The scale of the response to date appears low, which is seen as the result of three key factors:

- procurement delays (see elsewhere in this report);

- lack of coordination / duplication of relief efforts;

- small sizes of camps (less than 200 people), leading to expanding the geographic area of coverage to reach beneficiary targets.  

5.2.3 Gender

  Although the response team is highly sensitized to the importance of gender issues in planning, delivering, and monitoring a humanitarian response, there was little evidence of concrete actions that demonstrate this sensitivity. What has been done to date include: rejecting locally available buckets due to their size; providing separate toilets for men and women at some sites; and reporting gender disaggregated data 
. As one interviewee noted, “gender isn’t brought to the table”. 

 In recognition of the importance of ensuring that gender issues are mainstreamed into humanitarian responses, the day of reflection included a session on:  “What can be done to better include gender awareness in our work?” Suggestions included: distributing brochures that highlight women’s rights; and placing identification stickers on toilets. The RTE team believes that the response team should be strongly encouraged to increase their efforts in demonstrating what a gender focused response should look like.

5.2.4 Impact & Monitoring

  Although the relief provided to date appears to have been highly valued by beneficiaries, the real impact of Oxfam’s intervention has been difficult to assess. Due to the value that the programme team places on engagement, staffs are frequently in contact with beneficiaries. It is unclear, however, how these views influence programme decisions. The RTE team believes that the monitoring systems put in place in for this programme are a): of questionable utility to determine impact, or demonstrate accountability; or b): not utilized as effectively as they might be.

  Similar to other WASH - focused humanitarian programmes in the region, monitoring plans for the Chile earthquake response are heavily weighted toward the end of the programme cycle. While late project monitoring can provide useful data for donor reports and evaluations, it often fails to capture qualitative information that could be used to help adjust intervention strategies that better suit the present needs / concerns of beneficiaries. 

  WASH teamwork plans shows several different time frames for monitoring activities. Although heavily weighted towards the final months of the project, there is recognition that “accompaniment” of beneficiary committees and volunteers should an ongoing activity throughout the programme cycle. The RTE team suggests that the team adopt a more systematic reporting of what beneficiaries are telling them, and following up more quickly after distributions of goods and services to find out the impact and value of these activities.

5.2.5 WASH Activities

 There are 5 main WASH activities in this programme:


- water supply (trucking& tanks): Oxfam is planning to distribute water via  16 tanker trucks in 3 of 3 zones in the Bio-Bio region, and 1 in El Maule. In the municipality of Dichato in Bio-Bio, Oxfam supported the municipality to take over water supply delivery from the local fire department, which was highly appreciated by the end users:  “Before Oxfam came the flavor of the water was bad and many persons got sick...”  
. There is no systematic evidence that the delivered water is being treated with chlorine at the source, or tested. 

  As contracts between Oxfam and the municipalities in this region lack details on the exact quantities and locations of water to be delivered each week, it is difficult for the programme team to inform end users of the tinkering schedule. One beneficiary said that he had to “flag down a water truck as I don’t know when to expect a delivery”. 

  At this stage, the team is looking at two exit strategy scenarios: a): having local municipalities assume full financial responsibility for water tinkering when Oxfam’s programmes close in July; and b): financing the partner led installation of small -scale water supply systems in some camps.

  The WASH team is also supplying 200 plastic water tanks (3400 litres) for camps throughout both regions. As the procurement of these items has been delayed, the current need is much less. Negotiations are underway with UNICEF to see if funds from water tank purchases can be transferred to small-scale water supply schemes. Some concerns have been noted about the lack of adequate drainage at the tank sites.


- hygiene kits & water storage: Procurement delays have also called into question the present need for hygiene kits. In the initial budget, the total number of hygiene kits was 8000. This was later reduced to 1000 kits, after it became known that camp residents in several of Oxfam areas of intervention had already received similar materials.  Orders for hygiene kit materials have only recently been placed. It is likely that part of the delay in ordering these kits is due to delays in recruitment / deployment of a permanent public health promoter. 

   The teams in El Maule and Bio-Bio have distributed around 60% of the 10,000 water storage containers (either 20 litre jerry cans, or 16 litre buckets with lids and taps) provisioned in the original budget. This intervention appears to be highly valued by beneficiaries, given the challenges they face in procuring and storing water.


- sanitation:  The UNICEF original proposal has lump sum amount for sanitation, which the WASH team is planning to use for: a) chemical toilet rental; b) semi–permanent latrines. While chemical toilets appear to be an appropriate technical option for emergency sanitation, a number concerns by users (esp. women) have been raised about the lack of cleaning & maintenance. Other issues raised during the RTE visit include: placement of the chemical toilets in low-lying, possibly flood prone locations at camps; absence of lighting around chemical toilets; and inadequate water supply or soap to facilitate hand washing after toilet use. These concerns highlight the importance of ensuring that a strong social promotion component accompanies the technical issues.

 At present, discussions are underway with a local partner to construct semi permanent latrines in El Maule and Bio-Bio regions.


- hygiene training & promotion: The programme team has had two public health promoters. The first arrived in week 4 of the response on a temporary contract, and handed over her work to a permanent post holder 3 weeks later. Presently, all public health promotion activities fall under the responsibility of one Oxfam staff person. Volunteers from six different groups – ranging from inexperienced scouts to outreach workers from regional public health authorities – are being trained in Oxfam-style hygiene promotion, focusing on hand washing and safe water treatment at a household level. Although there is a high level of awareness of good hygiene practices among the affected population 
, it is apparent that an additional Oxfam public health promoter is needed to help reach programme objectives.

- water quality testing: As part of the UNICEF contract, Oxfam is purchasing 9 Del Agua portable bacteriological water testing units for regional public health offices in Bio-Bio and El Maule. Training and additional consumables are included in this activity line. The lack of evidence of chlorine residual testing in tanker delivered water, and absence of a clearly defined water testing strategy for the project raises questions as to the impact of this intervention.

	5.3 Benchmark 3: Management Structure

An effective management structure is in place, that provides clarity and well-communicated decision-making and direction (including partners) and is appropriately accountable to the affected population


5.3.1 Programme Blueprint & Dialogue  

  Organizational expectations for the earthquake response were set early on, and were clearly communicated and well documented. These expectations focused on the scale and size of the response (40,000 beneficiaries); programme length (5-6 months); and sectoral interventions (limited to WASH activities). While assessment findings are reflected in this programme steer, senior management concern over “mission creep” was a key factor as well. The primary concern expressed by senior managers in HD and the RC was the need to avoid raising expectations that Oxfam might be considering re-opening a programme office in Chile. 

  Despite the clear communications on the programme blueprint, most field staff raised questions to the RTE team about the possibility of extending the programme time frame and/or changing the activities. Additional questions asked in Chile and Mexico included: the rationale behind management decisions not to consider other sectoral interventions (such as emergency shelter support); and why the advocacy strategy was limited to local municipalities vs. regional / national targets. Although questioning by programme staff of decisions made by distant managers is a feature of many humanitarian responses, it is often attributed to a lack of:

-  transparency in decision-making 
; 

-  clear leadership or timely decision making 
;  or 

- clear guidelines for the response 
.

 As none of these factors were present in this response, the RTE team suggests that there are two reasons for the questioning about decisions already made: the complexity of delivering an “Oxfam-style” humanitarian response in Chile; and the lack of opportunities for dialogue between field staff and distant managers. 

 All field staff interviewed referred to the complex nature of the context, and admitted that they were not accustomed to working in middle income countries in industrialized urban and peri-urban settings, with local governments as the primary assistance provider. As procurement issues delayed Oxfam’s response, needs had been already been addressed by municipalities and / or private sector charitable initiatives once materials became available for distribution. While sitreps and telecons notes have documented these issues, it is suggested that more opportunities for dialogue between Chile and Mexico would have been useful for field staff to have better clarity about how to adapt the programme blueprint to meet the changing situation.

 The absence of a country director, or other senior Oxfam manager in Chile, may have limited the opportunities for dialogue as well. Typically, country directors are the lead for category 3 and category 2 emergencies. Part of the country director role is to serve as a gateway for clarifications and concerns between the region and the programme, and they often act as lobbyists on behalf of field staff. While the Bolivia country director played this role during the initial assessment and scale –up, the gateway function ceased to exist by the 4th week of the response.

5.3.2 Management Staff Turnover  

  Typical of many Oxfam humanitarian responses, the lack of continuity in management staff appears to have had an impact on programme delivery. As the Regional Humanitarian Coordinator (RHC) was on holiday during the first two weeks after the earthquake, the Regional Capacity Building Coordinator (who also led the assessment team) assumed a key role in guiding the early response. Upon her return, the RHC resumed her oversight responsibilities for the Chile programme until week 6, when she handed over her post to a new regional humanitarian coordinator. While not ignoring the Chile programme, the new RHC focused a significant amount of his first few weeks in post to the ongoing humanitarian response in Haiti. 

  For the first three weeks of the Chile earthquake response, the nominal lead for sitreps was the Bolivia country director. The acting in country programme manager, who was also part of the initial assessment team, then assumed these reporting responsibilities. A new response programme manager was recruited in early April, and arrived a few days before the RTE team’s visit. The primary impact of this change in programme managers appeared to be reluctance by the previous manager to push through programme changes prior to the arrival of his replacement. 

 Given the urgency to recruit a new programme manager, the regional centre induction for the incoming manager took place a week after he arrived in the field (and after the RTE team had left Chile). As the incoming manager has not previously worked for Oxfam, the RTE team felt that a quicker induction to Oxfam procedures would have been preferable. 

5.3.3 Accountability to Affected Population  

  During the RTE visit, the RTE team saw evidence of demonstrating that needs and stakeholder views had been taken into account. The Public Health team in Bio-Bio identified a displaced community in Lota in need of water storage containers on a Thursday, and delivered buckets with lids within 48 hours to an appreciative population. Criticisms of Oxfam’s interventions were rarely heard, but even then they were tempered by comments that showed efforts had been made to improve the situation (see section 5.5).  

  Despite the strong value that all field staff place on consultation and accountability, the RTE team observed several areas where a lack of effective monitoring is hampering accountability. For example, water trucking contracts between Oxfam and municipal authorities / private companies do not establish the amount of water to be delivered, nor the delivery schedule. Given the experience of the field staff in implementing monitoring systems in previous responses in the region, the RTE team felt that a more systematic approach to monitoring would help the programme to ensure better accountability.

	5.4 Benchmark 4: Key Support Functions

Key support functions are sufficiently resourced and being effectively run. Risks that are being taken are being calculated and documented


5.4.1 Business Support & OPAL

   Ensuring that an Oxfam experienced business support manager (BSM) is immediately available to support field operations has been identified as a critical need in previous humanitarian responses in the region 
, and elsewhere 
. This is deemed especially important for programmes in countries where Oxfam does not have an office. GB’s Bolivia team deployed a business support manager to Chile on the 12 March to help set up financial control systems and support office and staff housing set-up. Although this person had to leave 10 days after his arrival to help with end of the financial year reporting in Bolivia, a regional risk manager was sent to cover for two weeks until the BSM returned. A number of those interviewed expressed the view that an earlier deployment of a BSM would have been appreciated, given the challenges faced by a small team in setting up a humanitarian response with a small team in an unknown country. 

 The OPAL system is currently managed at the regional centre, and at the time of the RTE team visit, was not to up to date. The project entries were limited to the initial Cat Fund allocation, and the UNICEF contract allocated to a PIP. This ineffective use of OPAL as a programme management tool has been identified as a weakness in previous humanitarian responses in the region, and elsewhere 
.

 Despite this weakness, it is felt that key support functions have operated relatively smoothly. The BSM, alongside the Regional Risk Manager (who was also deployed for a period), have ensured that minimum standards have been set, and that procedural guidelines for finance, administration and logistics are in place and understood by other team members. 

5.4.2 Finance & Bank Accounts

The finance system is functioning although is not ideal. A bank account remains in place after the closure of the old country programme in 2009, although these funds are use to support partner led programmes elsewhere in the country Oxfam has 2 legal representatives based in Santiago who are authorised to withdraw and transfer money on this account. Power to change or add legal representatives remains with the previous country director, who would be required to be physically present should such changes need to be made. Therefore the Santiago-based representatives remain the only ones able to release money from the bank account and transfer funds to the programme in Concepción 
. 

 Although this system works, it is not without risks. One concern is that many vendors and suppliers in Chile are not amenable to anything other that up-front payment for good and services. In practice this means delays in purchases until sufficient funds have been transferred from Santiago; or the need to keep large amounts of cash at the office. These risks are recognised by the team, and compliance with Oxfam minimum standards remains high. The team is also making efforts to minimise risks though negotiating with suppliers; using safes at the office; and making efficient use of transfers. 

5.4.3 Logistics & Procurement

   The decision to send an experienced logistics person as part of the initial assessment team has been identified as highly useful for initiating the humanitarian response in Chile. As the lack of experienced logistics personnel has been identified as a major constraint in humanitarian responses in the LAC region 
, it is fortunate that an Oxfam experienced logistician from Columbia was available for the Chile response. To help with local procurement and setting up of offices and accommodations, a local logistics specialist was recruited after 6 weeks. A number of interviewees suggested that an earlier deployment of local logistics support would have been preferable, although the reason recruitment delay is unknown 
. 

As highlighted in 5.1, a significant factor that contributed to procurement delays was the contractual obligation with UNICEF to purchase items within the country of operation. The regional funding coordinators were eventually successful in negotiating with UNICEF in Copenhagen to permit flexibility with this requirement. It is widely felt, however, that the negotiation with UNICEF was unnecessarily lengthy, resulting in delays in procurement while negotiations took place. 

 At the current time the Programme Funding Department in Oxford are trying to negotiate a global agreement with UNICEF to use our own procedures. This process has been slow, with no response to date from UNICEF on this request. The example of the delay in the Chile earthquake response due to these rules serves as strong incentive to push through this negotiation. 

5.4.4 Funding

  In addition to contract negotiations with UNICEF, the regional funding coordination team in Mexico oversaw donor negotiations with Oxfam Canada and their primary donor, the Canadian International Development Agency (CIDA).  Although the initial pledge from CIDA was CAD 700k, it was eventually reduced to CAD 250k. This created confusion for the field team writing the proposal, some of who expressed concern that their lack of knowledge of this donor (CIDA) created problems in programme planning. One field staff suggested that internal confusion over whose responsibility it was to write the proposal (i.e., the regional funding team or the field), particularly in light of it being an ‘unusual donor’, was also an issue. Although the region centre offered to send a funding coordinator to the programme, the field team did not take up this offer. In retrospect, as the proposal writing process was time consuming for the field staff, it might have been more expedient if the offer for in-country support from the regional centre had been utilized.

. Apart from procurement issues, communications over funding issues with UNICEF were perceived as more straightforward by the field team. This is no doubt due to good working relationships between Oxfam staff and the UNICEF technical adviser, who had previously worked as WASH Cluster Coordinator in Latin America. 

 As in previous responses in the region (and elsewhere), Oxfam Canada has been very supportive this OGB humanitarian response. Oxfam America has also been very supportive and flexible with their appeal funds, although it is recognized that Oxfam GB is slow in providing timely information on programme progress. 

5.4.5 Human Resources

  The use of the regional humanitarian register to staff this response is noted as a highly positive attribute of the Chile programme. A high level of professionalism and familiarity with Oxfam’s ways of working and core values is apparent in the team. The majority of staff deployed from the register, or seconded from Oxfam programmes in Bolivia and Columbia, expressed the opinion that previous capacity building workshops and response simulation exercises supported by countries or the region were very useful.  It is clear to the RTE team that investments in the regional register over the past several years have been of value in this response.

 Concerns were expressed by many of the staff, however, that the salary structures put in place for the Chile response were inequitable and confusing. Examples of salary discrepancies between senior and junior staff were cited, where some junior staff receiving a higher salary than their managers. The salary discrepancies were recognised early in the response, and discussions were held at the regional centre to seek resolution of these issues. Due to the discrepancy between salary scales in Columbia and Bolivia, it was felt that a more equitable solution would be to use the Chile salary scale. While this may have been an appropriate solution, clarity about what regional staff can expect when working in humanitarian responses outside of their countries and normal contracts should be established and communicated. The regional humanitarian team is aware of these issues. and engaging in discussions with the regional human resources department. 

	5.5 Benchmark 5: Coordination

Our relationships are productive and well coordinated, and we are having a positive influence on others.


5.5.1
 Local Municipalities

  In the absence of official coordination mechanisms, Oxfam was quick to contact municipal authorities. Most authorities were complimentary about Oxfam’s efforts to identify needs and offer assistance. In one municipality, local authorities expressed gratitude that Oxfam staff “didn’t come her to tell us what to do, but listened to what we need”.  

  The record is rather spotty, however.  In the same region, a different municipal official said: “Coordination has been complex with everyone wanting to work independently. World Vision were better than Oxfam at recognising the need for this coordination […] but despite this difficulty at the beginning we are very thankful for the very important work Oxfam is doing”. This comment specifically relates to sharing of information, where earlier consolidation of affected communities between stakeholders may have resulted in more effective targeting on both the part of the municipality and of Oxfam. 

5.5.2 
UNICEF

  There has been strong and effective coordination with UNICEF from the initial assessment to the present time. Much of this can be attributed to the personal and professional relationships that Oxfam (both organizationally and individually) has developed over the past 5 years with the UNICEF regional WASH cluster coordinator. As a strong supporter of Oxfam, this UNICEF official was instrumental in helping the team with identifying contacts, programme design and obtaining funds for this response. Although Oxfam and UNICEF in Copenhagen had different views on procurement requirements, negotiations to resolve this were conducted in a positive and collaborative fashion.

5.5.3 
Other NGOs

  Oxfam’s team in Chile has positively engaged with other NGOs involved in the earthquake response. The strongest interagency relationships seem to be with World Vision, especially in the municipality of Dichato in Bio-Bio; and the Fundacion para la Superacion de la Pobreza in both regions.  Initial contacts and a push by UNICEF for collaboration between Save the Children and Oxfam in El Maule do not appear to have been followed up on. This is most likely the result of lack of staff capacity. 

6. Day of Reflection

  The RTE day of reflection was held on Friday, 23 April in Concepcion and attended by 8 of the 11 Oxfam response team members. In support of the incoming programme manager’s initiative to strengthen team work plans, the day began with participants identifying programme strengths / weaknesses / opportunities / threats (SWOT Analysis). Issues raised in this exercise were then referred to during the course of the day, and re-evaluated for relevance and possible actions to be taken during the closing session.

  There was a good interchange of views and ideas between the RTE team and the programme staff during this workshop.  Evaluation questionnaires indicated that the majority of participants viewed the day of reflection as valuable to highly valuable, and the methodology chosen as useful to very useful. Written comments included: “Sometimes its necessary to have an outsiders view to help us reflect on what we’ve done, or might have done”.

  Opinions on how effectively the RTE team captured the experiences of the programme to date were also high, although one written comment stated that the some of the conclusions of the RTE team “should be tempered by their knowledge and short period of time spent in the field”.

  A 4th question related to how effective were communications between the predominantly Spanish- speaking staff and the RTE team (of which 2 of the three team members were bi-lingual, while the third communicated through a translator).  The majority of the programme team stated they had no difficulties with this, although one person suggested that more direct, value-oriented questions would have help make discussions more focused.

7. Conclusions / Recommendations

7.1 General Findings

  Overall, the RTE team believes that Oxfam’s earthquake response in Chile to date is a good humanitarian programme, staffed by highly competent individuals and supported by effective management. Although project activities have been delayed, primarily due to external factors, it is believed that two elements currently missing in the programme are need to help ensure that programme objectives are realized on time and within the allocated budget. These two elements are:


- the implementation of more robust individual and team work plans: and


- the deployment of additional public health programme staff. 

   The RTE team is also impressed with how effectively the regional management team was able to respond to the Chile earthquake, less than two months after the more destructive and deadly earthquake in Haiti. As Oxfam’s Haiti emergency response in Haiti is the largest and most complex humanitarian response in Oxfam’s 40-year history of working in Latin America,  initiating a new programme in a middle-income country where Oxfam has minimal presence is laudable. One of the keys to mobilizing assessment teams and deploying experienced people for this programme was the investment in regional humanitarian registers. A second important factor was the strong contributions in logistical support by country directors and programme staff in Bolivia and Columbia. 

  While Oxfam’s 2010 earthquake response programme in Chile appears to be effective in meeting emergency water, sanitation, and hygiene promotion needs of vulnerable groups, there are two important areas that the RTE team feels are missing in this programme. The first is the limited efforts to date on addressing gender concerns in activities. Given the organizational importance of demonstrating gender mainstreaming in all programmes, the RTE team feels that the team in this respect can do more.

  A second concern is the poor attention paid to ensuring that the emergency programme also includes a focus on increasing the resilience of the disaster-affected communities. This link between emergency response and adaptation / risk reduction (ARR) is a key principle of the LAC regional humanitarian response strategy, as well as an organizational expectation. While recognizing the difficulties in making clear linkages between humanitarian responses and ARR (especially in a 5 month time frame), the RTE team believes that all emergency programmes should be seen as opportunities to demonstrate this commitment.

7.2 Key Recommendations

7.2.1 Current Programme

The RTE team believes that the impact of the earthquake response programme on meeting the short and longer term needs of the target populations can be increased by:

· improving the monitoring of project activities through a more systematic reporting and documentation of beneficiary views.

· review and update individual and team work plans more frequently, to improve efficiency in operations and permit more effective communication to stakeholders on planned activities;

· deploy a second public health promoter, and review the costs / benefits of using a large number of diverse volunteer groups to help implement hygiene education activities.

7.2.2 Regional Support & Future Programmes

    To improve the support to the current - and future - humanitarian responses, the RTE team recommends that:

· provide improved guidance and support on practical ways of integrating gender and adaptation / risk reduction principles into humanitarian programmes;

· increase the opportunities for dialogue and discussions between field staff and senior managers about programme directions;

· clarify salary scales for register staff deployed for humanitarian responses in the region; 
· revise the LAC humanitarian strategy to include criteria for response in countries where no Oxfam offices are present;

· include urban response scenarios in capacity building  activities for register staff.
8. Appendices

8.1 Terms of reference
8.2  Itinerary

8.3 Time-lines










� OCHA sitrep #15 02 May 2010


� While three days for an assessment team to begin work may appear somewhat late, it is important to note that government aid did not arrive in Concepcion until 02 March.  


� ECHO primary emergency decisions are usually made within 72 hours of the emergency and must be started within 5 days. 


� E.g., chlorine.


� E.g., hygiene kits, water storage tanks.


� The PHP team consists of 1 person for both areas, who is responsible for delivering / supervising public health promotion for 40,000 people. In comparison, the Haiti earthquake response has a ratio of 1 PHP per 6000 beneficiaries.


� The RTE review of 2006-2008 echoes this conclusion: “A lack of shared knowledge about the country context and programme information … hampered overall response management in several cases”.





� As UNICEF emerged as the primary donor for this response, other funds for cash for work or livelihood activities would need to have been secured. 


� IFRC Operations Update – Chile Earthquake (No 5; 27APR2010)


� There is some evidence to suggest that gender disaggregated data only began to appear in sitreps after the regional centre requested this.


�This is likely to be related to a better water supply source (deep wells), as fire departments in this area routinely use non-potable water for fire fighting.


�The 2009 H1-N1 virus outbreak in Mexico led to an effective, countrywide campaign on hand washing in Chile.


� RTE Haiti – November 2008


� RTE Nicaragua – November 2007.


� RTE Peru – September 2007.


� See RTE Nicaragua (2007); RTE Peru (2007).


� See RTE Pakistan (2006); RTE Lebanon (2006).


� Reference: “Raising and sustaining quality across responses and regions – a review of the 2008-9 RTEs” Gould , C. 2009


� As it would take approximately 3-4 months to set up another bank account, this has not been considered as a viable option. 


� The lack of regional logistics staff has been identified as an issue during the Haiti 2010 earthquake response, where expatriates staff all key logistics positions – including warehouse.


� The sitreps do not mention the need for local logistics support.
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