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1. Introduction 
 
1.1 A background to PHF 
 
1.1.1 PHF 2003 – November 2010 
Following the 2002 earthquake in Pakistan, a group of INGOs working on disaster response formed an 
informal network by the name of Northern Areas Earthquake Relief Operation (NAERO). The objective of 
the network was to coordinate emergency response and rehabilitation activities of INGOs in the affected 
areas. Based on the perceived value of this network a workshop was held in June 2003 to discuss the 
viability and importance of an informal coordination body at national level. The leading INGOs working 
in disaster response and development programmes participated in the workshop and agreed to form 
the Pakistan Humanitarian Forum (PHF). Since its initiation PHF has been mandated to collectively 
represent INGOs and interface with the Government of Pakistan and UN humanitarian agencies. 
Moreover, it seeks to strengthen the level of coordination, information sharing and advocacy efforts of 
the humanitarian sector. The key membership contact point for PHF is the most senior employee of 
each member INGO – usually the Country Director or equivalent. The Chair of the forum is elected 
annually from the membership base, from 2003 – 2010 the forum was Chaired voluntarily by a number 
of leading INGOs including World Vision, Islamic Relief, Church World Service, Oxfam GB and 
International Rescue Committee alternatively. In the period, prior to a formalized and funded 
Secretariat, the elected person took on the responsibilities of PHF Chair concurrently with the 
responsibilities of their contracted position – usually Country Director of a leading NGO. The 
organization of the PHF Chair held primary responsibility for funding the PHF secretariat and any 
supporting staff from their own budgets, with some support also coming from membership fees.   
 
Over recent years PHF has become increasingly active, this is the response in part to the great need in 
Pakistan’s complex emergency environment, to communicate, coordinate and work together for greater 
impact. Issues of shrinking humanitarian space, fluctuating funding and humanitarian needs as well as 
deteriorating security and the increasingly political nature of humanitarian debate, have meant that 
agencies have needed to come together to coordinate and advocate jointly, with one voice, for a better 
working environment. However, with no independent funding the capacity of PHF to meet these needs 
was limited and stretched beyond its limits during emergencies where coordination, advocacy, security 
and representation requirements surge.  
 
At the same time, the then NGO security forum had critical gaps in terms of capacity to: analyze events 
and trends; provide expert technical assistance and training; and interact, in a coordinated manner with 
security forces, actors in the government or wider assistance community. In response to the overstretch 
of the PHF Chair and the gap in NGO risk analysis and support, PHF, led by IRC as the then Chair, took 
forward discussions and assessments with the PHF membership in December 2009 and March 2010 to 
determine their interest in a) formalizing the secretariat and expanding its role in terms of coordination 
and advocacy and b) establishing a coordinated INGO-based mechanism for improved risk analysis and 
support. The 2010 Survey sought to establish: a) the most useful mechanisms for humanitarian 
coordination in Pakistan; b)the largest gaps in humanitarian coordination in Pakistan;  and c) the highest 
priority services from a PHF secretariat.  
 
Regarding humanitarian coordination the majority of members involved in the survey indicated that PHF 
was one of the most effective coordination mechanisms in Pakistan stating that the forum enabled 
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INGOs to unite around key issues of common interest. Members appreciated the opportunity for 
advocacy, joint representation and information sharing. At the same time gaps in humanitarian 
coordination were highlighted – specifically in relation to humanitarian space and access as well as 
assessments, coordinated funding mechanisms and information products. In terms of looking forward 
members prioritized the following services:  

1. Representation at policy/operational/media fora, 
2. Security coordination, information and capacity-building1 
3. Joint Advocacy  
4. Interface with donors 
5. Mediation between government agencies and PHF members 

 
Other priorities included policy events and reports on key humanitarian issues and collection and 
dissemination of information. Based on the findings of the survey and the clear need for more power 
behind PHF to meet the coordination, advocacy and risk analysis and support needs of the PHF 
membership (INGOs), a decision was made to formalize the PHF Secretariat through independent 
funding to establish and staff the Secretariat with a dedicated Coordinator and Advocacy/policy Focal 
Point and to develop a Security Risk Analysis and Support arm to compliment the Coordination and 
Advocacy arm of PHF.   
 

1.1.2 PHF December 2010 onwards 
Funding for the PHF Secretariat was secured for a 12 month period commencing 1 December 2010. The 
funding enabled formalization and expansion of the PHF Secretariat including establishment of a specific 
PHF secretariat office to house the new Secretariat structure including: PHF Coordinator; 
Advocacy/Policy Coordinator; PakSafe Director, PakSafe Deputy Director, PakSafe Analyst; and PHF 
Secretariat support staff including finance and administration. The PHF Secretariat Project Document is 
summarized below in Figure 1: 
 
Figure 1: PHF Secretariat Project Document Summary 

Principle objective To improve the performance of humanitarian response in Pakistan 

  INDICATORS 

Specific Objective: To improve the coordination, information 
exchange, collective voice and security 
management  of international NGOs in Pakistan 

# of INGOs participating 
 
# of internal and external agencies 
rating the PHF Secretariat and 
PakSafe performance and services 
as excellent 

Result  1: Increased information sharing and greater capacity for joint PHF representation and 
advocacy 

Activities:  1. Meeting coordination/PHF 
representation/advocacy 
2. Information collection/dissemination 
3. Ongoing needs assessment, individual 
consultations and mentoring 

-  24  Executive Committee, PHF 
members and PakSafe meetings 
held 
- 8 PHF policy/advocacy initiatives 
 

Result 2:  Improved security information and management services available to PHF members 

Activities: 1. Monthly PakSafe Country Director meeting - 18 updates including monthly 

                                                           
1
 An internal evaluation of PakSafe will be conducted in January 2012, for the purposes of this evaluation 

only feedback from PHF members on initial PakSafe services is included.   
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2. Incident tracking and analysis 
3. Individual agency consultation and mentoring 

security trends analysis reports for 
clients 
- 10 PakSafe ‘consultant’ visits to 
agencies 

 

1.1.3 PHF Mission and objectives activities and structure 
The PHF Terms of Reference was developed in 2009 to define the operations and ways of working of 
PHF. It is necessary to note that, at the time of the evaluation, it had not been updated since the PHF 
Secretariat was formalized and expanded: 
 
Mission Statement: To enhance the coordination, information exchange and collective voice of INGOs 
operating in Pakistan so as to enable them address the humanitarian, recovery and sustainable 
development needs of the country effectively and efficiently, with a special focus on the rights of those 
who are disadvantaged and vulnerable. We are committed to work in partnership with each other, the 
government, donors, local Civil Society Organizations (CSOs) and communities. 
 
Objectives of the Forum:  

 To enhance coordination and linkages with government and other key players in the humanitarian, 
recovery and development sector 

 To monitor the humanitarian situation and disaster response in the country 

 To influence policies, practices and resource allocation in favor of peoples and vulnerable groups 
affected by humanitarian crisis and emergencies  

 To promote best practices, standards and programme quality in emergency, recovery and 
development responses  

 Building members capacity towards effective and timely individual and collective responses to 
emergencies 

 To enhance shared learning and information exchange 

 To facilitate joint emergency response and rehabilitation interventions in disaster affected areas of 
Pakistan. 

 
Main Activities of the Forum: 

 Organize regular monthly meetings and extra-ordinary meetings as need arises  

 Coordinate and communicate relevant information to Forum members through email lists, yahoo 
groups, SMS, WebPages, etc. 

 Networking and liaison with relevant government and donor agency counterparts 

 Organize policy briefings to members on issues that affect the work of the members 

 Create platforms for joint advocacy, collective voice and policy positions that are relevant to the 
community 

 Undertake or initiate action research and assessments of disaster situations to provide timely 
information to members 

 Facilitate joint security assessment, analysis and information sharing that impact on humanitarian 
responses 

 Initiate joint response and rehabilitation interventions in the disaster affected areas of Pakistan. 
 
Organizational Structure 
PHF has three basic organizational structures: 

 General Forum 
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 Executive Committee 

 Administration and Coordination Unit (now the expanded Secretariat) 
 
The General Forum is the body consisting of the members of the forum represented by their Country 
Director or equivalent authorized to make decisions on behalf of the organization. The General Forum 
elects its Chair and Executive Committee (Excom) by a majority vote. The PHF Chair serves also as the 
Chair of the Excom. The General Forum is responsible for reviewing and approving new membership, 
policy and ToR of the forum as well as, when called by the Excom, to validate and review products of 
working groups/task forces set up by the Excom.  
 
The Executive Committee of elected members is formed to help in the management and coordination of 
the Forum and consists of 7 members (including the Chair and previous Chair). It represents the 
membership profile and, led by the PHF Chair, is accountable for all membership activities. The Excom 
holds regular monthly meetings and calls General Forum meetings as required and is responsible to 
form working groups/task forces to implement activities, deal with emerging issues and advocacy 
efforts.  
 
In addition to full members PHF accepts affiliate members including National NGO networks; donor 
agencies and international organizations (created by treaty i.e. ICRC). Affiliate members have observer 
status but no voting power.  
 
The ToR also outlines the role and functioning of the Administration & Coordination Unit. Since 
December 2010 with formulization and expansion of the PHF Secretariat this reality has somewhat 
changed from the ToR which is yet to be updated. At this time the PHF structure consists of: The 
membership; The Chair; The Excom; and the PHF Office Including: 

 PHF Coordination and Advocacy Unit (staffed at this point in time by the PHF Coordinator and the 
Advocacy and Policy Coordinator); 

 PHF Safety and Security Unit - PakSafe (staffed at this point in time by the PakSafe Director, Deputy 
Director, Project Manager and Analyst) 

 The PHF Secretariat Support Unit (staffed at this point in time by the Finance and Logistics Officer, 
Coordination and Logistics Assistant and Receptionist).   

 
For the year covered by this evaluation, IRC as the grant holder has provided the PHF Secretariat with 
administrative, financial, logistical, HR and technical support; all budget management, recruitment, 
donor reporting and procurement were facilitated through IRC and all PHF Secretariat staff held 
contracts with IRC. PHF Advocacy and Coordination staff were seconded to the organization of the chair 
and reported directly to the Chair i.e. Country Director of CRS. PakSafe staff reported to both IRC as the 
grant holder and the PHF Chair; IRC for line management and PHF Chair for day-to-day operations. Both 
the PHF and PakSafe arms of the PHF Secretariat reported to the PHF Chair and were guided by and 
accountable to the PHF membership, as led by elected PHF Chair and Executive Committee.  Finally IRC 
managed the ECHO grant and CRS, as the organization of the Chair, managed the PHF membership 
funds. The PHF Secretariat was funded also by OFDA during the same period. The structure seeks to 
ensure that the PHF secretariat is supported by efficient systems whilst maintaining its autonomy and 
independence from any one organization.   
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1.2 Evaluation of the PHF Secretariat: result 1 of the ECHO log frame 
It is now one year since funding was secured to enable a) formalization of the PHF secretariat and 
expansion its role in terms of coordination and advocacy and b) establishment of a coordinated INGO- 
based mechanism for improved security analysis and support. The grant of Euro 300,000 that PHF, 
through IRC as the grant holder, received from ECHO from 1st December 2010 to 31st November 2011 
has come to an end. The grant period has seen a number of challenges in terms of recruitment, 
appointment to position and presence in country of qualified and experienced staff as well as 
complications in establishment; but at the time of the evaluation, the formalized PHF secretariat was 
fully staffed and operational.  
 
The evaluation was conducted to assess achievement of ‘Result 1’ from the ECHO PHF Secretariat log 
frame and how this has contributed towards achievement of the Specific Objective. Specifically the 
evaluation sought to gain a better understand of how the PHF Secretariat has expanded and developed 
over the past year and to assess if expansion and formalization has enable the PHF Secretariat to 
facilitate and support the services prioritized by its membership in early 2010. In terms of looking 
forward, the evaluation sought to identify key service priorities for 2012 and recommendations for 
development of the internal operations of the PHF Secretariat.  Result 2, ‘Improved security information 
and management services available to PHF members’, of the Log frame is not included in this evaluation 
as an evaluation of PakSafe will be conducted in January 2012. This evaluation focuses exclusively on the 
Coordination and Advocacy function of PHF.  
 

The evaluation was conducted through a combination of a desk review of PHF documentation and data 
collection through interviews and group discussions with staff (of PHF, IRC as the grant holder and CRS 
as the organization of the chair), the membership and Excom members and key stakeholders from the 
wider humanitarian community including donors and the government.  
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2. Evaluation Methodology 
 

2.1  Evaluation approach 
 
The broad evaluation objectives were determined by IRC as the grant holder and member of the PHF 
Executive Committee in collaboration with the PHF Chair prior to the recruitment of the evaluation 
consultant. These were: 

1. To assess achievement of the specific objective and result 1 of the ECHO PHF Secretariat and 
PakSafe log frame 

2. To assess whether the Secretariat met the ‘five highest priority services from a PHF Secretariat’ 
as highlighted in the early 2010 survey: representation at policy/operational/media fora; 
security coordination information and capacity building; joint advocacy; interfacing with donors; 
and mediation between government agencies and PHF members. 

3. To identify key service priorities for 2012 
4. To provide recommendations for development of the internal operations of the secretariat, 

within the constraints resulting from different timings for proposal submission and chair 
election.  

 
Based on the above the following, broad research questions were developed:  
 

- Has result 1 of the ECH PHF Secretariat Log Frame been achieved? 
- Has progress toward result 1 on the Log frame contributed to achievement of the specific 

objective? 
- What were the key factors leading to achievement of results and objective? 
- What factors/activities constrained achievement of results/objectives 
- Has formulization and expansion of PHF enabled the PHF Secretariat to facilitate and support 

services prioritized by members in 2010? Disaggregated by service priority. 
- What key factors impacted on the set-up of the PHF Secretariat 
- How could the PHF Secretariat operate more effectively and efficiently? 

 
The tools for the evaluation were identified and developed by the consultant with the support and 
review of PHF staff, including the Chair and grant holder. 

 
2.2 Methods used 
To address the research questions, the evaluation comprised of three distinct stages: 
A. Desk review 
All programme documentation was gathered and reviewed. Data relating to activity and output 
indicators was collected to access research questions one  
 
B. Development of evaluation tools 
Once groups and individuals for involvement in the evaluation had been identified, a series of nine 
evaluation tools were developed (Appendix 1). Each tool targeted a specific group for the collection of 
qualitative data. Research tools consisted of participatory FGD schedules and structured interview 
schedules: 
 
C. Data Collection 
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Evaluation tools were used to collect qualitative data the PHF membership, PHF, IRC (as grant holder), 
CRS (as agency of the chair) and key stakeholders from the wider humanitarian community. A total of six 
days of data collection was conducted during which 3 FGD, 10 interviews and 3 group interviews were 
undertaken.  
 

2.2.1. Sampling 
Purposive sampling was employed. The majority of participants for interview were identified by the PHF 
Chair and grant holder and included Secretariat Staff, PHF members and the wider humanitarian 
community. The evaluation sought to engage all members in the process and went to lengths to enable 
this. Members were invited to three separate group discussions; every member was requested to attend 
one or more of the three group discussions. However of 42 member organizations, 14 organizations 
engaged in the evaluation.  

 
2.2.2. Participants  
As can be seen in Figures 2 below, a total 10 interviews, 3 group interviews and 4 group discussions 
were help with a total of 33 participants.  

 
Figure 2: Evaluation participants and methods 

Participant FGD Interview Group Interview 

PHF Chair  X (1) X (1) 

PHF Grant Holder CD   X (1) 

PHF Executive Committee 1 (5 participants) X (1)  

PHF Members 3 (15 participants) X (1)  

Donor  X (1) X (2) 

PHF Coordinator  X (1)  

PHF Advocacy and Policy Coordinator  X (2)  

PHF Admin Finance Officer  X (1)  

IRC Deputy Director Operations  X (1)  

Former Advisor NDMA  X (1)  

TOTAL 4 FGD 10 Interviews 3 Group 
Interviews 

 
2.3. Evaluation limitations 
The timeframe in which to conduct the evaluation was short resulting in a compressed planning and 
data collection process. At the same time commitment of members to participate in the evaluation was 
limited – 33% of the membership engaged. 
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3. Evaluation Findings: ECHO Project Document: PHF 
Secretariat Advocacy and Coordination 
This section considers the logic and relevance of the project document and progress towards 
achievement of the specific objective and result 1 of the ECHO PHF Secretariat and PakSafe log frame. 
 

3.1. Logic and relevance of the project document 
The need for INGOs to be responsive to constraints placed on NGOs in relation to various issues 
including access, the decreasing security situation and limitations of UN and government coordination 
mechanisms in terms of meeting the coordination and information needs of INGOs working in 
humanitarian situations, logically led to the strengthening and growth of PHF over time. By early 2010 it 
was clear that the demands on the PHF Chair and Executive Committee in terms of coordination, 
representation, information exchange, joint advocacy etc., were not sustainable and that a formalized 
and expanded Secretariat was essential in order to meet coordination needs in an effective and 
sustainable manner. Based on this need the proposals were drawn up. There were delays in the 
proposal development stage due to the unanticipated 2010 floods which required all human resources 
during the first phase response. However the proposal was developed through a participatory process 
including membership meetings, surveys and review – this is reflected by reported member satisfaction 
with the PHF Secretariat and service delivery at this time. 
 
The logic of the proposal is sound – see Figure 3, but the project document has few built in specific 
output and outcome indicators. Whilst this was planned as it was foreseen that the initial year of 
 
Figure 3: Logic of the PHF Secretariat Proposal  

 
 
establishing a formalized PHF Secretariat would result in various challenges and blocks that would need 
to be resolved, having limited and generic indicators makes rigorous analysis of impact difficult. Moving 
forward, PHF would benefit from more clearly defined activities, output and outcomes indicators, based 
on a PHF strategy, with built in monitoring processes.  
 

Formalized and expanded Secretariat is required to have 
continuous and strategic coordination, representation, 

joint advocacy, information collection and 
dissemination. 

Secretariat in place enables regular internal and external 
meetings (24 planned) and regular joint advocacy/policy 

initiatives (8 planned 

PHF Secretariat activity results in ‘improved 
coordination, information exchange, and collective voice 

of INGOs in Pakistan’ that contributed to ‘improved 
performance of humanitarian response in Pakistan’ 
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At this time PHF is the sole membership forum for INGOs in Pakistan. As evident from this evaluation, 
funding of the PHF Secretariat is essential to enable PHF to function and fulfill its mandate in terms of 
coordination and joint advocacy (see 1.2.3 PHF mission and objectives). As such, based on need, an 
independently funded secretariat remains highly relevant and essential. 

 

3.2 Achievement of the log frame objectives and results 
This section considers achievement of the objectives and results defined in the project document log 
frame based on defined indicators. Whilst details of activities and outcomes are considered in depth in 
subsequent sections is can be concluded that all planned activities have been completed and all result 
indicators detailed in the project document met and exceeded. Planned activities included: meeting 
coordination; representation; joint advocacy; information collection and dissemination and individual 
consultation and support. One activity outlined in the project document that was not implemented is 
Humanitarian Training. Early on in the funded period, PHF realized that existing delivery of humanitarian 
capacity building would not be effective use of PHF Secretariat staff due to expertise and capacity in for 
capacity building in the humanitarian community in Pakistan. As such PHF plays a role in promoting and 
building links to humanitarian capacity building initiatives amongst members and provides a space for 
members to utilize for training purposes as needed but does not deliver trainings directly.  
 
Figure 4. Result 1 indicators and examples of achievements 
 

Result  1 Indicators 
 

Achievements 

Increased information 
sharing and greater 
capacity for joint PHF 
representation and 
advocacy 

24  Executive Committee and PHF members 
meetings held 
 
 
 
 
8 PHF policy/advocacy initiatives 

Bi monthly Ex Com meeting and monthly 
Member meetings. Total: 36  
Bi monthly advocacy working group 
meetings: 12 
Consistent representation at: HCT, ICCM, 
NDMA and Cluster meetings etc 
 
 
Letter to Ministry of Interior on visa 
issues, vaccination press release, PHF 
advocacy priority survey, PHF advocacy 
strategy, PHF the Pakistan Floods 2010 1 
year on event and publication, 2011 
floods call for renewed commitment 
press release and event, representation 
at the NGO-Military Contact Group 
Conference, Study on the Impact of 
Access on INGO Operations in Pakistan, 
Study on the impact of the 18th 
amendment of the constitution. 

 

# of INGOs participating 
As of November 2011 PHF has 42 members, 5 formal observers and 6 temporary observers (those 
pending submission of membership documentation and approval by the Executive Committee). This is 
an increase of 5 full members and 6 temporary members over a one year period. The increase in 
membership reflects the increased profile and perceived benefits of membership of PHF. Benefits 
prioritized by members include information collation and sharing and joint advocacy and representation. 
The number of members will naturally fluctuate as agencies scale up and down in Pakistan; however 
PHF could be more proactive in promoting and increasing membership.  
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# of internal and external agencies rating the PHF Secretariat and PakSafe performance and 
services as excellent 
Members involved in the evaluation are, in general, highly satisfied with the services provided by PHF 
and attribute their satisfaction to the developments that have taken place since the PHF Secretariat has 
been fully staffed: ‘It is impossible to place a value on PHF, it is beyond value, in terms of the work of INGOs in the 

complex operating environment (of Pakistan)’ (Excom member) 
 

It is appreciated that formalization and expansion of the Secretariat took time. However, now that the 
PHF Secretariat is fully established, members as well as the wider humanitarian community are looking 
for further developments in PHF services, voice and activity, as discussed under PHF Service Priorities. 
PHF will need to become more strategic and streamlined in terms of assigned roles, responsibilities as 
well as planned activity in order to deliver on increased expectations and demands. At the same time, 
different player have different expectations of PHF. It is essential that PHF develops a common focus 
and strategy that is clearly disseminated to all parties based on the needs and priorities of PHF 
members. 
 
Based on the logic of the project document, with all activities completed and indicators met it can be 
assumed that the specific objective has been achieved. In support of this, at this time, despite challenges 
and delays in the establishment of the PHF Secretariat, all members and PHF staff participating in the 
evaluation believed that over the project period, and specifically since full staffing of the Secretariat, 
PHF has met and exceeded the Specific Objective outlined in the project document: To improve the 
coordination, information exchange, collective voice (and security management) of international NGOs in 
Pakistan. However, members and the wider humanitarian community hold PHF to a high standard and 
moving forward expect continued growth, development and impact of PHF. Detailed analysis of 
activities and service priority areas undertaken by PHF over the last year are considered in subsequent 
sections, in terms of value added by the PHF Secretariat, along with key recommendations and priorities 
for PHF 2012 onwards.  
 
 

3.3 PHF project proposal recommendations 
-  A more specific project document with defined deliverables and measurable output and 

outcome indicators to enable impact analysis through the life time of the funding period and to 
guide strategic work plans of the PHF secretariat.  
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4. Evaluation Finding: The PHF Secretariat 
The importance of PHF as a membership organization in Pakistan is unquestionable. Every participant 
lauded the value, importance and relevance of the PHF. The critical mass and cohesive voice that results 
from PHF taking forward key issues with one voice is seen as the most valuable asset of PHF as it takes 
INGOs out of isolation and enables them to speak up on issues. Members believe that PHF is essential – 
particularly at this time as issues become increasingly political and when OCHA and the UN 
Humanitarian Team are not seen as having the same priorities, interests or independence as INGOs. The 
value of PHF is given by, and evident from, it’s strong membership base of 42 INGOs represented at the 
level of CD or head of agency: ‘PHF is essential, it gives INGOs a joint voice and space at the table, it enables 

bolder, stronger positions to be held that cannot fall back on any one INGO’ (PHF member FGD 1). ‘PHF represents 
the majority of INGOs in Pakistan, it is an essential voice for INGOs at the UN and Government level in terms of 
humanitarian decision making, the importance of this is undeniable’ (PHF member FGD 2) 

 
This section considers the composition and relevance of the PHF Secretariat as established over the 
project period. 
  

4.1 Relevance of the PHF Secretariat 
The capacity of PHF prior to the Secretariat was extremely limited. At the same time without 
independent funding or offices, PHF was closely tied to and associated with the organization of the 
Chair.  The formalized Secretariat has clearly separated PHF from any one agency. Progress in this 
manner should continue to ensure that PHF grows as a credible and independent voice. At times PHF is 
still ‘used’ by its membership for their own individual means. Procedures need to be put in place by the 
Secretariat for request and approval for activities that use the PHF name; as well as communication 
procedures outlining who can communicate on behalf of PHF and how - this would include the exclusive 
use of PHF email addresses by the Secretariat, the Excom and the Chair for PHF purposes.  
 
At this point the PHF Secretariat is seen as vital by PHF members, Excom, Chair and Grant Holder, 
specifically in terms of 
 

- Professional Staff body: prior to the Secretariat PHF functioned on goodwill. The Secretariat 
provides a dedicated staff base that brings expertise, energy and human resources as well as 
administration capacity to PHF so increases the ability of PHF to deliver on its mandate2. This 
staff body has also enabled PHF to be more proactive, regular and consistent. ‘Things do not 

happen without the Secretariat, the Secretariat takes forward the workload generated by PHF, its much 
greater that the ‘volunteer’ Chair and Excom could undertake themselves’ (PHF member FGD3) 

 
- Independent funding and office: this physically separates PHF from any one agency and gives 

greater autonomy, anonymity and independence as PHF is no longer associated or strongly tied 
to any one agency so can truly be an independent and bold voice, representational of its 
membership. The PHF office is used as the work space for the Secretariat and as a space for PHF 
and members’ meetings, events and working groups enabling networking, increased bilateral 
relations between INGOs and resulting increased coordination. 

 

                                                           
2
 A review of the staffing structures, job descriptions and reporting lines, as considered in section xx is 

recommended. 
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In terms of increased human resources, members believe that the Secretariat has resulted in more 
coherence, greater information flow, more products and events and overall more impact and credibility 
of PHF comparably to prior to the Secretariat. At the same time there is significant scope for 
development of policies and procedures to guide and standardize PHF ‘Overall now PHF has a greater voice 

and is taken more seriously. The wider humanitarian community comes to PHF to solicit information and advice. It’s 
a big change that has come from being a funded and formalized body (PHF Excom member) 

 

4.2 Composition of the PHF Secretariat 
The evaluation uncovered a level of misunderstanding and confusion over the content and structure of 
the Secretariat. Whilst many participants understood the Secretariat to comprise of the professionals 
employed to do the work that PHF generates – and to include the PHF Coordination and Advocacy Unit 
and the PakSafe Risk Analysis and Advisory Unit as well as admin and support staff, there was a level of 
confusion, misunderstanding and general lack of clarity over the structure, composition and priorities of 
the PHF Secretariat. This lack of clarity causes confusion both internally – within the PHF Secretariat and 
amongst the PHF membership– as well as externally amongst the wider humanitarian community.  
Confusion specifically related to the role, location and accountability to the membership of PakSafe. 
Whilst participants had seen it as within the PHF Secretariat, through PakSafe presentations they had 
become unclear over its mandate and accountability lines. There is no agreed organogram of the PHF 
Secretariat, development of this will give needed clarity and shared understanding to PHF staff, 
membership and management.  At the same time participants were not clear over the exact mandate of 
the Secretariat, particularly in terms of political responsibility of the PHF Secretariat staff. This confusion 
stems from both a lack of clear documented structures, mandates and responsibilities as well as lack of 
clear communication over changes that have taken place with the formalization and expansion of the 
Secretariat. It is also important to note that different players in the humanitarian community, from 
INGO members, to donors, to government and UN actors, and even different section of PHF (the 
Secretariat, the Excom, the Chair, the Grant Holder) have different expectation and requirements from 
PHF. It is essential that PHF has a common internal understanding and agreed operational mandate that 
is clearly communicated with the wider humanitarian community.   
 

4.3 Impact of the PHF Secretariat on membership participation and the role of 
the Executive Committee and Chair  
The PHF Secretariat is managed directly by and takes forward identified priorities under the Chair and 
Excom on behalf of the PHF membership. Whilst the desire for a formalized and expanded Secretariat 
was universal there were concerns that the Secretariat may diminish the need for INGO Country 
Directors and management to actively participate in the work of PHF as well as the potential for the 
Secretariat to erode the role of the Excom. 
 

4.3.1  In regards to membership participation, at this point it remains acceptable as evident by the 27 
nominations for the 5 available elected PHF Executive Committee Seats for 2012. Response to requests, 
participation in policy initiatives and turn out of members at meetings varies between 30 and 90% 
depending on the issue at hand. For example with follow-up the recent access survey achieved almost 
80% response – despite the time commitment involved. Engagement at the CD level is essential to 
enable informed response, coordination and decision making. Members must continue to engage at 
their highest levels and be responsive to requests and calls as well as pro-active in sharing information 
with PHF. At this time it is recommended that PHF continues to interact with members solely at the 
senior management level, although in the future as PHF continues to grow, expansion of contact points 
for different purposes could be considered.    
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4.3.2  It is clear that the relevance and need for the Excom remains paramount. However, with the 
establishment of the Secretariat the role of the Secretariat, Excom and Chair were not re-clarified.  Over 
the past year, the active engagement of the Excom – either proactively or through requests by the Chair 
has, to some extent, decreased.  This in part reflects the extensive representation role taken on by the 
Chair as well as the availability of the PHF Coordinator as required to back-up the Chair. With the PHF 
Secretariat in place, the need to call on the Excom outside of high-level decision making may appear less 
apparent. This situation needs to be reviewed, the role of the Excom remains the same and involvement 
in terms of representation, review and decision making should be expected and actively sought by the 
Chair as well as proactively by Excom members. Caution should be taken by all parties to ensure that the 
PHF Coordinator undertakes the work of the Secretariat on behalf of PHF members without 
marginalizing the Excom from the regular activities/services of PHF (to assist this process the roles and 
responsibilities of the Excom as well as the Chair and PHF key staff need to be clearly defined). 
Representational responsibilities should be strategically split and assigned to the Chair, the Excom 
members and the PHF Secretariat staff at that start of each year and reviewed periodically, to ensure 
effective and consistent representation.   
 

4.3.3 The establishment of the PHF Secretariat drew heavily on the time of the Chair, due to the many 
challenges that arose in the establishment of the PHF Secretariat and issues over line management of 
the Secretariat staff. With the Secretariat now fully functional, delivery of PHF services is progressively 
less dependent on the Chair as much of the daily work can be undertaken by the Secretariat.  The role of 
the Chair as ‘manager’ of the Secretariat will continue to draw on the time and energies of the Chair. It is 
important to mainstream this as much as possible by reducing direct reporting lines to the PHF Chair 
from the Secretariat and ensuring that non programmatic related management is handled by PHF with 
relevant grant holder agency staff. At the same time the Chair must remain present and strong to ensure 
the PHF agenda represents and is driven by the PHF members, not the Secretariat. Ultimately the PHF 
Chair remains responsible for the oversight of PHF and the PHF Secretariat and must be willing to take 
difficult decisions and face difficulties – both within the Secretariat and in the work of PHF – head on 
and be willing and able to dedicate a significant allocation of time to PHF.  
 

4.4 PHF Secretariat recommendations  
 Revision and updating of the PHF ToR that was developed prior to the Secretariat being in place.  

 Development of the PHF Organogram, including reporting lines of the Secretariat. 

 Development of PHF Secretariat ToR, clearly outlining the mandate of the Secretariat.  

 Development of Executive Committee ToR, outlining roles and responsibilities to on to ensure 
active engagement of the Excom in the work and delivery of service priorities of PHF. 

 Development of a long term PHF Strategy 

 Clear communication and wide dissemination of the Secretariat structure and mandate and 
ToRs, including though visible wall displays, member briefings, bilateral meetings etc.   

 Standard Operating Procedures developed for the process and approval required for using the 
PHF name to ensure the independence of PHF as well as equality of use by all members. This is 
essential in terms of safeguarding PHF as issues become increasingly political, to ensure PHF 
maintains its reputation as a credible voice that is organizational neutral.  

 Members recommit to consistently engage with PHF through their most senior management 
and ensure all staff at all levels are aware of their membership of PHF as well as he mandate and 
objectives of PHF.  



 16 

5. Evaluation Findings: Delivery Against PHF Service Priority 
Areas 
In 2010 a member survey identified the key service priorities for PHF. These include, but are greater 
than the activities outlined in the ECHO proposal. This section considers delivery against the PHF Priority 
Service Areas over the past 1 year period, with a lens to the added value of the Secretariat. All 
participants stated the specific shift they have observed over the past year, specifically since staffing of 
the Secretariat, with PHF becoming more professional and active with a clear presence and profile in 
Pakistan: ‘Once (the) PHF (Secretariat) was staffed high progress was made in terms of activity and output. Now 

there is much more reference to PHF in the humanitarian community, it is taken seriously and seen as a point of 
reference. PHF has credibility, is active and clearly adds value’ (Donor interview) 

 
The PHF 2010 Floods: One Year On Event was seen as a marked point for the launch of the formalized 
and expanded PHF and established the presence PHF had not previously had. At this point PHF is seen as 
an increasingly important and credible voice.  
 

5.1 Information collection and dissemination 
The information collection and dissemination function of PHF is viewed as a highly valued membership 
benefit and participants unanimously agreed that it has become more comprehensive and consistent 
since the PHF Secretariat was formalized and expanded. With a system in place for consistent 
information sharing, information is circulated to PHF primary and secondary contact 7 days a week 12 
months of the year, as well as through PHF member and Excom meetings. It is agreed that the resulting 
constant timely flow of relevant information is ideal and contributes directly to effective coordination 
and humanitarian response. A specific benefit of the electronic dissemination of information is that all 
42 members access the same information at the same time, this increases transparency at all levels. This 
enables member to make more informed and coordinated decisions and reduces misunderstanding over 
procedures and policies in particular. ‘We are highly satisfied with the level and type of information coming 

from PHF, it is about five emails a day, it’s better to have more than less, the Country Director can then decide what 

to take/use… since the Secretariat the information flow is more relevant and more timely’ (PHF member FGD 3). At 
the same time, with broadened links to more bodies, more relevant information is gathered and shared 
than prior to the Secretariat.  
 
In addition to circulation of humanitarian information from multiple sources (OCHA, PDMA, NDMA, 
iMMAP, coordination fora etc), donors have started to use PHF for interaction with INGOs – for example 
in relation to the 2011 floods DFID and RAPID (managed by Concern Worldwide) funding call was 
circulated, by request, through PHF.  An ECHO call for proposal was also circulated through PHF by the 
Secretariat. Invitation of guest speakers – for example, individual donors – to the PHF monthly meetings 
is also viewed as an excellent channel for access to information from specific individuals/donors.  
 
The information flow however is mostly one way, from the PHF Secretariat down to the membership 
with a deficit in incoming information from PHF members. This needs to be facilitated by heads of 
agencies in order to receive practical operational information from the field for dissemination amongst 
members. At the same time a proportion of the information disseminated by PHF is already in the public 
sphere. To have greater added value, moving forward, PHF should develop working links at the 
government level, both national and provincial to access, analyze and share emerging information.   
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Use by members or the wider humanitarian community of the PHF website is questionable. Initial 
recommendations include adding key contacts, regular updates, links for essential documents and forms 
etc. A comprehensive review of the use and value and required developments of the website is needed. 
 
Members commented that PHF should not be a forum/support point for regular bilateral questions from 
individual members in relation agencies programming or operations. 

 
5.2 Representation at policy and operation fora 
It is widely considered that PHF has delivered consistently and progressively on its representational 
mandate at the National level, moving forward this level of representation should continue and grow. 
PHF has had consistent representation at multiple levels including the Humanitarian Country Team, 
OCHA hosted donor meetings, Cluster meetings, the Emergency Relief Fund etc. The regular space at the 
HCT is seen as a specific achievement as it enables an operational perspective and the HCT is responsible 
to act on behalf of INGOs. However it is clear that the division of representation responsibilities can be 
planned and assigned more strategically and that overall the level of representation could be ‘lifted’. For 
example PHF currently seeks to participate in the open fora of Cluster meetings, a more beneficial 
representation that may result in information with greater ‘added value’ for the membership would be 
participation, through the Secretariat in government level working groups.   
 
There are differences in opinion within the Excom and membership over the appropriate role of the PHF 
Coordinator in relation to representation. Some parties feel that the Coordinator has not taken enough 
representation weight from the Chair, whilst others feel that the Coordinator has taken away 
responsibility from the Excom in terms of representation.  A few members feel that opportunities for 
representation should be extended to the membership as well as the Excom. As recommended in 
section 4.4, responsibilities of the Excom and Secretariat need to be clearly defined and regularly 
reviewed. At the same time to ensure consistency, a generic Terms of Reference should be developed 
defining PHF representational responsibilities, including the requirement of the representative to send 
Ad Hoc minutes to the PHF Coordinator by close of business for circulation. Where appropriate, 
representational responsibilities at national level should continue to be availed to the wider 
membership also.  
 
One gap that becomes more apparent as devolution of power to the provincial level occurs, as written 
under the 18th Amendment of the Constitution of Pakistan, is the limited representational activity of PHF 
at the provincial level. The majority of members feel that this needs to be strengthened moving forward. 
A number of possibilities were floated including: 

- All members to ensure their staff body are aware of and familiar with the mandate of PHF 
- Excom members, as elected body, represent PHF at the provincial level through regular travel of 

Country Director or representation by assigned Senior management at the field level.  
- Travel of the PHF Coordinator to provinces to cover meetings and to meet with key stakeholders 

to network, map information and brief them on PHF 
- Where no or weak presence of Excom at field level, delegated representational responsibilities 

to a specific INGO with a strong presence and senior management in both the field location and 
Islamabad3. 

                                                           
3
 It was highlighted that if the latter option was operationalized, it must be only when an organization has 

strength and a senior focal point at the field level for consistent representation and the ability to be 
informed to enable speak on behalf of PHF, not their individual organization 
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In relation to the last point, should this option be taken forward, clear ToRs and formal agreements 
must be in place to mitigate the risk of members acting under PHF for their own means and to ensure 
only agreed issues are raised and taken forward.  

 
5.3 Joint advocacy 
Joint advocacy is viewed as a key part of the PHF mandate due to the power and protection that comes 
from the ability of PHF to act on behalf of its membership without singling out any individual agency. A 
specific value of PHF lies in its ability to put forward the voice of over 40 INGOs from a non-UN 
perspective. ‘PHF as the voice of over 40 INGOs is essential, it means that UN is not the sole coordinated voice on 

humanitarian issues. PHF as the voice of over 40 INGOs can be a powerful voice, it has lots of potential that is still 

unrealized’ (Former advisor NDMA). Activity in terms of press releases and statements as well as events has 
increased with appointment to the Secretariat of a Policy/Advocacy Coordinator. The PHF Secretariat 
has taken over coordination of the Advocacy Working Group, which meets regularly. A key achievement 
is the Advocacy Strategy, developed through the Advocacy Working Group, which has now been 
finalized through the PHF Secretariat and circulated. The strategy is essential as it gives focus and 
direction to the advocacy work of PHF. However a number concerns were flagged during the evaluation 
in relation to the PHF advocacy strategy: 

 Use of the strategy in terms as a living operational document is not, at this time, in place. 
Many members were unfamiliar with the detailed content including positions and 
recommendations. To be effective the PHF Advocacy Strategy has to be widely disseminated 
and internalized. A work plan is required for the Secretariat as well as for the Advocacy 
Working group.  

 Despite the consultative process there are concerns at multiple levels that the strategy is 
too focused and potentially too specifically related to issues of visas and personal 
movement NOCs at the expense of other possible priorities – particularly longer term 
thematic issues though engagement and positioning of PHF within existing structures.   

 
The strategy needs to be translated into time bound work plans with clear deliverables and measurable. 
It should also be regularly reviewed and updated and at the same time needs to be positioned within a 
wider PHF strategy.  
 
The high level representation undertaken by PHF enables access to key advocacy targets and allies as 
well as access to more information to inform advocacy. And specific advocacy initiatives, for example 
the vaccine press release are seen as very powerful due to the strength of over 40 INGOs behind them. 
However, the membership and the wider humanitarian community feel that progress on advocacy work 
by PHF has been slow. This is reflected in the limited progress against any part of the Advocacy Strategy 
at this point. Overall members and the humanitarian community believe that PHF can be a much more 
unified, strategic and a stronger voice/position on key issues. A vital gap raised specifically by donors 
and the government is the strategic, planned and thorough follow-through of issues. Utilization of 
Donors for leverage on advocacy priorities is one such example for example, moving forward on the 
Access/NOC/Visa issue: 
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PHF, supported and coordinated by the Secretariat, needs to be more active in planning and taking 
issues forward by building a case and following through, including  following up on requests and 
commitments (see also the example of armed escorts) and using counterparts, including donors more 
strategically. The need for PHF to play a stronger role in terms of pushing the UN and mediating with the 
government came from many stakeholders.  
 
Specifically the role Secretariat must act to coordinate, advise on, monitor and follow-up on all advocacy 
actions by PHF, as well as developing and taking forward media relations – as detailed in the Advocacy 
Strategy. The reality is that impact from advocacy requires a planned, strategic, sustained, long term 
approach with multiple allies taking forward the same agenda through different routes. This must be 
coordinated through the PHF Secretariat, by the Advocacy/policy Coordinator, reporting to the PHF 
Coordinator, to provide the Chair and Excom with the evidence and strategy and routes to take issues 
forward. ‘In some ways PHF is falling short of its potential and failing to be a strong voice, but activity and 

effectiveness and impact depends on many things, I think in the past that PHF has been a stronger and more united 
voice on issues, but now, with the floods there are less specific issues to unite around, at the same time impact from 
advocacy is hard to see, hard to quantify or measure’ (PHF member FGD 1) 
 

At the level of the Excom, the Chair and the wider membership, moving forward PHF can be significantly 
more strategic and apply more pressure by using the tables that the membership sit at to present a 
unified voice. This will require ‘behind the scenes’ work and preparation by members to agree joint 
positions prior to engaging. 
 
At the same time, advocacy is dependent on solid information. The PHF Secretariat needs to proactively 
engage in forums at all levels – but specifically those that individual organizations may not have access 
to and members need to be open to sharing information with PHF for advocacy purposes – at this time 
the hesitancy to share, for example in relation to the Access Database, is related to lack of 
understanding of how information will be used and secured by PHF. Development of SoP for use of data 
and data sanitization by PHF as well as better communicating the roles and mandate of PHF will help to 
build trust of members.  
 

5.4 Interfacing with donors 
Over the past year PHF has built bilateral relationships and increased its interaction with donors through 
multiple avenues including: bilateral meetings, invitation of donors as guest speakers to PHF monthly 
meetings, and representation of PHF at the UNOCHA hosted monthly donor meetings, a clear 
achievement is the first regular NGO seat at the table. At this time PHF has working relations with 
multiple donors. As a result of this, donors engage with, and listen to PHF as the unified voice of INGOs 
on specific issues. Donors also utilize PHF as an avenue for communication and engagement with the 

Case Study: Donor Support for Access 
PHF sent a message to a key Donor that access is becoming an issue affecting humanitarian response 
due to denied or delayed movement NOCs and visa issue/renewal. The Donor responded that they are 
happy to assist on the issue but that they required concrete examples to enable that. PHF did not provide 
the examples requested. The Donor requested again but PHF were slow and unresponsive. The Donor 
asked PHF to raise it at the HCT (where PHF has permanent seats and donors do not’ so that they could 
then follow-up on the issue with the Humanitarian Coordinator (HC). The donor followed up with the HC 
but PHF had not raised it at the HCT. (Donor Interview).  
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INGO community, for example, calls for proposals. Members specifically appreciate the invitation of 
Donors as guests at the PHF monthly meetings due to the open debate it enables.   
 
As considered above, PHF has made some progress in terms of gaining donor support for common 
issues and utilization of donors for taking forward advocacy priorities. However significant scope 
remains for strengthening efforts. Donors themselves, whilst not threatening the integrity of PHF, are 
demanding PHF to be more active in this respect.  A current criticism from the donor community is the 
lack of planned/regular interface and information exchange between donors and PHF. It was highlighted 
that the PHF Secretariat could lead in this role with the Chair and Excom interfacing in relation to 
specific issues. 
 
Both members and donors involved in the evaluation believe that, moving forward, PHF needs to play a 
more proactive and strategic role in engaging with donors. This relates to building mutually beneficial 
relationships with donors, whereby donors have access to more information and PHF can use donors to 
strategically take forward advocacy priorities. For example through:  

- Regular bilateral and multi lateral communication with donors through a planned and organized 
approach 

- Regular monthly PHF donor update by email to keep donors informed of PHF activities 
- Quarterly PHF/donor or PHF/donor/UN/government meetings 
- Presenting PHF priority issues to find common interests.  
- Proactively and strategically seeking donor support on specific issues in a planned and 

comprehensive effort to seek and use the leverage of donors to push forward on issues. 
- Pushing for a regular standing agenda item at the Donor Breakfasts hosted by UNOCHA.  

 
In relation to proactive engagement of PHF with donors, the PHF ToR states that donors can be affiliate 
members of PHF. This provides observer status and allows participation in PHF meetings, giving of 
presentations and engagement in discussions but not voting power. This is not currently implemented 
and should be reviewed at this time. Enabling affiliate membership of donors to PHF would allow the 
sharing of PHF products with the donor community.  
 
As PHF results in improved operations of INGOs in Pakistan, PHF logically results in more efficient and 
effective use of Donor funds. This leverage of added value should be used to secure diversified and 
sustained funding. Sharing products with the donor community would help promote PHF to this end. At 
the same time, PHF needs to stay true accountability to its membership and not be shaped by demands 
or expectations from multiple sources.    
 

5.5 Mediation between government agencies and PHF members 
PHF provides a united front for INGO interaction with the government. This united front is essential in 
terms of inter-agency coordination, communication and sharing of information, so that the government 
cannot ‘divide and rule’ and so the INGO community is informed engaged. The perception of PHF by the 
Government as a credible entity is suggested by the use of PHF as the go-to contact point for INGO 
interaction, for example, PHF is invited to attend and engage on behalf of the INGO community. The 
added benefit from the perspective of the government is that it is easier to deal with an umbrella group 
than individual agencies.   
 
Although NDMA holds the official responsibility for coordination of disaster management and PHF 
represents the bulk of INGOs operational in humanitarian response scenarios, at this time PHF has 
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limited contact or direct relations with either NDMA or other government points. This in part represents 
a considered decision not to actively engage at government level until PHF was fully up and running 
itself, and, in part a lack of effort by the Secretariat to initiate the process to develop working relations 
with government agencies or individuals. The changeover of key individuals at the government level, 
specifically within NDMA, has also resulted in setbacks in terms of a productive working relationship 
between NDMA and PHF. As such most interaction with the government takes place through the 
Humanitarian Country Team – not directly to those holding responsibility or power and when contact 
does occur it is between the government and the Chair, not the Secretariat: ‘PHF regularly sits with the 

Humanitarian Country Team and with Donors.. but not with the government.. it’s a gap that needs addressing’ 
(PHF member FDG 3). 

 
Whilst interaction with the government through OCHA remains an important channel, as it protects 
NGOs and ensures independence, it is not enough for PHF to interact though OCHA, the HCT, donors 
and/or diplomatic missions and this situation needs to be reviewed. Moving forward PHF, through the 
PHF Secretariat needs to prioritize establishing communication and building direct relationships with key 
focal points at the government level. This will require a committed and persistent approach from PHF 
and division of tasks between Secretariat staff, the Chair and the Excom will be key in development of 
working relations. It is however essential that relations are built with and through the PHF Secretariat 
and specifically with PHF not any on member of PHF, to ensure institution building and sustainable 
connections: ‘We need to do more, we need more channels and contacts point with the government but we don’t 

know who, it needs to mapped and analyzed, it needs a plan. We need the government to be more aware of PHF, 
who we are and what we do – this needs to be widely and proactively shared’ (PHF Chair). 

 
Given the difficult relations with NDMA at this time, whilst formalities and communication with NDMA 
should be observed, it is essential to engage much more broadly: ‘With the previous chairman (of NDMA) 

PHF had a good relationship, with current chairman the possibility is limited to no relationship with NDMA …. 
nothing can do at the moment by PHF or any actor to be better positioned with NDMA, the chairman will not 
entertain it. These is a need (for PHF) to engage with NDMA, to attend meetings and be present but cannot expect 
achievement through the relationship’ (Former Advisor NDMA).  
 

In terms of who to approach PHF needs to strategically, in relation to the membership, map the 
government. To some extent this has been done through the PHF Advocacy Strategy and this should be 
used as the foundation for a more detailed and specific mapping to move forward. At the same time 
with rollout of the 18th amendment of the constitution, a plan needs to be put in place for interaction of 
PHF with PDMAs to ensure regular communication, information sharing and joint planning in terms of 
preparedness and response. This requires the detailed power mapping to be extended to the Provincial 
level. The PHF Secretariat, with appointed representatives from PHF should lead in the process of 
engaging, on behalf of PHF at the Provincial level. As the Earthquake authority is now a permanent body 
(not rolled in to Disaster Management Ministry) with responsible for early recovery and reconstruction, 
and, should an earthquake occur, possibly ‘coordination of the relief phase’ (Former Advisor NDMA) it would 
be a specific strategic connection. 
 
Progress will depend on persistence, planning and follow-up, however the effort should ensure strong 
relationships and positioning of PHF in preparation for forthcoming humanitarian situations. Efforts 
should be coordinated through the PHF Secretariat for institutional knowledge: ‘Development of 

relationships with individuals at the government level needs to be done in advance … (PHF) cannot wait for a 
disaster and then seek to interact, it needs to position itself with the government at this time, to be considered as a 
player and be involved should a future situation arise’ (Former Advisor NDMA) 
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2011 Floods Prepared Positioning with the Government 
At the onset of the 2011 floods the PHF Secretariat was established and functional. Although the PHF Coordinator 
was out of country on extended sick leave, the Secretariat had been fully staffed and functional for over 3 months. 
In theory then, PHF should have been in a place to rapidly mobilize members and to take a rapid coordinated 
position to advocate at all levels with the power of the 42 membership organizations. Whilst PHF did send a letter 
to NDMA requesting permission to conduct independent assessments and coordination through PHF has stepped 
up in the second phase of the response, justification for the initial ‘sluggish’ response by PHF are many, and vary 
from: acceptance of the Government statement that international assistance was not needed; to burn out of INGO 
agencies, staff, international HQs and Media after the 2010 floods. The lessoned learned is that PHF needs to be 
more strategic and better prepared in anticipation of subsequent disasters. This requires established working 
relationships and agreements with the Government in terms of disaster response, mapping of PHF capacity and 
expertise as well as pre-agreed positions on likely blocks and scenarios and links to donors to move on advocacy 
priorities.   

 
At the same time as building bilateral relationships with strategic government focal points, PHF should 
not be afraid to take more of a lobbying role in demanding a holistic response to disaster management 
and seeking to ensure engagement of all players by the Government. To achieve this PHF need to be 
transparent about their mandate and objective and ensure regular communication with the 
government. Without this there may be unfounded misunderstandings that could result in misplaced 
distrust. In this light it is essential that PHF is transparent, coordinated and consistent in its interaction 
with the government. Specifically should PHF take an issue to the government level they must ensure 
consistent follow-up to a mutually agreed conclusion, as well as coordinated delivery of agreed actions 
and commitments. As evidenced by the short case study outlining the issue of armed escorts, failure to 
do so, if repeated will lead to distrust and reduced credibility of PHF.  

 
The case study above is from October 2010, whilst this is attributed as a simple oversight by PHF, it was 
recently raised again at the government level in front of an audience and flags the importance of PHF 
working in a planned, and strategic matter and following through on actions without exception. 
Particularly considering that it’s an authority with the power to deny NOC, restrict operations or close 
agencies down:  ‘You cannot leave them with questions over motivation, it is essential to be transparent and 

follow through’ (Former NDMA Advisor). 
 

Case Study: Mediation between the government and PHF on the issue of enforced use of armed escorts 
Oxfam contacted the NDMA advisor in writing in relation to two issues: UNHAS flying into Swat; and the 
use of armed escorts. Communication came from Oxfam on behalf of PHF and the meeting was arranged 
with the ex-chair of NDMA to discuss the issue. Three members the PHF Excom attended and presented 
the issue which was perceived by the government as an ultimatum – ‘we cannot move with armed escorts, 
if we are required to do so we will have to withdraw from the area’. NDAM under the ex-chairman 
requested the group to look at it from the perspective of the Government of Pakistan i.e. not wanting 
anything to happen to anyone and not wanting to clear up the mess or deal with the impact on Pakistan 
should anything happen to a staff of an INGO. At the same time the ex-NDMA chairman stated that he 
would get the Interior Ministry to the table to see how can find a satisfactory agreement for all. He 
requested that to assist this process, PHF bring a draft guideline, agreed by the membership that could be 
used to move forward. The Ex-Chairman engaged the Interior Ministry, discussed the issue and waited for 
the draft. The draft was never received, instead individual PHF members moved ahead themselves at the 
provincial level with bilateral discussions on the issue. This has affected the credibility of PHF to some 
extend by those involved at the time: ‘It left a nasty taste and thought with the government that there 
was another agenda, after so much fuss was made, not even a draft was brought forward, the ex-chair of 
NDMA went to lengths to facilitate the process, up to the top levels’ (Former Advisor NDMA). 
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5.6 PHF priority service delivery summary and recommendations 
Overall it can be concluded that over the last year the identity, profile and power of PHF has 
progressively risen. Attempts to deliver on PHF Service priorities have been strong and in certain areas 
results are evident – particularly in relation to Information Collection and Dissemination and 
Representation. At the same time, for example, in relation to progress on advocacy priorities and 
mediation between government and PHF members, results in terms of tangible achievement and impact 
remains limited. Whilst this reflects the sustained and long term relationship building and coordinated 
multipronged efforts required, it indicates that PHF needs to review and revise the way it operates. 
Specifically PHF needs to become more strategic, focused and planned at all levels and draw more 
heavily on the Secretariat for planning and coordination of all actions. This will facilitate PHF to 
proactively utilize the extensive leverage it has with the UN, donors and the government as the main 
implementing partners in Pakistan, and to maintain its growing credibility in the humanitarian 
community.   
  

5.7 PHR Service priority recommendations  
 

Information Collection and Dissemination 
 ‘Lift’ the level of information collected to give a clear added value of the function by accessing 

new and emerging information through the government as well as existing contact points. 

 Review of the use, value and revision of the PHF website. 
 

Representation 
 Take out singular organizations from PHF through development of PHF action and 

communication SoPs, including the use of PHF, not agency emails in official PHF communication, 
and representation on behalf of PHF.  

 Cleary divide and assign representational responsibilities amongst the Chair, Excom and 
Secretariat. 

 A plan of action is developed, in light of the recommendations from this evaluation, and 
implemented for increased representation of PHF at Provincial level.  

 

Joint Advocacy 
 Any issues based engagement or action with the wider humanitarian community is based on a 

plan of action and coordinated through the PHF Secretariat to ensure follow-up to conclusion 
and safe guard PHF from negative consequences such as lost credibility. 

 Development of detailed work plans and monitoring plans for agreed advocacy priorities that 
are overseen by the Secretariat to enable strategically planned, coordinated advocacy. 

 PHF data protection SoPs developed and disseminated 

 Permanent representation on the Advocacy Working Group of an Excom member 

 A more proactive approach from the Secretariat in ensuring greater communication and face to 
face time between the Excom, Chair and Secretariat to ensure that PHF operates with solid 
positions and one voice. The Secretariat should be proactive in supporting the Chair and Excom 
to position themselves and plan action prior to engaging with the wider humanitarian 
community – donors, UN, government etc.  

 

Interfacing with Donors 
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 Formalization and strengthening of PHF donor interfacing through a donor communication plan 
including: regular bilateral and multi lateral communication with donors through a planned 
approach; regular monthly PHF donor update by email to keep donors informed of PHF 
activities; and quarterly PHF/donor or PHF/donor/UN/government meetings. 

 Proactively and strategically seeking donor support on specific issues in a planned and 
comprehensive effort to seek and use the leverage of donors to push forward on issues. 

 Securing a regular standing agenda item at the Donor Breakfasts hosted by UNOCHA.  
 

Mediation between government agencies and PHF 

 Prioritization by PHF to establish and strengthen communication lines with government initiated 
by a detailed mapping of the national and provincial government in relation to PHF priorities. 

 Continued formal communication with NDMA but expansion of contact to a broad base of 
government focal points, as determined by the mapping to enable pre-positioning of PHF at 
multiple levels.  

 Coordination of PHF interaction with government through the PHF Secretariat to ensure 
consistent interaction, follow-up and a concrete contact database with in PHF 
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6. Evaluation Findings: PHF Establishment and Internal 
Operations 
This section considers the establishment and internal operations of the PHF Secretariat. It was 
anticipated that it would become rapidly operational and immediately independent from the grant 
holder due to formal secondment of the Secretariat Staff to the organization of the Chair, and the rapid 
set-up of the independent office. In practice, whilst the office was secured and equipped rapidly – 
representing an important step in establishing PHF as an autonomous body – the recruitment and set up 
of processes saw long delays that in turn resulted in delay and limited activity in the early months of the 
grant.  At this time PHF is operating as planned but the multiple lessons from the last year need to be 
taken forward and translated into improved structure and operations of PHF going forward: ‘PHF is what 

it set out to be, internally there have been difficulties, but it is not shown externally’ (PHF staff interview).  
 

6.1 Recruitment of PHF Secretariat staff 
Whilst all posts were advertised in a timely manner, there were extensive delays in staffing of the PHF 
Secretariat. Admin staff were initially recruited but resigned due to lack of activity within the PHF 
Secretariat without key staff in place. The delays in recruitment of key posts result from three factors: 1. 
The lengthy processes entailed in recruitment of international staff given notice periods, visa processing 
etc 2. A lack of understanding of IRC recruitment procedures amongst Secretariat staff and by IRC staff 
of how to facilitate recruitment for the new Secretariat, and, 3. The inability to find suitable candidates, 
with the required profile for the positions: ‘It was much harder to find the right candidate, with the 

appropriate profile, to find the right fit for the key positions. The job descriptions were new, the structure was 
unknown.. it was hard to find anyone with specifically relevant experience. But now, at this point we are much 

clearer about the profiles required’ (PHF Chair). Whilst it was not possible to compromise on the candidates, 
the process could have been speeded up if there was a clear focal point pushing in an appropriate way. 
Moving forward as the natural turnover of staff across the humanitarian sector occurs, recruitment to 
PHF key positions will be easier – both due to the knowledge gained in relation to key competencies 
required as well as the increased profile of PHF that will invited applications from candidates already 
familiar with PHF. To be strategic, effective and efficient the PHF Secretariat needs strong staff in key 
positions. Secretariat staff must be able to lead on the development and implementation of strategic 
priorities with and on behalf of the membership with input from the Chair and Excom, as well as 
coordination and monitoring of all PHF joint action and establishment of relations at all levels including 
government. Staff within the Secretariat must to be able to work in close partnership with regular and 
ongoing communication across positions and at the same time foster close working relationships with 
the Chair and the Excom.  
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6.2 PHF Operational structure 
 

6.2.1 Secretariat management structure  
The structure of PHF for its initial year as a formalized Secretariat consisted of one agency being the 
grant holder (IRC) and one agency being the Chair (CRS). Whilst this set up was a result of circumstances 
i.e. a new Chair being appointed after funding had been secured, one unintended positive consequence 
of the set up is that it gave greater independence and autonomy to PHF by having only partial 
association to anyone agency as well as having its own independent office and staff base. However it 
also resulted in multiple challenges and the majority of the delays in the start up and operations of PHF 
are directly attributable to the complex overall operational and management reporting lines of the PHF 
Secretariat. 
 
At the time of the evaluation there were three geographically and procedurally distinct agencies 
involved in the daily operations of PHF: 

1. The grant holder: responsible for operational management including finance, HR including 
recruitment and contracts of all staff, procurement and logistics 

2. The Chair and the Organization of the Chair: ultimately responsible for PHF services and 
activities in conjunction with the Excom, key PHF Secretariat staff are ‘seconded’ to the 
organization of the Chair for programme related management. Also responsible for limited 
operational support for example IT services and bank holder of the Membership Fees.  

3. PHF: all staff in the Coordination and Advocacy Unit and the Admin Unit report to the PHF 
Coordinator 

Confusion over the exact position and of PakSafe in the PHF Secretariat and moves by PakSafe to have 
more independence from PHF that initially envisioned by PHF also results in complications and 
confusion both internally and externally and needs to be reviewed – as previously considered.  
 
The complicated set-up of PHF, specifically the multiple sources and lines of management, resulted in 
multiple, constant issues – for example, who to hire, how to hire, where to place hired staff on a salary 
scale, what security rules to follow, how to approve RnR and leave etc. As such the set up, with divisions 
of support and management responsibilities across agencies made the resolution of even minute issues, 
decision making and implementation of said decisions, in relation to the set-up and subsequent running 
of PHF, extremely slow, complicated and resource heavy. The level of approval required from the grant 
holder, once decisions had been made by the Secretariat, usually at CD level and up to Head Quarter 
level for the recruitment of international staff and consultants, compounded the situation resulting in 
further delays.  
 
At the same time, the reporting lines were not clear and PHF staff frequently reported to the Chair for 
operational issues that should have gone directly to the Grant holder. Where issues did go to the grant 
holder, either directly or via the Chair, they frequently went to the most senior management – the CD of 
the agency – rather than to the appropriate position within the grant holder’s organization. The daily 
issues to resolve and address, at times, caused tension between PHF staff and the grant holder and the 
PHF Chair and the grant holder. To this end amicable resolution was achieved only through continuous 
and strong communication between the grant holder and the chair. Throughout the grant period these 
issues have been dealt with on an ad hoc basis – to enable lessons learned to be implemented the 
complications and agreed solutions need to be documented and translated in to procedures. At the 
same a revised structure for PHF is suggested, to simplify processes and enable a timely and responsive 
secretariat. 
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With the current structure when the grant ends, the grant holder will change. This will result in 
complications as the new grant holding agency will require PHF and PHF staff to comply to its own rules, 
regulation and procedure for both operations and staff. For example, the systems for financial 
management as well as salary scales, leave policies etc for Secretariat staff will change. This situation is 
not sustainable or efficient.  
 
There are three possible changes in structure to consider moving forward that would reduce the 
problems and make operations of PHF more efficient. These are considered in the table below with pros 
and cons outlined, at the same time PHF should proactively seek to learn from and review operational 
structures of Formalized Humanitarian Forums in other countries.  
 
Figure 6. Recommendations for PHF over arching management structure 

 
Recommendation Pros Cons 

1. The Chair of PHF is also the 
grant holder  

- All support functions for PHF 
Secretariat office under one roof 
 
- More efficient and timely in terms 
of management and implementation 

- less autonomy and independence 
from any one agency that comes from 
having a separate chair and grant 
holder. But this is less relevant due to 
the independent PHF Secretariat 
office. 
 
- in the long term grant holder would 
continue to change annually resulting 
in new policies and procedure for the 
Secretariat to adhere to annual 

2. One agency holds the grant 
for multiple years with 
minimum donor commitment of 
2 years. 

- Similar to other membership 
organizations  
 
- Long term funding and security for 
PHF 
 
- Policy and operational consistency 
for PHF in terms of financial 
management, HR, Security etc 
 

- Would need to mitigate against PHF 
becoming re-aligned with any one 
agency as was the case prior to the 
Formalized Secretariat 
 
- Mitigation would most likely be 
through banning the grant holder 
from PHF Chair so that the PHF Host 
would not manage Secretariat staff 
 
- As budget holder the grant holder 
would need a permanent seat on the 
Excom so reducing the elected Excom 
members 

3. Specific PHF operational 
policies and procedures  

- PHF operational systems and policy 
continuity irrelevant of grant holder 
- Staff and operations follow same 
systems and policies 
- PHF Secretariat operated as a 
stable and consistent body 
- Decreased confusion and increased 
staff satisfaction 

- Would require all future grant 
holders to accept the PHF operating 
policies and procedures 

 
In terms of moving forward, stability of the PHF Secretariat would be more assured if the Secretariat can 
operate by PHF specific structures and systems to the maximum extent possible for example in relation 
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to: vehicles, job titles, salary scales, RnR and housing policies and draw on the grant holders systems and 
policies only as needed, for example, contracts, recruitment processes and financial management – 
these would need to be developed reflecting the policies of all international agencies. The grant holder 
would then ‘host’ PHF as an agency, rather than run it as an organizational project or programme. 
 
Either way, to facilitate operations, all operational procedures of PHF need to be put into 
writing/available at the PHF offices to aid operations, for example: driver policies, office hours, phone 
usage. And hard and soft copies of all procedures and policies, that the grant holder and/or organization 
of the Chair required to be followed, are present at the office. At the same time staff of PHF should be 
orientated on and as familiar with the grant holders policies and procedures as any member of the 
organization.  

 
6.2.2 Reporting lines and staffing 
In the project document it was envisioned that the all staff in the Coordination and Advocacy Unit and 
the Admin Unit at PHF would report to the PHF Coordinator. The PHF Coordinator and would then 
report to the PHF Chair for PHF service related management and to the Grant Holder for HR/operational 
management. In practice, the Policy/Advocacy Coordinator and the PHF Coordinator were unable to 
establish a working relationship making this line of reporting redundant. The solution was for the Policy 
and Advocacy Coordinator and the PHF Coordinator to both report separately to the Chair. This line of 
reporting caused multiple challenges from lack of internal coherence of PHF to overload of the Chair in 
terms of PHF staff management. At this point it is recommended that this responsibility goes back to the 
PHF Coordinator so giving greater responsibility to the Coordinator for the strategic work of the 
Secretariat: ‘The Policy/Advocacy position within in PHF needs to report to the (PHF) Coordinator, it was planned 

this way but did not work. It resulted in double the work for the chair and lack of communication or coordination in 
PHF.. we need to give the self contained PHF structure more time to work’ (PHF Chair) 
 

Moving forward where systems, structures of human resources are not working, action should be taken. 
The Secretariat should also be separated out, to some extent from the Chair and the Excom as the 
elected ‘decision makers for PHF’ for example whilst senior PHF Secretariat staff may be invited to 
participate in Excom meetings it should not be the standard procedure that they attend. The same is 
true of Secretariat meetings – whilst the Chair or Excom members should be free to attend, meetings 
should be planned and led by the Secretariat, not the Chair.  
 

6.2.3 Job descriptions and responsibilities 
In the existing job descriptions, there is considerable overlap between the PHF Coordinator and the 
Policy/Advocacy Coordinator and in practice between the current Finance Admin Officer and 
Coordination and Logistics Assistant. In the evaluation period, the PHF Coordinator position undertook 
much of the PHF Secretariat office and administration functions directly. Whilst it was necessary in the 
early months, it took away from the time availed for strategic planning and positioning of PHF as well as 
establishment of PHF SoPs, ToR and regular lines of communication with the wider humanitarian 
community including government. The role of the PHF Coordinator is to serve the membership at a 
strategic level. Moving forward operational and admin tasks should be delegated to the Admin Unit at 
PHF, allowing the Coordinators to operate at a more strategic level on behalf of the membership, whilst 
retaining overall accountability for the Secretariat operations. Based on gaps observed and issues 
encountered in the first year of operations, PHF staff job descriptions should be revised to ensure the 
foundations are in place to move forward in a more coordinated and strategic manner with a clear 
division of tasks and reporting lines within the Secretariat – both at service delivery and support levels. 
Specifically the role of the Coordinators to follow-up on and coordinate actions on policy and political 
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decisions made by the membership as led by the Chair and the Excom should be explicit. ‘We need more 

key staff in the Coordination and Advocacy Unit of the Secretariat with clearer and more defined responsibilities’ 
(PHF Secretariat staff) 

 
At this time the Unit is fully staffed, however there remains scope for review and restructuring of the 
PHF Admin Unit. Specifically, greater programming use of the Coordination and Logistics Assistant – 
communications and media should be made. A clear focal point within the PHF Admin Unit is needed for 
office management; it is recommended that this is separated out from Finance management.  

 
6.2.4 Finance management 
The evident under spend against the ECHO grant relates mainly to the delayed recruitment of staff into 
position. However with multiple budgets relating to the operation of the PHF Secretariat – currently 
ECHO, OFDA and Membership funds – greater clarity in needed both over budget management in terms 
of organization, planning and approval responsibilities. Specifically where budgets are shared between 
PHF and PakSafe – as in the case of the current ECHO proposal – a clearer system for approval and 
management is needed, a the PakSafe Director was not in place until the last months of the ECHO grant 
this issue arose latterly as prior to that point the PHF Coordinator was the focal point. Specifically in 
relation to membership fees, guidelines are needed for the management and use of the funds to enable 
ear marking and ad hoc use.  
 

6.2.5 Handover to the incoming Chair and/or grant holder 
The process of handover to the new Chair both at the start of 2010 and at the start of 2011 has been 
complicated with delays. Lessons learned must be noted and implemented for the handover in 2012.  

- Clear document outlining the key tasks, the responsible person and the time line for completion 
of each task is developed by the current Chair and grant holder with support from the PHF 
Secretariat with the new Excom, Chair and Grant Holder and used for the handover.  

- Establishment of membership bank account by the incoming chair immediately to empower the 
incumbent and enable them to take decisions without involvement of the grant holder as 
required.  

- Development of SoP for new communication and reporting lines prior to, or in the first weeks of 
handover to the new Chair and/or grant holder.  

 

6.3 PHF Secretariat Internal structure and operations recommendations 
 
Overall Management Structure for the PHF Secretariat 

 The options for the overall management of the Secretariat outline above are considered with 
finding from a review of global Formalized Humanitarian Forums to inform a decision on a more 
effective overall management structure for PHF. 

 The PHF Secretariat has its own operational procedures to the extent possible and is ‘hosted’ by 
the grant holder that extends Financial, IT and Human Resource support to PHF. 

 

Internal Structure of PHF Secretariat 
 The structure of the PHF Secretariat, including reporting lines needs to be clearly mapped and 

disseminated with clear reporting lines within in the Secretariat and links to the Chair and 
Excom. This should be part of the PHF organagram recommended previously. 

 A stronger coordination link between the PHF Advocacy and Coordination Unit of PHF and the 
PakSafe Safety and Security Unit of PHF 
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Reporting Lines and Responsibilities 
 PHF Secretariat operates as a self contained body working with and led by the Chair and Excom 

for policy, political and strategic decisions 

 Revision of PHF Advocacy and Coordination Unit roles and responsibilities 

 Restructuring of the PHF Admin Unit  
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7. PHF Member Priorities 2012 Onwards 
At this stage, with many of the ‘growing pains’ involved with the establishment of any new entity 
overcome,  PHF is in a strong position to capitalize on the credibility and strength achieved over the past 
year. A number of specific priorities for PHF moving forward were raised in the evaluation; many more 
are contained within the body of this report. At the same time, to inform a detailed strategy for PHF 
2012 onwards a specific consultation process will be required.  
 

Packaging and Profiling of PHF 
More clarity and transparency over PHF – ‘who we are, what we are, where we are’ – both internally 
and externally at all levels of the humanitarian community.  
 

A Growing Organization 
PHF clearly defines categories of membership and actively seeks and engages new organizations to 
engage with PHF as appropriate to each individual organization or entity.  
 

PHF as a Coordinated, Strategic and Planned Organization Across the Board 
Development of singular focused PHF Strategy to guide the work of PHF and the PHF Secretariat. The 
PHF Strategy is one document that has annexes of sub-sections strategies of the PHF Secretariat 
components: Advocacy; PakSafe etc.  Clear work plans are developed to guide and monitoring 
implementation and progress.    
 

Prepositioning and Preparedness of PHF 
With caution not to overlap into the ‘nuts and bolts’ of humanitarian coordination as mandated with 
OCHA and the Cluster System, there is space for PHF to coordinate, at a strategic level in terms of 
advanced preparation and preparedness for forthcoming disasters. Mapping of members in terms of 
locations, key technical areas etc., as well as proactive development of working links with Government 
focal points to ensure that PHF is an engaged and credible voice on behalf of INGOs at the onset of 
subsequent disasters 
 

Formalization of the Relationship Between PHF and NHN 
Viewed as a strength by some and a limitation by others is that PHF is actually Pakistan International 
Humanitarian Forum. The membership recognizes the National Humanitarian Network as a strong force 
with powerful and influential members. PHF has seen NHN mobilize rapidly in response to disaster onset 
– for example through the formation of a Sindh working group at the onset of the 2011 floods. Whilst 
the two networks have differences in focus, mandates and priorities, PHF members believe there is 
extensive common ground and would like to see the link between PHF and the National Humanitarian 
Network formalized and strengthened over the coming year with a move towards working in 
partnership and holding joint initiatives. An initial move to realize this would be invitation of NHN as a 
formal member of PHF and a request for a reciprocal arrangement to give PHF a set number of seats at 
NHN meetings.  
 

Engagement and Positioning of PHF on both Humanitarian and Longer Term Development 
Priorities 
As per the PHF Terms of Reference, PHF engages on behalf of the membership in both humanitarian and 
development agendas. In practice, to date PHF has focused primarily on humanitarian priorities. It is 
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recommended that moving forward PHF seeks to position itself and act to influence longer term 
thematic issues though strategic engagement and positioning with existing structures 
 

Increased Provincial Presence 
Increased presence and visibility of PHF at provincial level as discussed in the body of the report.  
Division of Excom roles and responsibilities, particularly in relation to official representation.  
 

Renewed Commitment of Membership  
Greater membership participation in terms of leading on initiatives, consistent participation at PHF 
events and initiatives and information sharing up-to PHF as well as commitment to engage at the 
highest level of management is needed.  
 

Proactive Profiling of PHF with the Media 
Drawing on the PHF Secretariat and membership to build key links to individuals and organization. 
 

PHF establishes itself as a direct information sharing link between INGOs and the Military 
Information sharing between INGOS and the Military is seen as a specific gap. PHF could play a role here 
in terms of terms of direct information sharing between INGOS and the military in natural disaster 
contexts with the goal of coordinated assistance.  
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8. Conclusion 
PHF can claim many achievements over the past 12 month period, including the establishment of the 
PHF Secretariat. It is clear that PHF, with its 42 strong powerful global membership, has huge potential 
to deliver and that the Secretariat adds essential human resource capacity. This has been realized on a 
number of occasions over the past 12 months with distinct cases of clear impact and results and PHF has 
established itself as a credible, independent voice of INGOs in Pakistan.  However at this time it is widely 
held that the approach of PHF is too adhoc and dispersed. Even with a formalized Secretariat this is not 
possible and PHF needs to become more focused and more strategic, both in terms of internal 
operations as well as delivery of member services, in order to reach its full potential and move forward 
with strength and persistence on priority issues. 
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Annex 
Annex 1: PHF Secretariat Evaluation Terms of Reference  
 
Scope of Work: PHF Secretariat Evaluation 
Background 
The Pakistan Humanitarian Forum (PHF) was founded in 2003 to coordinate and strengthen the efforts 
of international NGOs working in disaster management. The forum currently comprises 40 of the largest 
international NGOs operational in Pakistan. At the time when it was founded, a forum for national NGOs 
existed, and PHF formed to coordinate only INGOs. The PHF has become increasingly relevant to 
humanitarian coordination over the years. The 2005 Earthquake struck Pakistan on a Saturday morning; 
PHF members met the same afternoon, and launched a joint assessment the following day. Within 48 
hours, PHF staff were on ground trying to reach affected populations. Similarly after the 2010 flooding 
began, PHF members and their national partners were among the first to respond.  Today, the PHF is the 
largest and most representative in-country network of international non-profit relief and development 
NGOs, and is an increasingly important voice in setting priorities, humanitarian policy and advocacy and 
security coordination.  
 
PHF was particularly active in 2009 and 2010, in part a reflection of the great need and pace of the work 
to communicate, coordinate and work together for greater impact.  However, by 2010, it was clear that 
the situation was unsustainable.  PHF’s capacity for coordination and advocacy was becoming stretched.  
This was exacerbated by the flood emergency, with the PHF Chair taking on significant additional 
representation, information management and coordination responsibilities.  In addition, the workload of 
the Secretariat required a great deal of time from the Chair’s agency staff, which took away from their 
existing responsibilities. 
 
Therefore, a decision was made by the PHF members to submit a proposal to ECHO to fund a PHF 
Secretariat.  The proposal included a separate office and full-time staff members to coordinate and 
manage the day-to-day PHF operations.  In November 2010, IRC received funds on behalf of the 
membership to establish the PHF Secretariat.  
 
Objectives: 
1.  To assess achievement of the Specific Objective and Result 1 from the ECHO PHF Secretariat and 
PakSafe Logframe. 
2.  To assess whether the Secretariat met the “five highest priority services from a PHF Secretariat” as 
highlighted in the early-2010 survey, namely: 1) representation at policy/operational/media fora, 2) 
security coordination, information and capacity-building (PakSafe)4, 3) joint advocacy, 4) interfacing with 
donors and, 5) mediation between government agencies and PHF members. 
3.  To identify PHF Secretariat service priorities for 2012. 
4.  To provide recommendations for any improvements to the internal operations of the Secretariat, 
within the constraints resulting from the different timings of proposal submission and Chair election. 
 
 
 
 

                                                           
4
 A internal evaluation of PakSafe will be conducted in January 2012, so only feedback from PHF 

members on initial PakSafe services is necessary at this time. 
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Specific Deliverables 

 
Reporting shall follow IRC template (if any) or standard reporting template in which case shall be the 
responsibility of the Service Provider to prepare the first draft, receive comments and adjustments and 
then submit a final report to the PHF Chair and IRC Country Director for approval. 
 
Timeframe 
The timeframe of the evaluation is 15 working days.  
 
 
 
 
 

Deliverables  Methods 

1. Evaluation report on the achievement of the logframe 
Specific Objective and Result, and how this contributed 
to the overall Principle Objective. 

Data collection from Secretariat 
staff, meetings with Chair, Ex-
Com and PHF members, 
meetings with donors (ECHO, 
OFDA, DFID, Norway, etc), 
meetings with other members 
of the humanitarian community 
(HC/RC, HCT members, PHF 
Observers, NGOs), etc. 

2. Evaluation report should include feedback from PHF 
members regarding a) whether the Secretariat 
delivered 2010 identified priority services and b) 2012 
priority Secretariat services. 

Meetings with all PHF 
members. 

3. Recommendations to PHF Chair and Executive 
Committee regarding improvements to the Secretariat 
internal operations. 

Meetings with PHF Chair and 
former Chair, meetings with 
PHF Secretariat international & 
national staff, meetings with 
relevant CRS and IRC staff and 
meetings with PHF Ex-Com 
members. 


