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Executive Summary  
 
Pakistan has been hit by a series of flood disasters in recent years causing widespread 

destruction that has affected millions of people. Alliance 2015, a grouping of five European 

based NGOs has, with the support of ECHO, been responding to those disasters in order to 

meet the humanitarian needs of those affected. In June 2012 the Alliance 2015 partners 

ACTED, Cesvi, Concern Worldwide, People in Need and Cesvi commenced work on it fourth 

joint project funded by ECHO entitled “Integrated Humanitarian Support for Disaster Affected 

Populations in Pakistan” in which, under the leadership of Concern they implemented a 

project over a fourteen month period, that had the principle objective “to provide 

humanitarian assistance to the disaster affected population in order to support them in 

addressing their prioritised needs”. Work was undertaken in 5 of the 23 districts of Sindh 

Province with the more specific objective of ensuring those affected had access to basic 

shelter and WASH assistance to meet their immediate needs and reduce suffering.  

 

The evaluation was carried out over a number of months beginning in June 2013 after 

selection of an external international consultant and a local national consultant. The field 

work part of the evaluation was undertaken in July and September 2013 guided by a Terms 

of Reference. The evaluation was to have a particular focus on the quality, appropriateness, 

timeliness, efficiency and effectiveness of the interventions carried out. In order to deliver on 

the evaluation objectives the evaluation team utilised a number of methodologies that 

included literature review, key informant interviews, focus group discussions, household 

interviews and physical observation. Every effort was made to speak with as many relevant 

stakeholders as possible and view Shelter and WASH interventions in range of geographic 

locations as delivered by each of the 5 international NGOs and the 4 national NGOs that 

partnered with Concern and WHH.  

 

The relevance of the early recovery response was determined from a geographic and 

sectoral perspective with Alliance partners coordinating well amongst themselves and other 

key stakeholders to identify places in need but not covered by other actors. They also 

worked well to identify the sectors where the need was greatest with Shelter the primary 

expressed need for those affected. WASH wasn’t such an expressed need but relevant to 

the priority problems of those affected. Food was also a high need and an identified sector to 

intervene in but funding reasons was not pursued. For the emergency response shelter was 

a priority need and therefore a relevant response to engage in for those affected by the 2012 

floods. 

 

The response was considered appropriate for a number of reasons. Firstly the assessment 

process to identify those in need was excellent and consistently applied across Alliance 

partners. Within affected villages this process helped to identify those most in need of 

assistance. High levels of community participation during most of the project cycle stages 

ensured the project continued to be appropriate to the needs of those affected and ensured 

communities were engaged in the accountability processes of monitoring and evaluation. 

One weakness in this regard was the less than full involvement of communities in the design 

of the infrastructure to be provided with agencies themselves pre-determining the design of 

shelters, hand pumps and latrines. 
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Targeting of the most vulnerable was particularly impressive with every household visited 

during the evaluation meeting the vulnerability criteria such as widow or low income family. 

Targeting was so good to meet the needs of the most vulnerable in as many villages as 

possible that the broader population were to an extent left under-served in more population 

wide services such as water supply, sanitation and hygiene promotion. For example 

boreholes in some locations were only provided to those considered most vulnerable and 

other sections of the community were left without the same levels of access to safe water. In 

the area of communication most respondents spoken to were clear at the time of assistance 

delivery what the vulnerability criteria was but a small minority did complain that 

communication was lacking in circumstances where they met the vulnerability criteria but for 

other reason did not receive assistance.  

 

 

The Shelter response was considered appropriate in the social and cultural context and is 

reflected in the huge satisfaction levels with the type of shelter assisted with, in both south 

and north Sindh and the high levels of occupancy in those shelters. In the area of water 

supply extracting water from ground water sources is the norm and the types of hand pumps 

supplied are entirely consistent with what communities are used to. The level of support to 

communities regarding longer term operation and maintenance of those facilities was 

inconsistent amongst agencies and therefore inappropriate if one has an objective to link 

relief and rehabilitation to development. The latrine response was for the most part regarded 

as inappropriate for poor and sparsely populated rural villages where open defecation is the 

norm and high quality pour flush latrines connected to a septic tank and to be shared 

between families is largely unsustainable or replicable.  

 

In terms of outputs the project overachieved in part due to favorable exchange rates but also 

due to improved efficiencies on procurement of materials and a noted commitment from 

Alliance partners to deliver as much as they could for the money and other resources 

available to them. Under Shelter alone, 13% more were built beyond the number originally 

planned while 100% of them are not only built but occupied providing a safe and dignified 

environment for householders that are built to be more resistant to future floods. Access to 

water supply is substantially improved in every respect although that access is declining as 

some boreholes run dry/saline and pumps breakdown without the means for continued 

repair.  

 

Substantial latrine outputs were achieved and several are being valued and used although, 

“probably”, in the majority of cases, they are either not being used, partly due to non 

availalbility of water, or only used by women, and in some cases for bathing purposes. Note: 

The evaluation team wishes to highlight that use of latrines was not in the Logical 

Framework and therefore was not measured as an indicator of performance by Alliance 

partners and therefore extrapolate from observations the phrase “probably not being used”.  

In the area of hygiene practices the reported improvement in hygiene practices through the 

KAP surveys is simply too good to be true and while knowledge levels are high and some 

improvement can be associated to the enabling factors of improved water supply and 

hygiene kits the likelihood is that the results recorded suffer from unintended bias during the 

data collection. In addition the target set of 35% improvement in a 14 month period is 

perhaps unrealistic and future projects should set realistically achieveable improvements.  
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Short term impact is very significant as the principle objective to support those affected in 

addressing their prioritised needs was achieved. There has been a reduction in infectious 

diseases, many people have access to safe water and sanitation, hygiene awareness is high 

and good hygiene practices are supported by the hygiene materials received and many 

thousands of people can sleep soundly at night knowing they have safe and secure shelter 

to protect them and their assets. Hope has been restored and the interventions themselves 

have helped put money into the local economy. Due to the DRR focus of the project, many 

of the services provided will last mid-long term. This is especially so under the Shelter 

component as the quality of construction ensures most shelters will last. Under Water the 

degree of impact is less certain as many water sources begin to fail or maintenance 

becomes more of a challenge due to the absence of functioning water committees and a 

lack of spare parts or tools to operate and maintain hand pumps. Using latrines was never 

the norm prior to the floods and while many are being utilised and appreciated the bulk of the 

population either does not use or don’t have access to a latrine and therefore community 

wide impact is less evident. Reference is made to the National Sanitation Policy of 2006 for 

guidance on how some of these challenges can be overcome.  

 

In the main Alliance partners were pretty good at applying and following humanitarian 

principles and standards. Assistance was delivered in accordance with key humanitarian 

principles set out in the Sphere Project Handbook such as responding to need and need 

alone. For the most part standards were applied and followed with regard to the technical 

standards and indicators for shelter and WaSH although the standards applied could have 

been better adapted (building permanent latrines for sharing between non related families 

was not wholly successful) to the context of sparsely populated rural Pakistan. Beneficiaries 

expressed high satisfaction levels with the timeliness of the response. In terms of cost 

effectiveness there was relative eveness in the expenditure by Alliance partners on supplies 

and activity costs which is related to the standardised BOQs.  Some significant disparity was 

observed between agencies on indirect costs and personnel costs. 

 

Many priority issues were mainstreamed throughout the project with the bulk of attention 

focusing on gender (an identified weakness under ECHO III) and DRR. Application in these 

areas was strong although not entirely consistent as seen for example in the lack of flood 

protection applied in the siting of many wells and within hygiene promotion an over emphasis 

on women under gender to the possible exclusion of men. There was strong emphasis too 

on accountability to beneficiaries and most partners performed well in this area if comparing 

performance against the HAP standard of 2010. There was a strong focus on ensuring 

complaint response mechanisms were in place enabling people to make complaints through 

a number of different routes. The bulk of people who did complain did so through the phone. 

The evaluation team did not get an opportunity to examine in detail the nature of complaints 

received and how they, in particular sensitive complaints, were followed up.  

 

The assessment process was appropriate and a notable strength of the project. M&E 

systems were harmonised allowing like for like comparisons. Some improvements in 

monitoring can be made, such as measuring the actual use of latrines (not just are they 

functioning) in addition to numbers and limiting respondent bias in KAP surveys by externally 

contracting out the undertaking of KAP surveys. The evaluation benefited from being 

undertaken several months after project completion to help assess medium term impact but 

could be broken down into more manageable chunks by for example focusing concentrated 
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effort on known weaknesses such as hygiene promotion. 

 

Future vulnerabilities have been reduced in large part due to the DRR focus on the 

infrastructure provided, most notably with respect to the shelters that are of a good quality 

with improved resistance to future floods. More effort could have been made on the 

“software” side in terms of building community capacity at the wider level, referring here to 

Community Based Disaster Risk Management and improving knowledge towards preventive 

behaviours like storage of foodstuffs, dealing with contaminated water and dealing with 

excreta management challenges in a flood environment.   

 

Lessons learned from previous emergencies, globally, within Pakistan and specifically in 

relation to ECHO III were systematically incorporated into the design of this response. This 

demonstrates once again the management commitment to lesson learning with the Alliance 

partnership. Two of the most important lessons were 1) the placing of a full time coordinator 

in the lead agency, in this case Concern and 2) improved harmonisation in assessment and 

monitoring processes. Still, many more lessons have emerged, many of which are applicable 

technically in the sectors of shelter, water supply, sanitation, hygiene promotion and vector 

control. The fact that so many technical lessons have emerged suggests greater attention is 

required to deliver technically good outputs, particularly within WaSH, including vector 

control.  

 

As an Alliance this is the fourth project implemented with ECHO support and at this stage 

the Alliance model is enhancing the timeliness, quality and effectiveness of the response. 

This is in part due to the fact that the Alliance have already worked together a number of 

times and are well practiced in coordinating, harmonising tools, sharing materials and 

realising the benefits of working together. Trust has been built up over a number of years 

enhancing the collaborative way of working. More emphasis could be placed on shared 

learning if more formal collective and bilateral mechanisms were set up such as having a 

hygiene promotion working group to help improve the level of performance in this one area. 

For example a hygiene promotion working group could address issues like defining the 

messages, defining the communications channels, defining the human resource mechanism 

for delivery of hygiene promotion and defining valid ways to measure behaviour change.  

 

There was no sense during the evaluation that Alliance’s collective voice was being utilised 

to the fullest extent in the way other consortia carry influence, advocate or share lessons to a 

wider audience. This is partly reflected in the way the Alliance is seen or not seen at wider 

cluster coordination meetings where they are seen as different agencies and not as a group 

of agencies. Linked to this is the issue of visibility and communication which while good 

could be strengthened. 

 

In conclusion the early recovery and emergency responses implemented by Alliance 2015 

have been really good in what is sometimes a challenging environment when one considers 

the sheer scale of need, the security risks sometimes associated with working in these areas 

and the levels of poverty faced by communities on a daily basis. Finding that balance 

between delivering assistance to meet basic priority needs and link actions in longer term 

sustainable impact is difficult. The following sets out some of the Key Recommendations for 

Alliance 2015 as they move forward. 
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Under the theme of Project Management, the excellent coordination from ECHO IV should 

be retained and expanded upon into sectoral and thematic areas at field level. Accountability 

mechanisms at the beneficiary level can be improved by communicating better throughout, 

by enabling more people to make a complaint and checking to see how complaints have 

been followed up. The standards applied in the project should be reviewed and 

contextualised better. Communities should participate in choosing infrastructure 

technologies and their design. Visibility and communications should be applied with greater 

rigour both within Pakistan and at HQ level. Finally under project management the Alliance 

should consider breaking up evaluation into manageable chunks with more emphasis on 

evaluating technical performance.  

 

Technically a number of recommendations are made. In Shelter improvements are 

suggested on shelter design, where feasible that shelter kits are provided for all severely 

affected households and great application of DRR. At the water level water supply planning 

should have a wider Integrated Water Resources Management approach, better harmonise 

the approach on the operation and maintenance of water systems post construction, better 

harmonise on water testing parameters and improve post construction data at or for each 

well. In the field of sanitation the choice of latrine design needs to be carefully determined 

based upon the field reality/context and expected norms in Pakistan for sparsely populated 

rural areas. Hygiene promotion needs to be better planned and implemented considering all 

the key steps necessary for an effective hygiene promotion component including staffing, 

behaviours to promote, communication channels to promote, target audiences and ways of 

measuring performance including going beyond KAP surveys towards more formative 

research. Vector control is one possible area for all partners to engage in if the risk of vector 

borne disease is high but it needs to be implemented by having an Integrated Vector 

Management approach. The Alliance as a whole needs to reflect to what it is good at and 

what it could improve upon. It is suggested that the Alliance is weaker in WaSH than Shelter 

and the leadership in the Alliance needs to understand why this is so and strengthen its 

culture and staffing to better address this weakness. Finally the Alliance should consider a 

wider role beyond project implementation to areas such as advocacy and influencing others 

through wider lesson learned sharing.  
 

 


