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Summary 
On January 12, 2010, a massive earthquake devastated Haiti’s capital city, Port-au-Prince, and 

much of the surrounding region. More than 250,000 people are believed to have died, and 1.36 

million people were left in dire need of assistance. It was a grievous blow to a country already 

plagued by extreme poverty and political instability. 

 

The members of the Humanitarian HC (HC) at the time of the earthquake1 – CARE Canada, 

Oxfam Canada, Oxfam-Québec, and Save the Children Canada – launched a joint appeal to 

deliver live-saving aid to Haiti. Canadians responded with overwhelming generosity, donating 

more than $200 million to aid organizations including the members of the HC. 

 

The HC and its members are committed to accountability and transparency to donors. As part 

of that commitment, the members of the HC have conducted evaluation reviews of their 

programs in Haiti to ensure they are operating as effectively as possible, and to identify gaps 

and lessons to improve aid going forward. 

 

In May 2010, the HC conducted a Real-Time Review to evaluate and improve the short term 

emergency response as the programs were beginning to transition to long-term rehabilitation. 

This was followed by a comprehensive evaluation, conducted October 3 to 14, 2011.  

 

The evaluation was conducted by a team of five evaluators and was based on the HC’s 

Monitoring and Evaluation framework.  The evaluators reviewed documentation, engaged in 

on-the-ground observation, conducted face to face interviews with HC member staff and major 

stakeholders, and held focus group discussions with beneficiaries. 

 

The evaluators found that overall the members of the HC have had a positive impact in Haiti, 

supporting many of the survivors in reshaping their lives and futures. The HC members 

provided for basic necessities such as water, sanitation, housing and education. As well, 

beneficiaries particularly expressed their appreciation for the psycho-social services provided 

by HC members. Beneficiaries often indicated it as the most important support they had 

received.   

 

While responding in Haiti, the HC members faced and overcame major challenges. The scale of 

the crisis and the enormous damage it caused to basic and vital infrastructure essential for the 

delivery of assistance cannot be underestimated. 

The evaluation team has identified specific areas where the member agencies performed 

strongly, as well as areas where response activities were less effective and lessons can be 

learned to improve performance in Haiti, and in future emergency responses around the world. 

                                                        

1
 Originally, the HC consisted of four organizations (Save the Children Canada, CARE Canada, Oxfam Canada, 

Oxfam-Québec). Plan Canada joined as a full member after the crisis in Haiti. 
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The evaluation found that the interventions that were most successful were coordinated with 

the receiving communities, coincided with local strategies and received support from locally 

recognized and respected leadership. 

 

The management structures of the HC members in Haiti were generally well developed and had 

a clear and understood division of responsibilities. The members that had empowered their 

staff in the field with greater control and responsibility, or those running smaller-scale 

programs, were more adept in gathering feedback from beneficiaries and using that feedback 

to improve their programs.  

 

The HC members did experience some minor problems in managing grants, such as maintaining 

a timely overview of expenditure and budget balances and communication of financial 

information to program staff with budget responsibilities. 

 

It was in the area of human resources, however, where the member agencies faced their 

greatest challenges. Difficulties arose from dealing with the rapid growth of their organizations, 

high staff turnover, and the competition for qualified Haitian staff. 

 

For the two HC members that experienced a major scale up, rapid growth and high turnover 

impacted their ability to maintain a staff body with a sufficiently developed understanding of 

humanitarian and organizational standards. Faced with strong pressure to expand programs, 

these members were not able to vet all applications and ensure the same quality of orientation 

support as under usual circumstances. Moreover, some of the international staff lacked the 

appropriate language skills – i.e. French. This hampered coordination with local Haitian 

organizations and authorities, as well as beneficiaries.   

 

 
 

The evaluation identified a need for greater coordination with other organizations. There were 

examples of good coordination, specifically with local (often informal) organizations, with the 

Water, Sanitation and Hygiene (WASH) cluster, and during the cholera response. However key 

Recommendation 1:  HC members must develop suitable human resource 

strategies that can deal efficiently with rapid growth and limit the risks to the 

organisation. Developing and maintaining humanitarian capacity in-country 

sustained by a clear response strategy may reduce the need to hire large numbers 

of international staff. 

Recommendation 2: HC members must ensure that international staff in positions 

for which it is required to participate in coordination, representation and 

interaction with the beneficiaries have the appropriate language skills. 
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elements such as a systematic approach to vulnerability and targeting, coverage 

standardization and beneficiary accountability could have been much better developed. One of 

the key issues of concern was that the HC members were not clear about their expectations 

from the cluster coordination.  

 

 
 

From the outset, there were significant problems in coordination with the Haitian government. 

Only with the Haitian Ministry of Health and DINEPA, the Haitian department responsible for 

water and sanitation, did coordination prove effective. Coordination at the local level was even 

more problematic. Mayors and other lower levels of government were often weak and 

incapable of facilitating the link between assisting organizations and the needs in their 

community. In addition, the population is profoundly mistrustful of local governments. Local 

alternatives such as associations and committees have been more successful in engaging with 

the HC members and linking need with assistance. 

 

The HC members were all quick to respond after the earthquake. All prioritized the response, at 

times at the detriment of their long-term programming. However, a gap currently exists in 

emergency preparedness for the future. Only one of the HC members currently appears to be 

sufficiently prepared to respond to a new large-scale crisis, should one occur.  

 

Knowledge of international standards for humanitarian activities needs improvement. All HC 

members adhere to internationally-recognized standards for humanitarian work, such as the 

Code of Conduct of the Red Cross, and the Sphere Code.  However, few staff in Haiti 

demonstrated comprehensive knowledge of these standards. Where training was provided, it 

tended to focus on narrow technical aspects of the standards. It is important that staff and 

managers learn to perceive their actions through the lens of the standards. 

 

A key to effective humanitarian programming is a solid, pre-defined exit strategy. In Haiti, in 

terms of exiting from short-term emergency response programs and transitioning to long-term 

rehabilitation, this was notably lacking. None of the HC members had used explicit exit criteria. 

In many cases, the exit strategies were driven by the cessation of funding, rather than a pre-laid 

plan. Beneficiary involvement in exit strategies consisted mainly of building acceptance in the 

community for the ending of the program. It is worth noting that smaller-scale programs that 

were often conceived together with the beneficiaries were more successful in making the 

transition to rehabilitation. 

Recommendation 3: HC members must clarify their expectations of the 

Humanitarian Reform Structure Coordination. In the coordination structures more 

attention needs to be paid to achieving common approaches on accountability, 

vulnerability analysis and targeting and coverage. This can only be achieved if the 

participants demand it.  
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Accountability to beneficiaries is an area where there have been significant gaps in Haiti. Much 

more could have been done to inform the disaster-affected population about the organizations 

there to assist them, how to access aid, who would be eligible to receive what support, and 

how beneficiaries could contact and provide feedback to aid organizations. A substantial 

number of beneficiaries expressed their concerns about these gaps. HC members counted too 

much on the ability of the field staff to act as a conduit to get information to and from 

beneficiaries. This should have been made into a more systemic element of the management 

structure and programme delivery.  

 

 
 

Two of the three HC members demonstrated a strong culture of internal learning. Regular 

exchanges on program progress and reflection on ways forward were well integrated in the 

teams. However, the monitoring and evaluation (M&E) sections of each organisation could all 

play a more important role in further developing the leaning culture. In Haiti, M&E staff have 

focused on project output which should be the concern of program management teams.  

 

 
 

Comparing the results of the October 2011 evaluation with the Real Time Review that was 

carried out in May 2010, shows that the concerns raised about staff turnover, the 

understanding and application of humanitarian standards, accountability to beneficiary, the 

level of emergency preparedness and the application of lessons learned are still valid. One HC 

member had made considerable progress but on the whole these areas do need more 

attention. The quality issues raised by the 2010 review were addressed during the strategic 

reviews the agencies undertook in the summer of 2010. One agency had explicitly used the 

results of the Real Time Review to address the quality of their response. Others may have come 

to similar conclusions in independent ways.  

 

Recommendation 5: HC members must put more emphasis on learning lessons and 

actively applying these lessons. The M&E sections could in addition to the programme 

management play a central role in capturing lessons and using them for training and 

or planning purposes. 

Recommendation 4:  HC members must integrate beneficiary accountability in their 

organisational structures ensuring that the quality of the relationship between 

assistance providers and the beneficiaries in general and their organisations 

specifically is actively and regularly monitored. Management should be kept 

accountable for achieving the accountability standards. 
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Chapter 1: Introduction 
In May 2010, the HC conducted a real time evaluation of its members’ emergency response 

activities in Haiti in order to identify short-term issues and take corrective action to improve the 

response activities as they were underway.  From October 3-14, 2011, the HC followed up with 

a full final evaluation of its emergency response. This report presents the findings and 

recommendation of that final evaluation. 

 

The HC is a network of Canadian NGOs determined to unite in cases of humanitarian crises. The 

HC today is formed by five of Canada's leading aid organizations: CARE Canada, Oxfam Canada, 

Oxfam-Québec, Plan Canada and Save the Children Canada. As a joint Canadian approach to 

humanitarian response, the HC is a "one-stop-shop" for all Canadians during times of 

international humanitarian disasters. The members of the HC work together to reduce 

unnecessary competition, better educate the public on humanitarian needs, increase the 

impact of Canadian humanitarian responses and reduce administrative costs. 

 

During humanitarian emergencies, member agencies speak to Canadians with one voice, 

provide direct access to disaster and response information, coordinate spokespersons and 

share resources. When disaster strikes, each member agency brings their specific expertise to 

implementing humanitarian programs. 

 

All members of the platform are committed to humanitarian responses and subscribe to the 

internationally agreed humanitarian standards such as the Code of Conduct of the Red Cross 

and Red Crescent Movement, the Sphere Standards, and the members’ own codes of conduct. 

The HC and its members raised over 15.5 million Canadian Dollars for the Haiti Earthquake 

response. The funds were shared among the members (with the exception of Plan, which was 

not a member of the HC at the time). 

 

Following this introduction, the second chapter of this report will present background 

information on the disaster that struck Haiti January 12, 2010, and some of the relevant social, 

political and development context of Haiti both prior to and after the earthquake. The third 

chapter offers a short summary of the purpose and methodology of the evaluation and the 

fourth chapter presents the actual findings and recommendations of the evaluation process per 

line of inquiry. The final chapter presents the sum of the conclusions and recommendations 

 

The HC Monitoring and Evaluation guidelines and the Terms of Reference which guided the 

conduct of this evaluation may be found in Annex I. 

  

Chapter 2: Background and Context 
The earthquake that hit Haiti on January 12, 2010, devastated Port-au-Prince and surrounding 

areas. The exact death toll may never be known but is estimated to be between 200,000 and 



 

 

10 

300,0002. The number of people in need of assistance directly after the quake was estimated at 

1.36 million.  

 

The epicentre of the earthquake was Léogâne, a community close to Port-au-Prince with an 

approximate population of 200,000. Ninety per cent of Léogâne’s infrastructure was destroyed 

in the earthquake.  In Port-au-Prince, whose population is estimated at about 3 million people, 

the earthquake destroyed mainly the lower-lying areas of the city. Jacmel, a town of about 

50,000 people, suffered less damage from the earthquake. It nevertheless received a 

substantial amount of humanitarian assistance. 

 

The Haitian context has a number of specific characteristics that impact the delivery of aid.  

Following the military coup in 1991 and the restoration of democratic government in 1994, 

with elections in 1995, the Government of Haiti has never really found its role in public life. The 

deepest point of its collapse was in 2004 when the UN mandated an international military 

intervention mission (UN resolution 1529). This resolution was followed three months later by 

Security Council Resolution 1542 that formed the basis of the MINUSTAH (the United Nations 

Stabilization Mission in Haiti).   

 

René Garcia Preval served as President from 2006 to 2011. In March, 2011, Michel Martelly was 

elected, taking office in May, 2011. However a five-month political impasse prevented a new 

Prime Minister and government from being sworn in until October 2011.  

 

The taking of office by President Martelly and the formation of a new government are seen as 

small but important steps forward.  At all levels, central and local, the mechanisms through 

which the state can exercise its power and the administration through which policies should be 

implemented are so weak that few or no results of any significance are expected in the near 

future. 

 

The lower level organs of the state, the Collectivités Territoriales, have suffered from serious 

under-investment over the last decade. They have also faced a lack of clarity about roles and 

responsibilities, incompetence, corruption and, as a result, an ever-widening gap between the 

Collectivités and the population. From the population’s perspective, the relationship with the 

government is filled with mistrust and is largely dysfunctional. 

 

The absence of government has reinforced local initiatives. Many neighbourhoods, 

communities and interest groups have created committees or associations that play a major 

role in public life. In some cases they have opened schools, operated and maintained irrigation 

schemes or mediated in community affairs. Shortly after the earthquake, many camps had 

spontaneously created their own camp committees.  

                                                        

2
 A report commissioned by USAID evaluate the death toll as being from 46 000 to 85 000. 

http://www.bbc.co.uk/news/world-us-canada-13606720 
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These local committees and associations are an important expression of Haitian civil society. 

They often have a very local mandate. As a result, Haitian society is dispersed or, in French, 

atomisée. These groups have their own different modes of operation. Some are elected at 

regular intervals while others manage to impose themselves. Civil society groups with a more 

political mandate are mainly found in Port-au-Prince. They have different political affiliations 

and differ on the causes of collapse of Haitian society.  

 

When the earthquake struck, Port-au-Prince was heavily overpopulated. The existing services 

infrastructure that was supposed to serve about 300,000 people was already serving over 3 

million. Just before the earthquake, the monthly influx was estimated to be around 15,000 

people. No city planning existed to accompany this influx. 

 

Education is one of the highest priorities for the Haitian population. It is considered by many as 

a “ticket” out of Haiti and the starting point for a better life. Many Haitians work and live in the 

United States and Canada and their remittances are a key lifeline for people in Haiti. The dream 

of finding a better life abroad is an important motivator for the Haitian population to invest in 

education.  As a result, Haiti suffers from a substantial brain drain. 

 

Finally, Haiti is characterised by widespread and profound poverty. It is the poorest country in 

the western hemisphere, classified 148 of 172 on the Human Development (2010) index and 

having an estimated average income of just over $1000 USD per inhabitant. Access to basic 

services, such as drinking water, health and education is low; general life expectancy at birth is 

61.7 years and the average duration of education is 6.8 years. The average malnutrition rate for 

children under five years of age is 58 per cent. Over the last six years (2005-2010), Haiti’s 

Human Development Index Score has remained stable. 

 

The earthquake further reduced Haitian capacities as the government lost a substantial amount 

of its employees and infrastructure. MINUSTAH lost its headquarters and, for some time, was 

lacking in leadership after losing its commander. The UN humanitarian agencies were all 

relocated to the MINUSTAH camp at the outskirts of the airport.  
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Chapter 3: Purpose and Methodology of the Evaluation   
 

The evaluation had three objectives: 

1. To evaluate the quality, appropriateness and impact of member interventions, in line 

with M&E Framework guidelines and the lines of enquiry contained therein; 

2. To evaluate the level of involvement of and accountability to beneficiaries and 

transitions to recovery and reconstruction, as well as how member’s internal M&E 

systems addressed these. Financial management and cross-cutting gender issues were 

also considered; 

3. To confirm findings and to evaluate to what extent lessons or recommendations from 

the May 2010 real time review (RTR) have been taken into account and applied to 

programming.  Specific attention was given to lessons regarding staffing, staff training, 

accountability to beneficiaries, inter-agency coordination and standards. 

 

The methodology for this evaluation consisted of four elements: 

• A literature review of background and response documentation; 

• Interviews with agency staff with emphasis on senior management, M&E staff and 

field staff; 

• Interviews with beneficiaries who received assistance from the HC-funded response 

activities; 

• Interviews with beneficiaries who received assistance during the humanitarian 

response. 

• Interviews with other key informants such as mayors, non-HC-member NGOs, 

partner staff, etc. 

 

All interviews were semi-structured, addressing a number of subjects per interview category. 

The evaluation is based on a documentation review, face-to-face interviews with HC member 

staff and main stakeholders, observations and focus group discussions with beneficiaries. The 

evaluation team was made up of two national M&E staff from CARE and Oxfam-Québec, two 

independent international consultants, the Executive Director of the HC (first week) and one 

Montreal-based program staff member from Oxfam-Québec (second week).  

 

The major constraints faced during the evaluation were the fact that the evaluation took place 

well after some of the projects had ended; some projects had been closed 10 months earlier; 

few staff who had participated in the early responses were still with the respective HC 

members; and the lack of familiarity of the HC members with the HC M&E framework which 

looks predominately at agency performance and less at specific HC co-funded projects. 

  



 

 

13 

Chapter 4: Findings and Recommendations by Line of 
Inquiry 
Overall the impact of humanitarian interventions has been positive. The assistance rendered by 

the HC members has made a positive impact and has allowed many of the survivors to reshape 

their lives and futures. 

 

The three HC agencies have faced and overcome major challenges so they could provide 

meaningful assistance.  The scale of the crisis and the enormous damage it caused to basic and 

vital infrastructure essential for the delivery of assistance should not be underestimated. 

 

4.1 An effective management structure is in place for clarity, decision-making 

and direction  
All three HC members have clear management structures in place and they provide for clarity 

and well-communicated decision-making.  The management structures are, however, different, 

and this impacts on how projects are delivered, on the 

ability to adapt activities to changing circumstances, on the 

ability to integrate beneficiary feedback in decision-making 

and on the interaction with beneficiaries.    

 

Field office staff of decentralised HC members  - situations 

where sub-offices within the country operate with broad 

autonomy – felt empowered and responsible for the quality 

of the programme. However, despite the considerable 

support services capacity in the office, they faced some 

minor challenges in budget management such as 

maintaining a timely overview of expenditure and budget balances and communication of 

financial information to program staff with budget responsibilities.  

 

A HC member that had 42 grants with different starting dates had centralized its structure 

around the grants to ensure proper grant management. This objective was largely achieved. 

However the agency was less apt in integrating beneficiary feedback in major decision-making 

because of the “distance” between the beneficiaries and key decision-making. Field staff felt 

less empowered for their project-specific objectives and were less inclined to feed information 

“up the line” and into decision-making. Due to the structure the HC member faced some 

difficulty in maintaining overview of programs that had multiple objectives such as short-term 

cash for work and long term livelihoods support. 

 

It has taken all three agencies a considerable amount of time to come to a stable management 

structure and have it sufficiently resourced. One of the agencies reported that during the first 

nine months it had five different humanitarian co-ordinators. Another agency just created such 

a position over the course of last year. Staff turnover has been a major constraint for the 

For the HC members that 

worked with more 

decentralised and integrated 

program approach it was easier 

to incorporate beneficiary 

feedback in main decision-

making and adapt the 

programme delivery.  
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agencies that grew very fast and this had an obvious effect on continuity and reporting. Two of 

the three agencies reported that they have experienced problems in ensuring projects 

remained on track.  Their ability to report back to donors was negatively affected by the 

turnover despite the fact one HC member made considerable efforts to obtain program 

information from staff, even if they had already left Haiti. 

Within each organisation the management structure was well understood at both head office 

and field office level. High staff turnover directly related to fast growth has been the main risk 

for two of the three HC members.  

 

 
 

Comparison with the HC’s Real Time Review  

The Real Time Review mentions, in relation to the HC members’ management structures, two 

main issues. The first is the creation of a humanitarian coordinator position. The second is the 

risk to the structure and the quality of management when 

large numbers of new staff arrive and there is high pressure 

from the main offices on the country offices to review their 

objectives upwards. By the time the final evaluation took 

place, all HC members had a humanitarian coordinator in 

place with the overall responsibility for the existing 

humanitarian programs and the internal humanitarian 

response policies and procedures. The effects of staff turnover 

had for two of the three HC members impacted negatively on 

their ability to manage grants. The pressure from the head-

offices to expand programs had ceased.  

 

4.2 Key support functions are adequately resourced 
Key support functions were generally adequately resourced. Communication between support 

services and management was working well and two of the three HC members had their 

support services directly involved in the operational planning. The critical areas have been 

Human Resources, Logistics and Grant Management.  

 

The sudden increase in staff and the high staff turnover had left marks on two of the three HC 

members. They reported that the high levels of new staff and high staff turnover had 

complicated efforts to induct new staff into the organisational values. As well, because of 

recruitment pressures, proper vetting of applications had been a challenge. In one of the 

agencies the emergency staff body of 291 staff consisted of 290 new staff. One agency reported 

that it had taken considerable risks by recruiting so many staff and there were concerns that a 

number of the new hires were not suitable. Additionally, some key positions were hard to fill 

Recommendation 4.1.1:  HC members must ensure their management structure is 

conducive to integrating beneficiary feedback in their responses.  

A good practice of one of the HC 

members was to have logistics 

involved in the weekly and 

monthly planning meetings. 

This did help to anticipate 

transport arrangements and 

supplies  
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HC members adopted the same 

approaches, by ensuring that 

there was no geographical 

overlap and shared operational 

information with DINEPA and 

MSSP. 

because of the competition for qualified staff. High staff turnover had a negative impact on 

programme continuity and grant management.  

 

 
 

The logistics function was at times overstretched as most materials had to be imported and the 

locally available materials were of mediocre quality. Two of the three agencies experienced 

problems managing grants and donor reporting. Activities that were funded by multiple donors 

could often not be traced back to one donor. In some places the financial tracking system was 

so slow that one manager kept a separate excel spreadsheet that allowed her to keep on top of 

spending against budget. 

 

Comparison with the HC’s Real Time Review. 

Staff turnover and rapid staff growth were also identified as critical areas during the Real Time 

Review. It mentions specifically the risks to programme quality, the member’s ability to ensure 

that standards are adhered to, and potential risks related to conflicts of interest or abuse of 

power. Although all HC members have avoided worst-case scenarios, and negative impacts 

have been manageable, the issues remain valid even 20 months after the start of the response. 

 

4.3 Coordination and collaboration with other actors 
The main purpose of coordination is to ensure accountability, equality and efficiency of 

assistance efforts.  Coordination usually takes place with government authorities and agencies, 

humanitarian reform structures such as the Humanitarian Country Team (HCT), clusters and 

inter-clusters, and with civil society groups.  

 

Considering the scale of the devastation and the number of 

people in need of assistance, coordination and 

collaboration was essential as no agency had the capacity 

to meet all the diverse needs. Comprehensive targeting 

and coverage, as well as standardisation of the assistance 

package and accountability systems so that all beneficiaries 

received comparable assistance regardless of the assisting 

agencies, has been a challenge throughout the response 

period. 

 

The HC members participated in the cluster coordination structure and they have developed 

Recommendation 4.2.1: HC members must ensure that their scale-up is in line with 

their capacity to attract and induct suitable staff. For the Haiti response, both staff scale 

up and staff turnover have been critical factors with negative impacts on program 

continuity, quality and aspects of standard program management such as donor grant 

management. 
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relationships with local associations and committees. Coordination with government, both at 

the central and the local levels, has been limited.  

 

Cluster coordination 

Some good coordination came about during the cholera epidemic, when agencies including the 

HC members, together with DINEPA (Haiti’s national water and sanitation agency) and the 

MSSP (the Haiti Ministry of Health and Population), worked very closely together. In the WASH 

sector, DINEPA was leading the cluster from the start and has been very effective in 

standardizing assistance. It also played an important role in harmonising engagement and 

phasing-out strategies. Another good example was the standardisation of the Temporary 

Shelter design (T-shelter) and the support provided to people who returned from the campsites 

to their former houses that could still be recovered. It is unfortunate that not all agencies that 

provided shelters did stick to the cluster standard. Some areas have been assisted by at least 

three different agencies and only one of them used the cluster-agreed T-Shelter design.  

 

During the first few weeks after the earthquake, it was almost impossible to have any form of 

cluster coordination. The number of agencies, often not familiar with the coordination 

structures, was simply too large and the conditions to house the meetings were not 

appropriate. Many of the people who came to the meetings did not speak French and the 

location in the UN facilities3 excluded national agencies from participation because of entry 

restrictions. The only exception was DINEPA that started co-ordination from its own office and 

chaired the meetings in French. 

Several clusters merely functioned as information sharing platforms. They had not managed to 

formulate a clear strategy or objective. Insufficient effort was made to maintain an overview of 

the response. For example a gap analysis had not been carried out, leaving pockets of non-

assisted or less-assisted populations.  

 

Accountability to beneficiaries was left to the implementing agencies, as the clusters lacked 

sufficiently well-developed feedback and monitoring mechanisms. The connection between the 

clusters and the beneficiaries was made through the cluster members who may or may not 

have had accountability mechanisms in place. Beneficiaries in several areas did not know what 

to expect from the assistance, which agencies were assisting in their locations, and they were 

not informed about their entitlements. 

 

Inter-cluster coordination has been weak throughout the emergency response. Little or no 

effort has been made to ensure that earthquake-affected people had access to a comparable 

level of assistance. Aid agencies concentrated on addressing needs in the sectors of their choice 

(e.g. shelter or health) without necessarily considering their beneficiaries’ other needs outside 

their sector.  

 

                                                        

3
 MINUSTAH base near the airport in Port-au-Prince and UN compound in Léogane. 
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They did, however, report that they found it useful to participate and to be informed about the 

activities of other agencies working in the same sector; they made staff time available to 

participate in the meetings.  

 

 
 

Coordination with Local Government 

Local authorities such as mayors, as well as representatives of the ministries, federal agencies 

and the CASEC and ASEC (the lowest level of government administration), expressed mixed 

feelings about the involvement of the NGOs. On one hand they all had some very positive 

experiences around coordination with NGOs. They were able to clearly name some activities 

that had been successful and some that appeared not to be working well. But on the other 

hand they also expressed a level of frustration with 

the assistance providers. They felt that they had 

been used as information sources but that they had 

not been involved in developing the activities in 

their locality. One said: “They came to ask for 

information and we only found out later that they 

had already started their operations.” One mayor 

highlighted the facilitation he had provided to the 

agencies. He was, however, unable to specify what 

this facilitation had consisted of. The local 

authorities encountered have not been able to 

assist in guiding assistance by linking needs in their 

communities to the assistance providers working in their communities. The perception they 

have of their role is removed from the expectations of the population.  

The distrust of the population towards the local authorities is profound and may have 

deepened as a result of the assistance efforts, but nevertheless dates back to well before the 

earthquake. 

 

 

Coordination with civil society groups:  associations and committees. 

In contrast, coordination with community associations and committees has been reasonably 

successful. Informal bodies, elected by and made up of members of the community have partly 

substituted the local governments’ roles. They have not only been successful in guiding and/or 

implementing the distribution of aid resources but they also play an important mediation role 

within the community. Some have been very skilful in attracting more assistance, or more 

Recommendation 4.3.1:  HC members should consider the Humanitarian Reform 

Coordination mechanism as an essential tool in delivering standardised quality 

assistance and conduct their participation in the coordination meetings accordingly. 

They should demand strategic direction, vulnerability analysis, and targeting and 

coverage. 

The communities place little trust 

in mayors, CASEC and ASEC. 

Simply asking a question about 

what support the mayors 

provided after the earthquake, 

provoked a strong, negative 

reaction from respondents. None 

of the people interviewed had a 

positive comment to make about 

them.  
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appropriate assistance. The downside of the associations is that they are specific for each 

community and they are often thematic.  

 

Some of these committees were formed just after the earthquake, while others were already in 

existence prior to the event. Many were not representative of the communities and were 

dominated by the stronger individuals. HC members worked either around them by creating 

sub-committees or through them making clear to the wider population what aid would be 

distributed. There is still suspicion that some of these groups abused their powers. A number of 

the people interviewed expressed strong views on how these committees have helped their 

friends and families.  

HC members must identify and work with people in local (representative) leadership positions 

to enhance the quality and impact of their interventions. Informal recognised local leadership 

has fulfilled an important mediation role in the community.  

 

 
 

Comparison with the HC’s Real Time Review 

In regard to the coordination efforts, the Real Time Review raised a number of similar issues 

such as the difficulties faced by the cluster mechanism due to locations, working conditions, the 

influx of large numbers of NGOs and the absence of coordination with local authorities. When 

the Real Time Review was carried out few acknowledged the mistrust of the population vis-à-

vis the local authorities. Neither does the Real Time Review explore the expectations the HC 

members have of cluster coordination. 

 

At this time it is not possible to judge whether the HC members have taken the remarks of the 

Real Time Review to heart. Although a number of successes have been achieved through the 

formal coordination structures, the truly successful coordination appears to have happened 

with local (recognised) committees and associations.  

 

4.4 Accurate and honest reporting  
All three agencies have provided their initial response plans and interim and final reports. 

However, the written information is of limited quality and to varying degrees not in-line with 

the HC reporting requirements, which by any standards are very light. For example, two of the 

three member agencies have not used the self-assessment part of the report in which project 

achievements are reviewed against the original objectives.  

The interviews with staff were open and honest. Agency staff was available for the evaluation, 

happy to provide information and share their experiences. They had no problems reflecting 

Recommendation 4.3.2: HC members must identify and work with people in local 

(representative) leadership positions to enhance the quality and impact of their 

interventions. Informal recognised local leadership has fulfilled an important mediation 

role in the community.  
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The comprehensiveness of the 

humanitarian response should 

have been a concern to the wider 

humanitarian community, even if 

one agency or the other does not 

have the capacity to respond to 

additional needs. It highlights once 

again the need for proper and 

meaningful coordination between 

the assistance providers.  

critically on their own personal and agency performance. In most cases, staff are proud of their 

work and enjoy working for their organisations.  

 

 
 

Comparison with the HC’s Real Time Review 

There was little awareness of the Real Time Review among the staff of the HC members, though 

this may partly be due to staff turnover. The recommendation from this report and lessons 

learned from other reports could be better shared, analysed and, if required, action should 

taken. 

 

4.5 Humanitarian imperative governs decisions about targeting and coverage 
 

The earthquake response 

For all HC members the Humanitarian Imperative 

is an important principle by which they are 

governed. They prioritised the response and 

started providing assistance almost immediately. 

Existing staff working outside the capital were 

pulled into Port-au-Prince and other earthquake 

affected areas. In the first weeks staff 

complements grew substantially in size and 

budgets. Also during the cholera outbreak the HC 

members were quick to respond and prioritise 

their response. 

 

The relocation of staff did however impact considerably on pre-earthquake programs that were 

often put on hold or suffered from the loss of material and human resources.  

 

Decisions about what kind of assistance to provide were in most cases based upon pre-existing 

organisational priorities and competencies, such as WASH services, emergency shelter, cash for 

work, livelihoods, education and child protection.  

 

The aid efforts concentrated primarily on people in the camp sites. People who had decided to 

stay in their neighbourhoods received considerably less assistance, despite the fact there were 

no reasons to expect that people in neighbourhoods were any less vulnerable.  The cholera 

outbreak that started in October 2010, affected mostly those living in the neighbourhoods and 

Recommendation 4.4.1: HC members must use the appropriate reporting formats 

for the initial response plans as well as their progress and final reporting 

requirements, including the use of the self evaluation process in which 

achievements are compared with initially-defined outcomes. 
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hardly any of those in the camp sites. This is a stark reminder of the difference in the quality of 

the WASH services between the camps and the neighbourhoods. 

 

Initially, the HC member head offices pushed the field offices to increase the number of 

beneficiaries. In some instances, this led to spreading capacity too thin at the detriment of 

achieving the required quality standards. Recognising this, some of the HC members decided to 

reduce the geographical scope of their work in order to optimise their logistical and human 

resource capacity. They assumed that other NGOs would take over in the areas they left but 

unfortunately that didn’t happen. It is unknown what assistance the beneficiaries received after 

the withdrawal. Similar dynamics were observed concerning the total package of assistance 

that was available to the survivors. Assumptions about other NGOs providing complementary 

assistance did not always materialise.  During the interviews in the neighbourhoods, 

beneficiaries did state that they felt that the assistance was unequally distributed.   

 

All HC members stayed within the confines of their specific competences during the 

assessments and the implementation of their activities. Comprehensive needs analysis, taking 

into account all needs and all areas was not carried out. One person expressed disappointment 

that other NGOs had not delivered complementary assistance. The agencies were not able to 

express what they had expected from the overall response and to what extent needs had been 

fully covered.  

 

Emergency preparedness 

Haiti remains a disaster prone country and emergency preparedness should be a priority for the 

agencies. Only one of the three HC members has an operational response plan in place and is 

clear on how it will organise the next response. The other HC members are less prepared. One 

has a contingency plan but is not yet prepared while the third one is still drafting its 

contingency and preparedness plans. 

 

The lack of preparedness does not imply that the HC members will not respond should a new 

crisis occur. During the cholera outbreak all agencies responded; some in a more organised way 

while others did initially improvise. Being better organized for future emergencies may also 

prove less disruptive to existing programmes and will allow management to explain more 

clearly to its staff and its wider organisation why certain choices are being made. For example, 

one HC member’s program section did complain about reduced access to transportation 

because the agency had prioritised the response to the cholera outbreak.  

 

 

Recommendation 4.5.1: HC members must work on their contingency and 

preparedness plans. They should make sure that their staff are prepared and 

equipped to respond to new emergencies. This includes the ability to make full 

humanitarian needs assessments and prioritise intervention sectors.  
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Oxfam-Québec provided 

10,000 food baskets to the 

population in Port-au-Prince. 

The food had been purchased 

from producers outside Port-

au-Prince and contained food 

people knew and appreciated.  

 

Comparison with the HC Real Time Review 

The Real Time Review emphasizes that the HC members should start prioritising the quality of 

the response over the number of people assisted. It refers explicitly to the level of care people 

receive and raises concern that the initial drive to ever increase beneficiary numbers will 

eventually have a negative influence on the assistance people receive. To what extent the 

Review has influenced HC members to concentrate on fewer geographical locations and by 

consequence, fewer beneficiaries cannot be established. However the proposed actions, 

informed by a similar rationale, have been taken. From the interviews it is clear the 

beneficiaries paid a certain price. Assumption about other NGOs stepping in or complementing 

the services did not materialise. It is not unlikely that many assistance providers were faced 

with the same problems and that, at the time, refocusing and consolidation took place. A 

number of other assistance providers have come to that very same conclusion. 

 

 

4.6 Support to indigenous capacity and connectedness  
The term connectedness has several dimensions in the Haitian context. It primarily refers to the 

link between the initial assistance and the rehabilitation phase. It also means the extent to 

which agencies have been able to make the link between pre-earthquake conditions and 

dynamics, and the way the population tried to deal with the effects of the earthquake.  Another 

dimension refers to the ability to end assistance activities 

in due time. 

 

Support to indigenous capacity 

The earthquake response provides some good examples 

of how HC members have integrated existing capacities 

in their responses. For example, there was a return 

program supported by CARE that promoted exit from the 

camps by providing materials to people who had access 

to housing that was still recoverable. Save the Children supported schools regardless of their 

origin or status, whether national schools, community schools, or private schools that were run 

by communities, churches or private entities.  A CARE livelihoods programme in Léogâne 

incorporated local associations’ projects in their cash for work activities.  

The connection with local associations was often pragmatic and instrumental. The overall aim 

was the delivery of assistance and not the enhancement of capacity of these local associations 

or the realisation of objectives of these local groups. For example, some non-earthquake 

related rehabilitation activities were stopped when the cash for work programs came to an end, 

leaving their projects unfinished. Some associations did receive assistance in developing their 

administrative capacities.  

 

The period after the earthquake was one of solidarity in which neighbours, friends and family 

came together to help survivors of the earthquake. In the early days after the earthquake, 
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people from the countryside came to town to provide the people with some of their produce. 

Food was reportedly given for free. Shortly after the earthquake about 680,000 people left 

town for the countryside where they were hosted by families with whom they had no relation 

or prior acquaintance. 

 

Assistance providers have not been able to integrate their responses with these spontaneous 

forms of solidarity and it is unclear whether they would have been able to do so. It would have 

required a higher and more formal level of organisation in order to allow aid resources to be 

redistributed through such spontaneous networks.  

 

 
 

From relief to rehabilitation 

By the middle of 2010, the agencies started to phase in their rehabilitation programming while 

continuing, where needed, their emergency activities. 

 

Initial support to education, aimed at having pupils passing their school examinations, was 

replaced by a program aimed at constructing temporary schools and improving the quality of 

education and management of the schools. These changes were undertaken during the 

summer school holidays. The rehabilitation programme focused on a number of selected 

schools. What happened to the schools that were not selected was not known to the HC 

members.  

 

The rehabilitation of schools has not taken into account the potential use of school buildings as 

temporary shelter during crises such as flooding and hurricanes. Infrastructure to cope with 

families staying for a period for up to two weeks has not been integrated in the design. The 

current design may last for some years and one can question why more permanent facilities 

have not been constructed. 

 

The initial focus on emergency shelter was gradually replaced by moving people into temporary 

shelter (T-Shelter) or back to their houses where those houses were recoverable. People who 

live in temporary shelters do indicate that the current housing conditions are better than the 

conditions they lived under immediately after the earthquake. But the temporary shelters with 

tarp walls are really just that: temporary shelters, which may have an average lifespan of three 

or four years, although some were already damaged. It is not clear what will happen 

afterwards.  

Recommendation 4.6.1: HC members should support local associations in their 

ability to make needs assessments and link need to assistance. Inclusion of local 

associations in the design of responses may provide a good starting point for 

popular participation. The needs of the association should be taken into account. 
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Finding solutions for the housing problem in the already very overcrowded conditions of Port-

au-Prince was never going to be an easy task. Though HC members were not involved, a 

number of earthquake-affected people who lived in the camps have been relocated to other 

areas outside of town such as Croix des Bouquets and Corail. These are new settlements that 

have been constructed with the sole purpose of finding temporary solutions for the affected 

population. It remains highly questionable whether such options have really provided solutions 

for those affected. These people are away from the areas they lived before, from their former 

livelihoods, and they are uncertain about their future. Solutions like these reflect above all the 

problems an overcrowded Port-au-Prince faced before the earthquake, and as such should not 

have been dealt with as part of the emergency response or approached from a rehabilitation 

perspective.  

 

 
 

In other places communities have looked actively for support and used assistance to realise 

their objectives. In one area people were so fed up with living in a camp they decided to move 

back to their neighbourhood and start rebuilding it. This very clearly included the 

reconstruction of their social fabric as they felt that their relationships had suffered while living 

in the camp. 

 

A good example of turning a short-term response into a longer-term initiative is the Solid Waste 

program initiated by Oxfam-Québec. Following the earthquake, the agency started the 

collection of waste to maintain and improve hygienic conditions in some neighbourhoods. 

Towards the end of the program the people benefiting from the service decided they could not 

do without it. They are now paying a fee to a group that has turned this activity into an income 

generating opportunity. Another good example was the provision of grants to small traders to 

restart their activities. 

 

Exit strategies 

Recommendation 4.6.3: Assistance providers should not lose the focus on the 

situation that was pre-existing before the earthquake to make sure that the strategies 

are in line with the need and realities of the beneficiaries. 
 

Recommendation 4.6.2: HC members should reconsider their temporary 

infrastructure assumption and weigh the advantages and disadvantages of 

permanent solutions versus temporary solutions. This is especially true in 

situations where it is unlikely economic conditions will improve in such a way 

that temporary infrastructure will be replaced in due time. In these cases it is 

better to opt for permanent solutions.  
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Few HC members used 

explicit exit criteria; hence 

the end of funding became 

the de-facto criteria, raising 

the question whether the 

activity could have been 

stopped earlier.  

Few emergency activities came to an end because the 

needs ceased to exist. In most cases, exit strategies were 

implemented because the HC member was running out of 

funding. The operation of services was subsequently 

handed over to either user committees or to government 

agencies with whom the respective HC member had been 

working.  In a few cases the withdrawal resulted in 

threats to staff, mainly expressed by people who had 

been paid to operate or maintain the services. In other cases physical infrastructure was 

handed over to government structures. It is unlikely the government agencies will have the 

capacity to maintain and operate the infrastructure.  

 

Many of the field staff expressed the view that the emergency approach had been maintained 

for too long and should have been stopped earlier. They felt that the emergency had come to 

an end already last year and that they should have shifted earlier to rehabilitation. Maintaining 

emergency activities for too long may deplete resources that otherwise can be used for 

rehabilitation activities.  

 

When the cholera epidemic broke out, the agencies demonstrated flexibility by postponing 

their withdrawal strategies. They continued and expanded their WASH services, launched 

activities to control the epidemic from spreading, and secured additional funding. 

 

A final problem agencies faced in terms of connectedness was the gap between the willingness 

with which donors were providing funding for the emergency response and the subsequent 

restraint they showed in providing funding for the long term. An OECD report goes further and 

states that donors have an incomplete and limited view of the Haitian problems. It argues that 

donors should be working on a better understanding of the Haitian situation and providing 

funding accordingly.  

 

 
 

Comparison with the Real Time Review 

The Real Time Review already recognised there is inconsistent collaboration and working with 

local associations. Nevertheless there are distinct differences among the HC members. A HC 

member that focuses primarily on local initiatives and is considering how best to support them 

is undoubtedly better connected when compared to a HC member that is maintaining or 

Recommendation 4.6.4: HC members must, from the start of an emergency response, 

work on the establishment of context-specific exit criteria and ensure that these criteria 

are monitored at regular intervals. This would increase the strategic use of available aid 

resources and increase the ability to communicate changes in assistance policy to 

beneficiaries and other stakeholders.  
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Explicit knowledge of the standards 

amongst the three agencies is 

generally low. Where they are 

known, the knowledge often covers 

only the specific technical 

indicators that are considered to be 

standards; for example X litres of 

water per person per day or Y 

metres square living space per 

shelter per individual. 

improving a service.  At the time of the Real Time Review, the HC members had not yet shifted 

to rehabilitation or reconstruction activities. 

 

4.7 Awareness and application of agreed standards. 
 

The HC members all adhere to the standards that are commonly used to define and (auto) 

regulate the humanitarian system and define best practises in humanitarian assistance. These 

standards include the Code of Conduct of the Red 

Cross/NGOs, Sphere Standards, the People in Aid Code, 

and HAP. In addition to these standards, agencies may 

subscribe to specific standards such as the United 

Nations Convention on the Rights of the Child.  

When asked about the core standards that underpin all 

different sectors and define the aim of humanitarian 

assistance, how they can be used to define project 

objectives, or the process by which this is achieved, 

most agency staff are unaware of the standards. Some 

staff members were able to refer to elements of the 

standards, however without knowing the specific 

standard. 

 

Since the earthquake, two technical sections of the agencies have provided staff with Sphere 

Standards training. These trainings focused mainly on understanding and applying standards in 

specific technical fields. Where agency-specific standards had been part of the induction, staff 

members were in general aware of them as well as some of their applications.  

 
 

Comparison with the HC Real Time Review. 

The Real Time Review comes more or less to the same conclusions. The need for training on 

standards, especially those common to all sectors and their application should remain high on 

the HC members’ agendas. 

 

4.8 We involve beneficiaries in key decisions and demonstrate accountability to 

them 
Adhering to accountability standards and applying accountability initiatives in a practical 

manner remains one of the biggest challenges of the humanitarian sector. In large emergencies 

such as the Haiti earthquake, entitlements to assistance concern the wider humanitarian 

sector. Survivors should not experience differing levels of quality of assistance simply because 

Recommendation 4.7.1: HC members must train their Humanitarian staff on 

humanitarian standards and their application with emphasis on the core Sphere 

Standards, the Code of Conduct and the HAP principles.  
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A good example of 

communication in the delivery 

process was the public display of 

beneficiary lists. Through those 

lists people were aware of who 

was entitled, when, and whether 

the benefits were distributed in 

an equally.  

they are assisted by different agencies. The most obvious entity defining the levels of assistance 

would be of course the government or other competent authority. In many circumstances, 

however, the clusters or other coordination bodies take on this role.  

 

The concept of beneficiary accountability refers to the quality of interaction between the 

assistance provider and the population in need of assistance. It requires good communication, 

design and delivery methodologies that are adapted to the local circumstance. It also structures 

the interaction with beneficiaries and the possibility of appeal from beneficiaries or supposed 

beneficiaries in case the assistance does not deliver the expected results. For the agencies it 

requires well-developed monitoring mechanisms that feed back into project design and 

delivery. 

 

Communication 

The communication with beneficiaries has been of mixed quality. In some areas beneficiaries 

reported a good interaction with the assistance provider, knew what constraints the provider 

was facing, and who and what would be prioritised. The service provider and the associations 

that represented the beneficiaries met once a week. These meetings were highly appreciated 

and the association ensured the information was disseminated to the population.  People felt 

involved, and even where services were not fully in line with their hopes, they nevertheless 

understood that their living conditions were improved and progress was aligned with their 

goals.  

 

This contrasted sharply with other areas where people said they were not aware of the 

assistance arriving, had no idea who was or was not entitled, and were not aware of any 

possibility of lodging a complaint. In some areas this negatively impacted relationships in the 

neighbourhood as one section of the population believed another had kept the assistance for 

themselves.  

 

In one of the relocation sites, where none of the HC 

members were involved, people were still wondering 

why they were there. The population in the camp 

had been shifted among multiple different locations 

before finally arriving at the site. They had not been 

informed about their destination. 

 

In other areas people happened to be well aware of 

opening hours and services provided by one the 

health posts.  

 

One HC member that had reduced the number of services they supported was well aware of 

beneficiary opinions on the services they had decided to continue. However little was known 

about the beneficiaries of the services they had stopped supporting. As part of their withdrawal 
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they had informed the service provider but not the people receiving the service.  

At the field level the HC members had staff that understood the need for clear communication, 

and interacted well with the beneficiaries. All felt they made an effort to be accessible to 

beneficiaries and other stakeholders. They had left mobile telephone numbers with 

stakeholders and followed up on written communication. It was clear that they prioritised good 

communication with the beneficiaries.  

 

HC member agency staff were asked if they believed the population to be well aware of and 

understood the role of NGOs. For the most part staff believed the population was aware and 

did understand the role of NGOs. However none had tested this belief, and little to no effort 

had been made to communicate the role of humanitarian assistance providers to the 

population. In major disasters there is value in investing in public information and mass 

communication. It is also surprising that this doesn’t happen while all agencies are very capable 

of engaging in mass communication at their headquarters. Recommendation 4.8.1 

 

 
 

Design, participation and delivery. 

While local circumstances such as local supplies and labour were taken into account (although 

not always), the output of response activities was decided by the HC member.  

 

In one case, the design of response activities had been 

based on interaction with local associations. However the 

expectations of the associations that wanted to realise 

their projects were different from those of the HC 

member, which was looking for ways to inject many small 

quantities of money into the local economy through a cash 

for work (CFW) program. When the CFW stopped, the 

projects remained unfinished.   

The widely used T-shelters with tarp walls do not protect 

against break-ins and are very hot. Beneficiaries 

complained that it was difficult to leave the house 

unattended and that the houses were uncomfortably 

warm. They said that they had pointed out these issues when the design was first 

demonstrated. However the HC member was not ready to make any changes to the design.   

 

Smaller activities were often designed in a more participatory way and potential beneficiaries 

could express their concerns in terms of size of the assistance and the targeting. In general 

Recommendation 4.8.1: HC members must investigate the use of mass 

communication. In large-scale emergencies, this means the dissemination of 

information relating to their identity, objectives, targeting, ways of working, access 

and beneficiary entitlements.  

In general, the scale defined 

the design of the operations. 

HC members that had large 

standardised programmes 

tailored their participatory 

methodologies to creating 

beneficiary acceptance and 

endorsement of their 

proposed activities. 
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these activities focused on a limited number of beneficiaries and it was usually possible to 

maintain a direct relationship between agency and beneficiary. 

 

Just after the earthquake, population mobility was high as people tried to re-organise and 

adapt their lives in light of the dramatically changed circumstances. People often moved from 

one neighbourhood to another based on opportunities they saw.  HC members that used 

participatory methods requiring a stable population had difficulties applying them. One 

respondent mentioned that in the first few months of the response the people who attended 

the meetings changed often. It is obvious that this had an impact on the communication and 

the speed with which activities could be realised. 

 

Beneficiary Feedback mechanisms. 

Two of the three HC members had formal feedback mechanisms in place. One did employ 

suggestion boxes, but they were not followed up by any formal procedure. The feedback 

mechanisms did function up to a certain level but complaints were not followed up on in a 

transparent way. In other cases beneficiaries were not aware of the feedback mechanisms. 

Only one agency followed up with the respective programme manager whether complaints had 

been dealt with.  

 

 
 

Monitoring the relationship with the beneficiaries. 

Only one of the agencies had invested in monitoring the quality of the relationship with the 

beneficiaries. Monitoring and evaluation (M&E) capacity was in place, but it was primarily 

designed to capture activity outputs and keeping order to track project progress. Sometimes 

small corrections could be made by including M&E staff in the delivery stage. 

One agency had limited formal M&E capacity in place as it had been struggling to keep its M&E 

manager position filled. An early effort to introduce accountability mechanisms remained 

without results. 

 

The agencies and field staff counted mainly on their contacts with the beneficiaries to capture 

their feedback. However not all field staff had an influence on the project design and were able 

to adapt approaches.  Formal information loops that integrate beneficiary feedback into project 

design did not really exist.  

 

Recommendation 4.8.2: HC members must work on beneficiary feedback 

mechanisms that respond to complaints received from beneficiaries. The system 

should provide a high level of transparency, ensure confidentiality and provide a 

response that is easy to explain and understand. 
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Comparison with the HC Real Time Review 

The Real Time Review comes to remarkably similar conclusions. It stresses the need to inform 

the wider public using mass media, develop a culture of internal accountability, build 

mechanisms for beneficiary interaction, and it refers to accountability and coordination (see 

paragraph 4.3). One of the HC members had indeed improved on some of the above aspects 

such as systematic monitoring and evaluation. However those HC members in particular, the 

ones that run large-scale programs in Haiti, have not substantially changed their practices with 

regards to beneficiary accountability. 

 

4.9 Our assistance is relevant and appropriate and respects local culture(s) 
The assistance that was delivered has in most cases been relevant and appropriate. The 

exception may be in the assistance that was provided to those people who were relocated out 

of Port-au-Prince. However no HC members were involved in those relocation activities.  

Initially two of the three HC members had problems finding French-speaking staff. The problem 

of identifying French speakers was so widespread that many of the coordination meetings were 

held in English. The fact that the meetings were in English did further widen the already existing 

divide between national institutions and the NGOs.  

The HC members all had Creole-speaking field staff, which increased the communication and 

coordination between agencies and beneficiaries. Also, for beneficiaries, it was easier to 

communicate to a national staff member than an international staff member.  

 

 
 

A last point is the absence of a specific gender policy for the earthquake response. All agencies 

agree that disasters impact differently on women and girls than on men and boys. However, 

Recommendation 4.9.1: HC members must ensure that staff participating in 

external meetings such as coordination meetings and/or who are in regular 

contact with beneficiaries and other national stakeholders do have the right 

language skills. Not speaking the language not only limits the quality of the 

communication but has potentially a negative impact on the quality of the external 

relationships, especially where relations between national and international actors 

are already tense due to real and perceived perceptions of power and inequality. 

Recommendation 4.8.3: HC members must develop solid monitoring and 

evaluation mechanisms to monitor project outcomes and the quality of the 

relationship between the agency and the beneficiaries. The information should be 

fed back into activity design and implementation. 

Recommendation 4.8.4: HC members must formalise and mainstream their 

approach to beneficiary accountability by specifically targeting the programme 

management, field staff and M&E teams. 
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from the documentation and the discussions it is clear that specific gender considerations were 

not taken into account. None of the agencies had a gender strategy. At best, agencies were able 

to provide gender disaggregated figures or had put in place women & childcare programmes.  

 

 
 

Comparison with the HCs Real Time Review. 

The Real Time Review raises above all the issue of language. It does not necessarily join the 

dots between the language skills and the low level of public trust but it is beyond doubt that 

the language problems have had a detrimental effect on the trust levels of the Haitian 

population in general and the local formal NGOs in particular. 

 

4.10 Learning and use of lessons. 
The HC members place high value on learning and the use of lessons learned in training and 

further preparedness and responses. However, they admit that in practice they face serious 

constraints in capturing and applying lessons. One of the main constraints faced in this 

emergency was the turnover of staff. The high turnover caused a lot of information to 

disappear before it had been captured. In some agencies the use of lessons learned was not 

necessarily encouraged because field staff were not sufficiently empowered to discuss their 

observations and feed them back in project design. One of the three agencies had successfully 

instigated a culture of lessons learned. 

The M&E systems in place could be used to analyse lessons learned and feedback into training 

but none of the M&E sections have this as part of their mandate. Instigating a culture of 

monitoring agency performance through standards in the M&E sections may provide useful 

lessons for staff training and may make the understanding and application of humanitarian 

standards a permanent feature of the agencies.  

 

 
 

In respect to the RTR, it is obvious that some of the lessons had been put to good use as one of 

the agencies had invested heavily in their emergency capacity, staff training and applying 

humanitarian standards.  

 

One other important factor could be that, at the time the evaluation was carried out, the HC 

members were looking ahead and planning on how to move forward in the “post-emergency” 

period. The evaluation was looking back over a period that, in the eyes of the members, was 

Recommendation 4.10.1: HC members must formalise the link between their M&E 

sections, internal learning and staff training. All this could be part of instigating 

and/or reinforcing an internal learning culture. 

Recommendation 4.9.2: HC members must apply their gender policies onto the 

Haiti context and translate the conclusions into practical action. 
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The evaluation found that the 

interventions which were most 

successful were coordinated with 

the receiving communities, 

coincided with local strategies and 

received support from locally 

recognized and respected 

leadership.  

coming to an end. Using lessons about emergency responses while the in-country staff are 

looking beyond emergency response seems counter-intuitive. Nevertheless Haiti remains 

unfortunately emergency-prone, and the capacity to respond to humanitarian disasters will be 

needed.  

 

Chapter 5. Conclusions and Main Recommendations 
Overall, the impact of humanitarian interventions in Haiti has been positive and has allowed 

many of the survivors to reshape their lives and futures. The three HC members have faced and 

overcome major challenges. The scale of the crisis and the enormous damage it caused to basic 

and vital infrastructure essential for the delivery of assistance should not be underestimated. 

 

The interventions were in most instances 

appropriate, as they provided for basic necessities 

such as water, sanitation, housing and education. 

The psycho-social assistance that was provided was 

appreciated by all beneficiaries and often mentioned 

as the most important support they had received. 

Few exceptions, such as the limited ability to 

integrate activities or to maintain focus on complex 

objectives, have at times lowered the quality of the 

delivered outcomes. Further quality gains could have 

been made by paying more attention to providing 

information about the humanitarian agencies and their interventions to the earthquake-

affected populations, and through clearer expectation of inter-agency coordination.  

 

Recommendation 4.10.2: HC members must anticipate evaluations and indicate 

their priorities within the evaluation framework. This will allow the HC members to 

tailor evaluations to (some) of their needs and will increase the (perceived) 

usefulness of evaluation.
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The management structures were 

generally well developed and had a 

clear and understood division of 

responsibilities. The HC members that had 

empowered their field offices or ran smaller 

programs were more adept at integrating 

beneficiary feedback into their 

programming. The HC members did 

experience some minor problems in grant 

management such as maintaining a timely 

overview of expenditure and budget balances 

and communication of financial information 

to program staff with budget 

responsibilities; an area so common to 

humanitarian work that it should not pose 

any problem. But the largest challenge was 

for the human resources services to support and deal with rapid growth of their organizations, 

high staff turnover and the competition for qualified Haitian staff. 

 

For the two HC members that experienced a major scale-up, rapid growth and high turnover 

have impacted on the ability of the members to maintain a staff body that had a sufficiently 

developed understanding of humanitarian and organizational standards. Faced with strong 

pressure to expand programs, these members were not able to vet all applications and ensure 

the same quality of induction support as under normal circumstances. In addition, the 

enormous increase of staffing levels and the high staff turnover did bring serious risks to the 

organizations as these impacted on multiple crucial areas of the organization such as the 

continuity of assistance delivery, brand and donor reporting.  

 

  
 

Though significant investments in coordination were evident within all HC members, more 

Recommendation 1:  HC members must develop suitable Human Resource 

strategies that can deal efficiently with rapid growth and limit the risks to the 

organisation. Developing and maintaining in-country humanitarian capacity, 

sustained by a clear response strategy, may reduce the need to hire large numbers 

of international staff. 

Recommendation 2: HC members must ensure that international staff in positions 

where participation is required in coordination, representation and contact with 

the beneficiaries, do have the appropriate language skills. 

Two questions that emerged often 

were: “What to do with all these 

evaluation reports?” and “Do we need a 

meta evaluation that sums it all up?” 

These are valid questions if indeed 

lessons should be learned and change is 

expected. But it is also a choice that can 

be made by the agency. They all have 

liberty to decide which lessons will be 

used to enhance their internal learning. 

They can be flexible in applying 

different lessons at different levels of 

their organisations.  
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Incorporating the (core) standards 

in the M&E framework and linking 

them with structured feedback to 

management and staff training will 

increase their understanding and 

application. It is important that 

staff and managers learn to 

perceive their actions through the 

lens of the standards. 

efforts should have gone into coordination with other organizations. The evaluation identified 

some good examples of coordination, specifically with local (often informal) organizations, 

within the WASH cluster, and during the cholera response. However main elements such as a 

systematic approach to vulnerability and targeting, coverage standardization and beneficiary 

accountability could have been much better developed. A main issue of concern was that the 

HC members were not clear about their expectations from the cluster coordination.  

 

 
 

Government coordination was problematic from the start and only really functioned with the 

MoH and DINEPA (WASH). Coordination at the local level has proven to be especially 

problematic. The mayors and other lower levels of government were often very weak and 

unable to link the assistance with needs in their community. In addition, the population is 

profoundly mistrustful of local government structures. Local alternatives such as associations 

and committees have been more successful in engaging with the HC members and linking need 

with assistance. 

 

The HC members were all quick to respond after the earthquake. All prioritized the response, at 

times to the detriment of their long-term programming. Only one of the HC members, 

however, currently appears to be sufficiently prepared to respond to a new large-scale crisis, 

should one occur.  

The understanding and application of humanitarian 

standards by the HC member staff can still be 

improved. Only a few staff have explicit knowledge 

of the standards, and where training was provided it 

concerned mainly technical standards.  

 

Exit criteria and changing from emergency assistance 

to rehabilitation programming was mainly decided 

upon by the HC members, though there are good 

exceptions such as postponing the exit from the 

WASH services provision during the cholera epidemic. Funding arrangements proved to be a 

major driver behind the exit strategies. None of the HC members had used explicit exit criteria. 

Particularly for the larger programs, beneficiary involvement in shifting from emergency 

response to rehabilitation consisted mainly of creating acceptance within the communities. 

Smaller programs that were conceived together with the beneficiaries were often more 

Recommendation 3: HC members must clarify their expectations of the 

Humanitarian Reform Structure Coordination. In the coordination structures, more 

attention needs to be paid to achieving common approaches on accountability, 

vulnerability analysis, and targeting and coverage. This can only be achieved if the 

participants demand it.  
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Some of the temporary 

infrastructure such as shelter 

and schools are just that; 

temporary facilities designed to 

last maybe three or five years. 

What happens after that period 

is not clear and it is unlikely that 

many of the current beneficiaries 

will find the economic prosperity 

required to replace these 

facilities with more durable ones. 

successful in making the transition to rehabilitation. 

 

The constraints in identifying international French 

speaking staff resulted in many of the coordination 

meetings being held in English, thus underlining and at 

times widening the already existing divide between 

national NGOs and International organizations. In Haiti, 

many international organizations are perceived with a 

certain level of mistrust and the use of the English 

language during the coordination meeting was often 

considered an imposition.  

 

The concept of beneficiary accountability has not 

received sufficient attention in Haiti and this was 

reflected in gaps in HC member approaches. Much 

more could have been done in informing the disaster-affected population about the assistance 

providers, their objectives, access and entitlement to assistance, and avenues for contacting 

the assistance providers. A substantial number of beneficiaries raised the lack of information 

about assistance as a major concern.  In general the HC members did count too much on the 

ability of the field staff to act as accountability mechanisms where it should have been made a 

more systemic element of the management structure and programme delivery.  

 

 
 

Two of the three HC members paid explicit attention to their internal learning culture. Regular 

exchanges on program progress and reflections on ways forward have been well integrated. 

However, the M&E sections of each organisation could all play a more important role 

developing the leaning culture further. Currently M&E staff are focused primarily on project 

output, which should fall under the purview of program management.  

 

 
 

Recommendation 5: HC members must put more emphasis on learning lessons and 

actively applying these lessons. The M&E sections could in addition to the 

programme management play a central role in capturing lessons and employing  

them for training and or planning purposes. 

Recommendation 4:  HC members must integrate beneficiary accountability in their 

organisational structures ensuring that the quality of the relationship between 

assistance providers and the beneficiaries in general and their organisations 

specifically is actively and regularly monitored. Management should be kept 

accountable for achieving the accountability standards. 
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Comparing the results with the Real Time Review that was carried out in May 2010, shows that 

the concerns that were raised about staff turnover, the understanding and application of 

humanitarian standards, accountability to beneficiary, the level of emergency preparedness, 

and the application of lessons learned, are still valid. One HC member had made considerable 

progress but on the whole these areas do need more attention. The quality issues raised by the 

2010 Review were addressed during the strategic reviews the agencies undertook in the 

summer of 2010. One agency had explicitly used the results of the Real Time Review to address 

the quality of their response. Others may have come to similar conclusions in independent 

ways.  

 


