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Executive Summary  
 
Political insecurity, persecution and violence stemming from the disputed presidential 
elections in Cote d’Ivoire lead to a massive influx of up to 178,000 Ivoirians seeking refuge 
in the border counties of eastern Liberia in late 2010 and early 2011. Most of these 
refugees were women and children and 60% of whom were under 18 years of age. The 
largest numbers of refugees entered Nimba and Grand Gedeh counties.   
 
By April 2011, the Save the Children (SC) Alliance declared the situation in Liberia and 
Cote d’Ivoire a crisis and launched an Alliance-wide emergency appeal and response1 to 
“address the child protection and education needs of children and their families affected by 
[the] crisis…2”. Save the Children Liberia was able to secure approximately $215,000 USD 
in SC Children’s Emergency Funds, and almost $4.3 million USD in complementary funding 
from UNICEF, UNHCR, UK’s DFID, and the US’ BPRM in support of these general 
objectives.  SC’s emergency response (ER) targeted an estimated 50,000 refugee and host 
community children and their families across 26 communities and three refugee camps in 
Nimba and Grand Gedeh counties. SC’s emergency response strategies focused on child 
protection and education and included the following interventions:   

• Child Protection – the identification and protection of separated/unaccompanied 
children, the provision of protective environments, the provision of non-food items, 
support to foster families for separated/ unaccompanied children, and the 
strengthening of community child protection systems and psycho-social support 
through the establishment of a referral system for vulnerable children and the 
capacity building of community based organizations and local authorities.  

• Education – construction/rehabilitation and support to temporary and semi-
permanent learning spaces, the provision of education to refugee children ages 3-5 
years of age, and grades K-6, teacher training, establishing and strengthening 
Parent Teacher Associations (PTAs), and the provision of educational and 
recreational materials and kits, incentives to caregivers, and life skills training for 
adolescents.  

 
The primary objective of the emergency response program evaluation was to assess and 
document the relevance, efficiency, effectiveness, impact, and sustainability 3  of SC’s 
response to the Ivorian refugee crisis in Nimba and Grand Gedeh counties over the last 
year4.   More specifically, the evaluation sought to: 

1. Assess the extent to which the emergency response program met the performance 
targets and objectives 

2. Assess the technical strength of the ER program interventions  

                                            
1 Save the Children UK was designated lead for emergency response in Liberia and Save the Children Sweden 
designated lead in Cote d’Ivoire and as regional coordinating body. 
2 Save the Children Alliance Response Strategy, April 13, 2011, p.2.  
3 These assessment parameters were used to organize the main findings of the final program evaluation in the following 
report.  They are derived from the Organization for Economic Cooperation and Development/ Development Assistance 
Committee’s criteria for evaluating development assistance. Please see 
http://www.oecd.org/document/22/0,2340,en_2649_34435_2086550_1_1_1_1,00.html for more information. 
4 Please see the Terms of Reference for the SC Emergency Response Program Evaluation in Annex 1, for more detail on 
the scope for investigation and reporting.  
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3. Measure the extent to which the program has been accountable to the affected 
population) and  

4. Identify lessons learned and provide recommendations for improving program quality 
and accountability, and contribute to learning in a wider sense within the agency. 

 
A variety of data collection methods were used in the final program evaluation exercise, 
including: a desk review of existing documentation, semi-structured and informal qualitative 
interviews/group discussions, observation, and secondary data collection and analysis. In 
total, 20 individual interviews and seven group discussions were held with 94 members 
(including 40 children) of the ER program’s target populations and 57 SC staff.   
 
Overall, the strategies and interventions pursued by SC were considered relevant and 
appropriate to the needs of the populations most affected by the Ivorian refugee crisis in 
Liberia, particularly in the refugee camps.  The agency’s decision to remain in non-UNHCR 
designated host communities along the border was appropriate; although adjustments to its 
overall sectoral approaches in these communities are needed to address the factors – 
particularly child hunger and access to wat/san facilities - that will continue to limit program 
impact in these sectors. SC’s work to establish a referral system for vulnerable children, a 
network of foster families for separated/unaccompanied children, community based 
organizations focused on child protection, and safe spaces for play and learning, all 
contributed to a more stable and protective environment for children.  
 
The efficiency of SC/L’s delivery of ER services and inputs was moderate. The formation 
and deployment of an ER Team comprised of country office staff, the opening of additional 
sub-offices and the level of inter-agency coordination, were all critical to launching SC’s ER 
relatively quickly and efficiently.  However, significant operational challenges, shortcomings 
in staffing structures, certain procurement decisions, and the perceived over-ambitiousness 
of the program’s construction activities, all put a lot of pressure on the program’s overall 
capacity for a higher level of efficiency.  
 
SC was effective in increasing children’s access to much-needed education and child 
protection services and inputs. SC’s development of its overall ER and recovery strategies 
was an effective approach to delivering a cohesive package of program activities. The 
impact of such a design strategy was not fully realized, however, due to insufficient 
investment in SC staff orientation and capacity building; which, in turn, had impacts on the 
quality of services and support delivered to the target populations.  
 
SC reached or exceeded the vast majority of its ER performance targets in both child 
protection and education.  These targets were monitoring-level indicators that measured 
program inputs and outputs over a short time frame; they were not formulated to capture 
program impacts at the target population level.  The decentralized structure of the ER 
program’s M&E system, coupled with the lack of a M&E supervisor and mechanisms for the 
objective verification of program data, posed challenges to the overall assessment of 
program impact.  However, adjustments will need to be made to SC’s approaches to child 
protection and education in the host communities moving forward – as opposed to the 
camps where overall access to services is quite high - unless SC takes a more holistic 
approach to its overall programing in child protection and education, by addressing issues 
related to child hunger, lack of wat/san facilities, etc.    
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In spite of the short term funding and the dynamic circumstances of the emergency 
response (fluctuations in refugee numbers particularly), SC’s core strategy of engaging the 
target populations and key stakeholders in promoting child rights and protection has been 
applied and operationalized in the SC/L ER program.   Community based structures have 
been set up, coordination with relevant local, county and national-level stakeholders has 
been on-going, and systems and agreements have been established to move a rights-
based agenda forward in the future. The sustainability of these actions will depend on many 
factors, of course; however, further SC investment in building the capacity of these “agents 
of change” will be critical. 
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I.  Introduction 

Disputed presidential elections in Cote d’Ivoire in November 2010, involving the then 
President Laurent Gbagbo and opposition leader Alassane Ouattara, lead to political 
instability and persecution.  The violence that ensued in Cote d’Ivoire resulted in 
approximately 180,000 Ivoirians seeking refuge in the border counties of neighboring 
Liberia in late 2010 and early 2011.  By mid-April 2011, the United Nations High 
Commissioner for Refugees (UNHCR) had registered close to 150,000 refugees in Liberia.  
Most of these refugees were women and children, and 60% were under 18 years of age.  
The largest numbers of refugees entered Nimba and Grand Gedeh counties – with primarily 
Ouattara supporters settling in Nimba and those of Gbagbo settling in Grand Gedeh.   
 
The arrest of Gbagbo in April 2011 was reported to have improved the security situation in 
Cote d’Ivoire.  However, it did not result in a large-scale return of Ivorian refugees as 
anticipated, largely due to the refugees’ preference to remain in Liberia until the end of the 
harvest season. The eruption of further violence in Cote d’Ivoire following regional elections 
in November 2011 reinforced the perceptions among the Ivorian refugees and their Liberian 
hosts that the situation in Cote d’Ivoire continues to be too unstable and uncertain to return 
home in the immediate future.  
 
Despite efforts by the Government of Liberia (GoL) and UNHCR to relocate Ivoirian 
refugees to designated host communities and refugee camps located “a reasonable 
distance from international borders” - which was determined to be 20 kilometers - most 
have remained in host communities close to the border (i.e. within 20 km).  The reported 
reasons for this include refugee preferences to remain close to: 

• the border in order to be able to check on family and property in Cote d’Ivoire more 
easily and regularly; 

• the border in order to be able to continue their livelihood activities at home, as well 
as engage in cross border trading; 

• the farm land they were given access to upon their arrival to Liberia by their Liberian 
kin/hosts, as this land allows them to grow their own food and “have a greater level 
of freedom5”; and  

• their extended families and/or hosts, with whom they share strong ethnic and familial 
connections6, feel safer and more protected.  

 
According to Save the Children (SC), assessments undertaken in Nimba and Grand Gedeh 
counties at the early stages of the emergency raised “high concerns of both child protection 
(vulnerable, separated and unaccompanied children, children particularly child-headed 
households working and a lack of play, recreation and psychosocial support) as well as a 
lack of education and learning opportunities7”.  These issues were exacerbated by an acute 

                                            
5 Save the Children, “Education needs among refugees and host communities in border areas of southern Nimba county – 
Rapid Assessment Report”, page 5, May 2011.  
6 According to the above rapid assessment report, refugees, “when asked about the potentially higher levels of risks to 
their safety being located close to the border, refugees argue powerfully that they feel safe with communities who they see 
as the same as ourselves; our family rather than being located in the camp or with communities they don’t know which 
they perceive as having its own inherent risks.” (Emphasis in original) 
7 SC conducted a number of needs assessments in coordination with national and international agencies and institutions.  
This particular finding was reported in SC UK’s “Ivorian Refugee Crisis in Liberia Recovery Strategy: October 2011 
December 2012”, September 2011, p. 11. 
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lack of access to and availability of water and sanitation, food, and shelter for both refugee 
and host community members.  
 
On April 4, 2011, the Save the Children Alliance declared the situation in Liberia and Cote 
d’Ivoire a crisis and launched an Alliance-wide emergency appeal and response 8  to 
“address the child protection and education needs of children and their families affected by 
[the] crisis…9”. More specifically, SC sought to: 

• “Ensure the respect for the basic protection principles and human rights concerns of 
populations affected by the Ivory Coast crisis including protection of girls, boys and 
women from violence, abuse and exploitation, reduction of their vulnerability and 
increase their resilience 

• Ensure that pre- and primary school-aged boys and girls affected by the Ivory Coast 
crisis have access to quality and relevant formal and non-formal education 
opportunities in a safe and protective learning environment10” 

 

SC targeted 18 host communities and one camp in Nimba County and eight host 
communities and two camps in Grand Gedeh County with its emergency response (ER).  
Specific interventions - targeting an estimated 50,000 refugee and host community 
children and their family members - focused on:  

• Child Protection – the identification and protection of separated/unaccompanied 
children, the provision of protective environments (Child Friendly Spaces (CFS), the 
provision of non-food items, support to foster families for separated/ unaccompanied 
children, and the strengthening of community child protection systems and psycho-
social support through the capacity building of Child Welfare Committees (CWC), 
target groups community, and local authorities (referral systems).  

• Education – construction/rehabilitation and support to Early Childhood Care and 
Development (3-5 year olds) and primary education (up to grade 6), teacher training, 
establishing and strengthening Parent Teacher Associations (PTA), educational and 
recreational materials and kits, incentives to caregivers, and life skills training for 
adolescents.  

 

Using the April 2011 Response Strategy and the September 2011 Recovery Strategy as 
frameworks for overall program design, SC Liberia (SC/L) was able to secure approximately 
$4.5 million USD in funding from SC Children’s Emergency Funds (CEF), UNICEF, 
UNHCR, DFID, and BPRM in support of these general objectives and activities in the April 
2011-March 2012 time period.  Please see Table 1 below for the funding breakdown by 
donor.   
 

 
 
 
 
 
 
 

                                            
8 SC UK was designated lead for emergency response in Liberia and Save the Children Sweden designated lead in Cote 
d’Ivoire and as regional coordinating body. 
9 Save the Children Alliance Response Strategy, April 13, 2011, p.2.  
10 Ibid. 
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Table 1:  Summary of Funding for SC/L Emergency Response (2011-2012) 

* Resources awarded in GBP.  Dollar equivalents of GBP awards were  
estimated based upon currency rates of exchange on date of grant approvals. 

 
The following report summarizes the main findings and recommendations of an external 
rapid assessment of SC/L’s performance delivering ER interventions to its target 
populations in support of its overall objectives.  While not required by the terms and 
conditions of donor ER funding, the performance assessment was commissioned by SC in 
order to determine SC/L’s impact to date, to determine lessons learned from program 
implementation, and identify focus areas for investment in the future.  

II.  Purpose and Scope of the Evaluation  

The primary purpose of the evaluation was to assess and document the relevance, 
effectiveness, and impact of SC’s response to the Ivorian refugee influx to Liberia in Nimba 
and Grand Gedeh counties11.   More specifically, the evaluation sought to: 

• Assess the extent to which the ER program met the performance targets and 
objectives 

• Assess the technical strength of the ER program interventions  

• Measure the extent to which the ER program was accountable to the affected 
population (specifically looking at children and their care givers), and  

• Identify lessons learned, provide recommendations for improving ER program quality 
and accountability, and contribute to broader agency learning.  

 

Other factors affecting ER program implementation and outcomes - such as inter-sectoral 
and inter-agency coordination, the integration of international response standards into 
program design and delivery, and program coverage – were also considered in the data 
collection and analysis.  

III.  Methodology 

In order to obtain and present as complete a picture of SC’s performance and lessons 
learned over the last 12 months of ER program implementation, a variety of qualitative and 
quantitative methods were used for collecting data and information from members of the 

                                            
11 Please see the Terms of Reference for the SC Emergency Response Program Evaluation in Annex 1, for more detail on 
the scope for investigation and reporting.  
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target populations (including children), SC technical and operational staff, and external 
stakeholders.  Among the methodologies for used for this purpose were: 

• a desk review of existing documentation - with particular attention to evaluations and 
evaluative studies 

• semi-structured and informal qualitative interviews and group discussions  
• structured and informal observations of the program activities, general living 

conditions in the intervention areas, and the overall operational environment for the 
program 

• secondary data collection and analysis of SC ER program monitoring data. 
 

The selection of participants in the individual and group interviews was non-random, and 
involved “typical case” and “chain” sampling strategies.  Assessment findings and 
recommendations were triangulated and validated throughout the data collection and 
synthesis process.  As part of this process, assessment findings and recommendations 
were presented to field staff in Saclepea on March 23, and with Country Office (CO) staff 
and stakeholders in Monrovia on March 27, for validation and feedback purposes.  
Additionally, a draft of this report was shared with SC for review and feedback before its 
ultimate finalization and submission.  
 
In total, 20 individual interviews and 7 group discussions were held with 94 members of the 
ER program’s target populations and 57 SC staff.  This data collection involved 
approximately 40 children (primary school children, adolescents participating in children’s 
clubs, separated/unaccompanied children), and 54 adults (parents of participating/non-
participating children, PTA members, CWC members, foster parents).  Gender balance for 
group discussions with target populations was sort and involved 41 females and 54 males.  
The group discussions were mixed Liberian and Ivorian in constitution.  
 
In regard to Save the Children staff, group discussions were held with technical and 
operational staff in each of the sub-offices in New Yourpea (19 staff), Saclepea (16 staff), 
and Zwedru (20 staff).  In addition, in-depth, individual interviews were held with 20 SC staff 
based in the CO (3) and the sub-offices (8 New Yourpea, 5 Saclepea, and 7 in Zwedru).  In 
addition, six representatives of external stakeholders were also interviewed.  
 
The evaluation was undertaken over a 20-day time period (from March 8-27, 2012) by an 
external consultant with experience as a SC field level staff person, working in both 
emergency and development contexts.  

IV. Limitations 

The rapid assessment of SC’s ER program was undertaken by a single consultant, within a 
limited time frame, under challenging conditions. The: 

• poor road conditions  
• distances between project sub-offices and project sites  
• timing of the assessment in terms of the agricultural calendar12  
• timing of public and staff holidays13 

                                            
12 The assessment took place during harvest season, which presented some challenges in terms of organizing interviews 
and group discussions with target groups.  
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• SC security policies regarding vehicle movement14 
• language barriers for some SC staff and the consultant, and  
• stipulation in the consultant’s terms of reference that the evaluation fieldwork should 

“not interfere with emergency relief activities” 
all contributed - in some way - to the final number of interviews and consultations that the 
consultant was able to ultimately carry out.  However, as outlined in the methodology 
section, steps were taken to collect and present as accurate and objective data, 
information, findings, and recommendations as possible in this report.  It is therefore 
considered that, despite the limitations outlined above, the information presented in this 
report is both accurate and credible.  
 
Over the course of implementation, the SC/L ER Program has involved 35 international 
staff, for varying lengths of deployment.  Of this amount, seven remain with the program. 
This meant that much of the institutional memory regarding the details and challenges of 
early program design, coordination, delivery, and general management was not readily 
accessible for consideration by the consultant. This challenge was partially addressed 
through interviews with more junior level and local staff, and the organization of a phone 
call with one former international staff member via Skype.  
 
The decentralized nature of the program’s M&E system meant that SC program staff was 
relied upon to compile the monitoring data analyzed and presented in this report.  As much 
as possible, monitoring data was verified by the consultant during site visits and interviews 
through observation and direct questioning.  It should be noted, however that not much 
monitoring data is actually presented in the following report.  The reason for this is that final 
data was not yet available to the consultant at the time of the final evaluation15.  
  

                                                                                                                                                  
13 Public holidays in mid-March 2012 had most of the field based program staff out of the office for an extended five day 
weekend, thus limiting the consultant’s ability to visit project sites and/or conduct staff interviews. 
14 SC vehicles are not permitted to be on the road after 6pm in both New Yourpea and Zwedru sub-office impact areas.  
15 Please see the section on Impact for more discussion on the limitations of SC’s ER program M&E system, and how they 
affected the program evaluation exercise. 
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V. Findings 

V.1. Relevance/Appropriateness16 
Key questions: 
• Was the overall project design and delivery relevant to the specific needs of the target 

populations? 
• To what extent was the “accountability” to the beneficiaries promoted and 

operationalized?  
 
Overall, the strategies and interventions pursued by SC were considered relevant, 
responsive, and appropriate to the needs and circumstances of the populations most 
affected by the Ivorian refugee crisis.  The majority of the refugees coming to Liberia in 
the November 2010 – April 2011 time period were children who were forced to flee their 
homes and communities unexpectedly when faced with violence.  Unexpected departures 
resulted in the separation of some children from their families, the abandonment of personal 
and familial possessions, and high levels of stress and vulnerability for children in difficult 
circumstances.  
 
While the movement of the refugees into Liberia changed over time in response to the 
political situation in Cote d’Ivoire, there seemed to be a strong preference among the 
Ivorian refugees to stay with extended families and other hosts in communities along the 
Liberian/Ivorian border. Most of the refugees spoken to stated that their hosts had been 
very responsive to their needs by giving them “what they could” in terms of food, shelter, 
and often, access to farmland.  A few host communities even set up afternoon education 
classes for the Ivorian refugee children even before SC and other INGOs had arrived on the 
scene.  It seems that only those refugees that did not have extended families in Liberia, or 
did not have any other means of support, chose to resettle themselves in the refugee 
camps established by UNHCR farther away from the border.    
 
The program was flexible in its response, which is considered a program strength.  This 
flexibility was demonstrated in a variety of ways.  Firstly, SC prioritized the needs and 
geographic locations of the affected populations over the convenience of program delivery.  
While there were discussions within SC to close program operations in communities not 
designated as “official” host communities or camps by UNHCR, this was not done.  SC 
made the decision to target both refugee and host community populations with child 
protection and education interventions in three refugee camps and 26 host communities 
along the Ivorian border (a few of which are UNHCR designated host communities). SC 
also opened three sub-offices in support of this programming. These agency decisions 
were considered sound and appropriate considering the high levels of need among the 
target populations, as well as their own expressed preferences.  However, these decisions 
also presented significant challenges to SC’s capacity to deliver its services and inputs as 
efficiently and effectively as intended; as it spread program operations across a broad, and 
operationally challenging, geographic area17.  
 

                                            
16 For the purposes of this assessment relevance/appropriateness was understood and applied in the following way: a 
measure of the extent to which project interventions were aligned with local needs and priorities in a way that promotes 
local ownership of interventions/impacts, accountability, and cost-effectiveness.  
17 Please see the following sections on Efficiency and Effectiveness for more discussion of the challenges faced by SC as 
a result of its targeting and coverage decisions.  
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Secondly, SC has been conducting formal and informal needs assessments throughout the 
program cycle.  These assessments have been used to inform and adjust program 
approaches and activities, as needed.  They have also been used to validate program 
strategies periodically to ensure their continued relevance to the targeted populations; 
contributing to a certain degree of program accountability to its beneficiaries and 
stakeholders. As a result of these periodic (if not always formal) assessments and inquiries 
at the target population level, SC staff were perceived as well informed about the 
situation at the field level.  This perception was confirmed throughout the evaluation; as 
the information and opinions shared by SC staff were confirmed by members of the target 
populations during the consultant’s field visits.   
 
Project inputs and gifts in kind (GIK) were very appreciated by recipients; particularly 
the clothing, shoes, school supplies, toys and games, and Ivorian textbooks.  As expressed 
by one mother, SC has been providing children with things that their parents have never 
been able to afford – like toys and games.  However, these inputs were not always of 
sufficient quantity or quality, and may not have always have been the most 
appropriate.  For example, clothing and shoes were greatly needed by all of the refugee 
children as most left home with only the clothes on their backs.  However, there weren’t 
enough to go around, and those items that were provided were too small for adolescents.  
Also, one distribution was comprised wholly of blouses made of 100% synthetic materials 
(perhaps not the most appropriate for children that live in 90°F + heat every day.)  Some of 
the items that SC purchased were reported to be of inferior quality – such as sporting 
equipment that broke easily, toys that fall apart to quickly, sleeping mats that didn’t last 
long, etc.  It is unclear whether it was a conscientious decision to prioritize cost and quantity 
over quality, or whether higher quality items were simply not available to SC and/or 
UNICEF at the time of procurement.  
 
Of all of the project sites visited, the CFSs seemed to be the most appreciated of SC 
interventions by the target populations18. Children and CFS facilitators interviewed 
stated that the CFS gave children a safe place to congregate and play. One adolescent 
said that what he appreciated most about the CFS is that it was for “children only” and that 
adults were not allowed into “their space”.  Another adolescent said that coming to the CFS 
helped her to forget her “worries”, and that it gave her a place to “be free”.   
 
Generally speaking, the social and recreational activities that are organized by SC and 
others as part of the CFS and children’s clubs are well-received and are reported to be 
positively impacting on children’s outlooks on life (as noted above).  However, there are 
some serious issues that are affecting the child populations that SC is trying to help 
– particularly sexual exploitation and abuse (SEA) – that could be addressed in a more 
holistic and proactive manner. SC has done some awareness raising about SEA among 
children and adults, and several interviewees stated that is was “bad”.  SC has also been 
working with organizations capable of providing specialized psycho-social counseling to 

                                            
18 Of the five CFSs that were visited by the consultant during regular working hours, two were closed and three were filled 
with children of varying age ranges, and mixed genders. The two CFS that were closed during regular business hours 
were those in Bellaway and New Yourpea.  In Bellaway, the CFS facilitator was eventually located and stated that the CFS 
was closed because he was “busy mobilizing” the youth” for an upcoming sporting competition.  In New Yourpea, the CFS 
was closed due to a SC training of CFS facilitators/caregivers that was being held in the CFS. The three CFS that were 
visited, that were open during regular business hours and filled with children, were in Janzon, Solo Refugee camp, and 
Bahn Refugee camp. 
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children19 by supporting referral pathways in communities and camps for children in need of 
such services20.   Such strategies are appropriate given the circumstances of the ER; but 
certainly more could be done in the future to better understand and address the root causes 
of SEA through increased community engagement and action.  
 
According to the Inter-Agency Rapid Assessment undertaken January 2011, there was “no 
system in place for identification, registration, monitoring and follow up of separated and 
unaccompanied minors; a key requirement in the early onset of any population 
movement21.” SC has been working with a wide variety of stakeholders – including the host 
government, the SC Cote d’Ivoire CO team, other international non-governmental 
organizations (INGO), and SC-supported CWCs - to reunite these highly vulnerable 
children with their families.  SC has also established and supported foster care as a 
temporary strategy to reduce their vulnerability while separated, and has been proactive at 
promoting more protective environments and conditions in host communities and camps.  
SC’s strategies for promoting a higher degree of child protection, particularly for 
separated/unaccompanied children, were considered highly relevant and appropriate 
to the needs of the target populations.   
 
SC’s education interventions were greatly needed and appreciated by both host 
community and refugee populations alike; particularly considering the acute need for 
educational support in the host communities even prior to the refugee crisis.  SC’s decision 
to support a double-shift school schedule22, for example - as opposed to the immediate 
integration of French-speaking Ivorian children into the English-speaking Liberian education 
system23 - was deemed appropriate at the time given the openness to, and acceptance of, 
such an arrangement within the host communities. The provision of school supplies, school 
textbooks 24 , uniforms, furniture, clothing, and indeed, semi-permanent school/learning 
space structures, have all contributed to increased access by refugee and non-refugee 
children to education. SC’s work to support the provision of relevant and quality education 
to both Liberian and Ivorian primary school children is an on-going process 25, 26.  
                                            
19 According to Jane MacPhail, Coordinator for Child Protection in Emergencies, UNICEF Liberia, UNICEF is planning on 
providing SC, among others, with training in psychosocial counseling in 2012 - as a means of building overall capacity in 
this sector.  As reported by Jane MacPhail on March 26, 2012.  
20 SC, in its ER program, does not provide psycho-social counseling.  Its approach is to provide psycho-social support 
through the CFSs and follows-up on “children mildly affected.  For children that are more affected and need psycho-social 
support and thus do need one-to-one support, [SC] then refer[s] them to organizations that have capacity for professional 
counseling.  In Nimba, it is Equip and in Grand Gedeh it is Action Aid and Medical Mondiale, and sometimes [SC] has also 
referred to Equip in Nimba. Save the Children has taken [this] approach as learning from [its] work in [similar situations] 
that only 1% of refugee children require psycho-social counseling, and as these require professional help, it is appropriate 
for {SC] to refer to agencies that can provide [such] professional services.”  As stated by SC in an email communication 
May 2, 2012.  
21 Inter-Agency Rapid Assessment, January 2011, p. 4. 
22 In most of the host communities in which SC is working, Liberian children are attending primary school in the mornings 
and the Ivorian refugee children are attending in the afternoons. 
23 SC resisted the integration of Ivorian students into the Liberian school system because the issue was understood and 
presented as a “rights issue” by SC.  Furthermore, it was communicated to the consultant by a SC staff person, that 
“Ivorian refugees always made [it] clear that they want[ed] to keep the Ivorian curriculum and continue to study in French.” 
24 UNICEF and SC were able to obtain and distribute Ivorian primary school textbooks to Ivorian refugee children 
attending SC-supported schools in Nimba and Grand Gedeh counties. The consultant did not investigate the extent of 
coverage of these textbooks nor the extent of their usage.  
25 One strategy used by SC to enhance the relevancy of the education provided to Ivorian refugee children while in Liberia 
was to recruit Ivorian teachers and teacher trainers/advisors from among the refugee population. Not only did this strategy 
contribute to a greater sense of ownership of refugee children’s education, but also supports greater sustainability of 
education interventions in that there is greater consistency between what the Ivorian children were taught in Cote d’Ivoire 
and what they are being taught in Liberia.  
26 SC and UNICEF (among others) have been working with the MoE of Cote d’Ivoire throughout the ER in an effort to 
promote the relevancy and effectiveness of the education services provided by them to Ivorian primary school children in 
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Finally, from an overall program design perspective, there were two gaps in ER program 
strategy that were considered to compromise the overall relevancy and appropriateness of 
SC’s overall ER. The first gap in SC’s ER program strategy was the limited level of 
programming aimed at adolescent children.  This was one of the primary findings of the 
Real Time Evaluation that was undertaken of the ER program in June 2011. While it was 
stated by a SC staff person that SC and UNICEF focus only on primary education in their 
emergency responses, the need for more educational interventions aimed at adolescents 
(6th grade and up) is acute27 .  For example, there was reportedly an incident when 
adolescents in one of the refugee camps blockaded themselves one of the primary schools 
in order to draw attention to their demands for access to education. From a child protection 
standpoint, adolescent refugees are extremely vulnerable to exploitation, abuse, and early 
pregnancy, particularly when they are not engaged in formal or informal education.  In 
terms of its actual programming, SC has done some life skills training cycles with 
adolescents to date – possibly in response to the recommendation made by the Real Time 
Evaluation consultant.  At the time of the final evaluation, SC was planning on  –beginning 
some vocational training for adolescents28.  Both types of interventions are considered 
appropriate and relevant to the needs of adolescent children.  However, their coverage and 
scope continues to be very limited to date.   
 
The second gap in SC’s ER program strategy was the lack of investment in systems 
and tools for promoting a higher degree of stakeholder engagement in program 
design, monitoring and evaluation.  While more will be presented on SC’s M&E systems 
and tools later in this report, it is important to state that there are currently no formal 
structures or mechanisms in place for SC and target groups to share, reflect upon, analyze, 
and make joint decisions on program strategies and results. SC staff state that they do 
share program results with the target groups during visits and meetings, which is good.  SC 
does undertake routine needs and situation assessments, which is also good. However, the 
consultant did get the impression that the data collected is very much viewed as “SC’s” by 
both SC staff and the target groups. Program M&E remains largely extractive in nature as 
the sources of the data – i.e. the beneficiaries themselves – do not compile the data, have 
ready access to it, and thus, are not in a position to act on it.   In this sense, the active 
participation of beneficiaries and stakeholders in the project management cycle is still on an 

                                                                                                                                                  
Liberia.  In particular, SC and UNICEF have been focusing on the many issues associated with the certification of Ivorian 
teachers working in Liberia and the attestation of Ivorian students for their reintegration into the Ivorian education system.   
At the time of this assessment, Ivorian educational quality standards had not yet achieved by the refugee schools in 
Liberia, and no certification/attestation agreements have been reached as yet.   
As part of SC’s ER, SC aims to increase local Liberian students’ access to education as well.  However, it is yet to be 
determined what the GoL’s capacity is to support SC educational initiatives in targeted communities, particularly in those 
communities in which SC has built new schools or learning centers.  Questions regarding the GoL’s provision of much-
needed Liberian textbooks and school supplies, as well as government-paid teachers, remain.  How these 
questions/issues are addressed or not addressed will ultimately determine the overall effectiveness, impact and 
sustainability of SC’s approaches in the education sector in ER target areas. Please see the following sections on impact 
and sustainability for more discussion of these issues.  
27 This is not to say that SC is not aware or concerned about these critical needs among adolescent children.  Indeed, SC 
states that it has been very active in its advocacy for more services for this underserved population within the Education 
Sector Working Group.  
28 The consultant accompanied a delivery of hairdressing supplies to Kaffeglay (Nimba county) where a training in 
hairdressing was to begin the following day. It should be noted that at the time of the evaluation, there were no secondary 
education options (either formal or informal) available to adolescent Ivoirian refugee children either in camps or in 
communities.  There were rumors (shared with the consultant by a group of adolescents) that some informal classes were 
going to start soon in the camps.  The consultant has been since informed that FinnChurchAid has initiated informal 
secondary education at Bahn Refugee Camp in April 2012.  It is unknown if there are any plans for expanding such 
services for adolescents in other sites, however.  
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“as needed” basis.  For this reason, overall program accountability to its beneficiaries is 
perceived as limited to date. 
 

V.2.  Efficiency29  
Key questions:   
• How far did funding, staff, time, and other resources contribute to, or hinder, the 

achievement of the results? 
• How well did the project management and financial systems work in terms of supporting 

the achievement of the project’s expected results? 
 
While a detailed cost-benefit analysis was not undertaken as part of the program final 
evaluation, this level of financial resources available to the SC/L ER was generally 
considered sufficient to achieve the expected outcomes in the expected time frame, 
as approved by the donors.  
 
In the early months of 2011, as the refugee numbers began to increase, the SC/L set up an 
ER Team to collect data on the evolving situation, coordinate across agencies, fundraise, 
and to prepare for SC/L’s response at the field level.  This team included relevant and 
experienced technical specialists and support staff, and was lead by the CO Operations 
Manager who was given budget holding authority. The deployment of experienced CO staff 
and CO vehicles, the opening of the sub-office/field base in Saclepea, and the receipt of 
$215,547 in CEFs from SC/UK as “seed” funding, enabled a rapid start-up of program 
operations in two counties in which SC/L did not previously have a presence.  All of these 
initial, internal decisions were considered to have had important positive impacts on 
SC/L’s efficiency in the short to medium term. 
 
At first, SC/L’s new sub-office in Saclepea managed all ER operations in both Nimba and 
Grand Gedeh counties.  However, after some time it became clear that two additional sub-
offices would be needed in New Yourpea and Zwedru in order to facilitate program delivery 
in the border communities where the majority of the refugees were continuing to reside. 
Some management and support staff were hired/relocated to these sub-offices in response 
to shifting workloads, which was considered helpful.  Staffing and logistical support to the 
New Yourpea sub-office continues to be considered insufficient by the New Yourpea 
program team, however. The biggest advantages to the opening of the sub-offices was that 
they mitigated, to a limited extent at least, a few of the biggest challenges to the ER 
program’s efficiency – namely the:  

• terrible road conditions 
• the long rainy season (during which program delivery began) 
• the high number of program sites 
• SC staff safety and security restrictions, and  
• lack of sufficient transportation 

 – by bringing ER program operations closer to the target communities and populations.  
 

                                            
29 For the purposes of this assessment efficiency was understood and applied in the following way: a measure of outputs – 
qualitative and quantitative – in relation to the inputs.  This takes into consideration whether available resources could 
have been used differently in order to achieve greater impact vis-à-vis project objectives.  
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There seemed to be a high level of coordination among the Government of Liberia (GoL), 
the UN agencies, INGOs and NGOs at the national and county levels - particularly at the 
early stages of the crisis.  This interaction and coordination yielded a clear delineation 
between the various agency roles, responsibilities, and target/coverage areas in the 
affected geographic zones.  This high level of coordination is considered to have been 
a positive contributor to SC’s efficiency throughout the response because it 
minimized the duplication of effort and investment across implementing agencies 
from the outset of the response.  It also facilitated the quick resolution of issues that were 
having negative impacts on SC’s work – such as NRC’s use of some school classrooms as 
warehouse storage, and UNMIL’s use of the Buutuo school grounds for firing practice.  
 
As with most COs, there is usually a time period of a few weeks or even months when 
normal operating procedures (and staff perspectives) undergo a transition from a “normal” 
to an ER operating environment.  During this transition, there are often (and arguably, 
usually) delays in staff recruitment, as well as the procurement and delivery of ER program 
inputs and supplies. While the SC/L CO’s preparedness for the ER was beyond the scope 
of the final evaluation exercise30, there were a few issues that probably could have 
been addressed earlier in order to improve the efficiency and timeliness of program 
delivery.  Some of these issues include the:  

• Overreliance on suppliers/distributors in Monrovia. Contracting more local 
suppliers would have lowered transportation costs, transportation requirements, and 
critical program time in the medium to longer term. An example of this was the 
procurement of school furniture.  

• The combination of administration, finance, and human resource functions in 
single individuals at the sub-office levels was an efficient use of resources.  
Beyond the need to separate these responsibilities for a higher degree of 
accountability and transparency of decision-making, the burden is too much for one 
person to shoulder, and it is leading to staff burnout.  Furthermore, when the 
Admin/Finance/HR person is out of the office, all related processes grind to a halt, 
negatively affecting project efficiency and capacity to delivery project interventions.  

• Over-ambitiousness of the ER program’s construction activities.  The “shelter” 
team experienced many delays with its erection/rehabilitation/construction of a wide 
variety of structures, including temporary learning spaces, ECCD centers, CFS, 
activity centers, and primary schools. The approach taken by the ER program staff of 
engaging communities in the construction of structures was certainly appropriate, 
appreciated by the community, and developmentally sound.  However, such an 
approach takes time. It seems that the full implications of what was planned in 
regards to construction (procurement of raw materials, transportation, road 
conditions, warehousing, hiring local contractors, the number of SC staff required to 
provide adequate technical supervision and support to the communities) were not 
fully understood or appreciated by SC CO and ER program management. Indeed, it 
is unknown if the targets that were originally set were even questioned during the 
program cycle as being unrealistic given the time and operational constraints. The 
admin/logistics/HR pressures created by the program’s construction activities 

                                            
30 SC/L CO’s emergency preparedness was assessed as part of SC’s internal operations review of its response to the 
Ivory Coast and Liberia refugee crisis.  For more on the assessment findings, please see “Ivory Coast and Liberia 
Emergency Response – Operational Review”, July-August 2011.  
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were perceived to have had a negative impact on SC’s efficiency in the 
delivery of its ER overall.   

 
Additional observations or findings that were considered to have had a positive impact on 
program efficiency include the: 

• Placement of the ER program management staff in the sub-offices; i.e. closer to 
program staff, sites, and beneficiaries.  

• Transition from a 7-day workweek to a 6.5-day workweek in August 2011; and the 
resumption of a 5-day workweek in January 2012.  Not only has this return to 
regular business hours positively impacted people’s efficiency and effectiveness, but 
it has also given staff the opportunity to catch their breath, reflect on their work, and 
orient their approach to their work more along developmental (vs. crisis) lines.  

• Awareness and observation of SC policies and procedures by ER program 
staff.  Among other observations, SC vehicle movement seems to respect the 
security restrictions of traveling after hours, staff use seat belts, are asked to sign 
vehicle logs, there is awareness of child safeguarding policies and procedures, and 
access to compounds is controlled and enforced.   

 

Observations or findings that were considered to have had a negative impact on program 
efficiency include the: 

• Limited staff access to, and presence in, communities due to insufficient 
transport options and SC safety and security policies. While the distances 
between program sites are not great, the road conditions make staff transportation to 
project sites a challenge.  There is often only one vehicle available per targeted axis 
for staff transport, and each staff person works in different communities.  This is 
problematic because most staff get to the office around 8am (in New Yourpea and 
Saclepea this was observed), and by the time the vehicles get on the road to begin 
dropping staff off in the communities, it is already at least 9-10am.  People in the 
communities and camps wake and depart early for the “forest” or to farms and do not 
return to their communities/camps until the late afternoon.  This makes setting up 
meetings and providing encouragement to community level projects/initiatives a 
challenge.  In addition, SC safety and security policies place restrictions on vehicle 
movement (vehicles must be back to the SC compounds by 6pm) and staff 
overnights in communities31.  

• Not enough coordination with partners/donors on the receipt and delivery of 
GIK for SC distribution.   While the loan of vehicles from UNHCR helped to 
improve program efficiency, the arrival of truckloads to SC compounds of large, and 
unscheduled GIK from UNICEF, did not.  

• There is no M&E person on staff and the M&E capacity of SC technical staff is 
limited in terms of time, training, and skill sets.  Technical staff are responsible 
for collecting specific data in their communities, plus do programming at the same 

                                            
31 It was mentioned several times by field staff in New Yourpea and Zwedru that they are not allowed to overnight in their 
communities by SC safety and security policy.  They stated that they would like to overnight in communities, as needed, in 
order to move their work along. When the ER program manager was questioned about this SC policy, he said that field 
staff can request, and be granted permission to overnight in program target communities if there is a justified reason for it.  
For security reasons, there must also be access to a communication network in the community. In other words, that SC 
policy does not prohibit staff overnights in communities outright, even though this seems to be the perception among the 
SC staff consulted on this issue.  
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time.  Each technical staff person shares the data and information collected with their 
line managers who, in turn, consolidate the data and write up the results in reports.  
While it is important that all staff be involved in program M&E, it does not seem that 
there are adequate checks and balances in place to ensure the accuracy and validity 
of the data collected and presented.  Furthermore, collating and verifying data may 
not be the most cost efficient use of technical managers’ time and skill sets.  

• High level and frequency of donor reporting - to UNICEF, in particular.  Up until a 
few weeks ago, SC was required to submit weekly reports to UNICEF.  Now the 
requirement is for bi-monthly reports. The February 20-25, 2012 Child Protection 
report to UNICEF, for example, was 15 pages.  The February 27-March 2, 2012 
Education report to UNICEF, covering only activities in Nimba county, was 32 pages.  
Such arrangements are highly burdensome and time consuming for program staff. 

 

V.3. Effectiveness32 
Key questions:   
• How effective was the project approach to achieving the intended outputs and results? 
• How well was beneficiary and stakeholder (including government) participation 

incorporated into the project management cycle? 
 
A strength of SC/L’s ER was that it began with the development of an overall 
program strategy based upon a situational analysis. Once the strategy was in place, 
then specific interventions and geographic areas were parceled out to donors for funding 
and support.  First came the emergency response strategy, then the recovery strategy; both 
of which were articulated in writing and disseminated.  This approach was considered 
effective in that yielded a higher level of cohesiveness, consistency, and complementarity of 
program activities across the programming area than if SC/L had developed 
programs/strategies on an ad hoc basis based solely upon donor perceptions of the 
situation and needs.  The approach also helped SC/L to somewhat streamline its ER 
program monitoring and reporting procedures, which improved overall program efficiency.  
It is important to note that SC’s push to develop an overall framework for action first did not 
seem to have a negative impact on SC’s ability to launch its ER quickly.  In fact, SC was 
considered quite timely in its overall response.  
 
Unfortunately, however, the full impact of this strategic approach was not fully realized 
due to inadequate orientation and training of new staff on the key concepts and 
components of SC ER programming33. During interviews and conversations with field 
staff, the lack of sufficient orientation and training was evidenced by unclear and 
inconsistent understandings among staff of such core SC terms and concepts as “child 
                                            
32 For the purposes of this assessment effectiveness was understood and applied in the following way:  a measure of the 
extent to which the project achieved its expected results and impacts, taking into consideration available resources and 
timeliness of interventions.  
33 For example, many staff stated that they were working without job descriptions, that they had not received any sort of 
orientation upon their hiring, and that they just learned “through trial and error” and “on the job”.  ER program management 
did concede that a few staff may have been working without job descriptions; but that most of the other claims were based 
on staff perceptions that a job description is a formal document that is signed (much like a contract), and reissued annually 
(even if the staff person is in the same position).  Apparently, such a practice is not in line with SC HR policies and 
procedures, and as such, staff perceptions may be misinformed on this point.  In terms of staff training, it was reported that 
all SC ER program staff received orientation on SC policies on child safeguarding, anti-fraud, logistics and financial 
procedures, for example. According to SC, “while  ‘block’ orientation may have not happened, program vision, strategy 
and progress was communicated in the regular program/ team review meetings.” 
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participation”, “child-led”, “community mobilization”, and “development”. While such a 
situation is hardly uncommon in emergency programming, it does have a negative impact 
on the effectiveness of the program strategies34, as each staff person is applying, pursing, 
and presenting program strategies and activities to program beneficiaries/stakeholders in a 
slightly different way.   This is not to say that the SC staff is not doing, or has not done a 
good job.  What is being said is that SC and its staff could have been more effective if every 
one had had a clear, collective understanding of what SC’s core values and strategies are; 
of what the expectations and standards are for staff performance, behavior 35 , and 
interaction with target populations, for example.  
 
SC/L’s strategy to organize and support community-based organizations comprised of 
members of the target populations and other local stakeholders is a valid one that has 
demonstrated its potential effectiveness and impact the world over.  Within the framework 
of SC/L’s ER program, organizations were organized in each of the program sites for each 
sector of SC ER program focus, including CWCs (Child Protection) and PTAs (Education).  
Given the limited time frame for collaboration and capacity building of these community 
structures - and the fact that every INGO working in the area has their own organizations 
competing for target population members’ time and attention - it is not surprising that they 
remain weak and likely unsustainable even in the short term.  For example, when members 
of the Bahn Camp CWC were asked what sort of support they felt they needed from SC in 
order to carry out their responsibilities, the general consensus among the members was 
that t-shirts and badges were needed “so that people will listen to us.”  When members of 
the PTA in Old Pohan were asked what their primary responsibilities were, the main answer 
provided was “to help to build the new school”.   
 
SC has also been engaging cadres of volunteers that are paid stipends/incentives for their 
work as caregivers, facilitators, teachers, and principles. These volunteers were selected 
from among the target populations; often by the host communities or camp residents 
themselves. This strategy has enabled SC to greatly increase children’s access to both 
education and child protection services in the host communities and refugee camps.   
However, the extent of the training and technical assistance that these volunteers have 
received to date is limited – perhaps because SC staff technical training has also been 
limited 36 .  This means that overall quality standards for the education being 
provided/supported have yet to be achieved.  In addition, an unfortunate three-month gap in 
the payment of teacher stipends/incentives, for example, eroded trust between SC and the 
teachers and communities37. In other words, the framework is mostly in place for promoting 
                                            
34 Due to financial, time, HR, and other constraints, staff often feel that they “don’t have the time” for anything other than 
direct service delivery to the target populations.  This sense of pressure and urgency was recalled by more than one SC 
ER staff person.  
35 There were three minor instances of staff behavior that were observed by the consultant that were considered 
inappropriate and/or counterproductive to SC’s effectiveness at the target population level.   The first instance was a staff 
person who wore a great deal of gold jewelry when visiting the program sites.  The consultant found this exhibition of 
perceived wealth as disrespectful to the program’s target populations, which, in general, are extremely poor.  The second 
instance was when a staff person invoked God in a conversation with a program beneficiary, while wearing a t-shirt with 
religious messages on it.  As SC is non-religious, this behavior was considered inappropriate. The third instance was 
when a SC staff person was observed giving an unaccompanied child – who admittedly was experiencing difficult 
circumstance - money from her/his own pocket.  While the gesture was understood to be noble in nature, such behavior 
could be misunderstood and interpreted by outsiders. 
36 As stated by SC during the review of the draft version of this report, “teacher training is[/was] usually directly run by 
experienced refugee teacher trainers. Unfortunately, teacher turnover has been quite high with most of the qualified 
teachers repatriating back to Cote d’Ivoire to avoid loosing their civil service status after President Ouattara’s call [for their 
return.  This has had an] impact on quality.” 
37 This issue was resolved with the banks in October 2011.  It was reported by SC that there have been no delays in 
payments to teachers or any other incentive-receiving volunteers since then. 
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access to quality education and protection services, but the machinery, so to speak, still 
needs a bit of grease to be more efficient and effective.     
 
The hiring of national staff with relevant local language skills (particularly French, 
Krahn, and Gio) was also considered a strength in that it facilitated communication and 
the building of trust between SC and the host communities and Ivorian refugees.  Not all 
field workers spoke French or the relevant tribal languages, however, which was 
considered a challenge by both SC staff and host communities.  It is important to note that 
several SC field staff had been refugees themselves in the past.  This experience within the 
program team can and does add valuable perspectives and approaches to SC’s ER.   
 
Over the course of one year, SC/L engaged 35 international staff on its ER program.  Some 
of these were short-term technical specialists deployed through SC UK’s emergency 
response surge scheme, while others were engaged as individual contractors/consultants 
for various periods of time.  At the time of the final program evaluation, seven international 
staff persons remained with the program. Generally speaking, the engagement of 
international technical assistance providers is considered an effective strategy for injecting 
specialized skill sets into the early stages of an emergency response. However, in the case 
of the Liberia ER, the sheer number of international staff rotating through the program 
seemed to have had a negative impact on program efficiency and effectiveness on 
two main levels: 1) SC/L overspent on its staffing budget lines, requiring the CO to shift 
other CO financial resources to cover some international ER program staff costs; and 2) the 
high level of international staff turnover meant that management practices and priorities 
were continually in a state of flux and transition.  This was considered disruptive to the 
quality, flow, and consistency of approach of ER program delivery.  While it was stated by 
several SC staff persons that SC found it difficult to attract qualified personnel to its ER 
program – both international and national staff – the ER program and its target populations 
may have been better served by the earlier recruitment of local staff, who, though perhaps 
less specialized or experienced, could have brought a higher degree of stability, 
consistency of approach, and cost effectiveness to the ER program team overall.  
 
The education team has developed some school staff attendance and other policies 
over the course of the last year, but it is not clear how, or the extent to which, these policies 
are monitored and applied.  It seems that SC is promoting the PTAs as the “enforcers” of 
these policies, but the consultant was not able to investigate if/how the PTA members 
themselves understood this to be one of their responsibilities38.  It was communicated to the 
consultant that teachers and principals would only be paid for the days that they work – that 
their incentive payments would be pro rated based upon their actual attendance39. In this 
sense, it is SC that is the ultimate “enforcer”, as SC, for the time being, controls the purse 
strings.   
 
The level and quality of child participation in program design, delivery, and M&E, is 
mixed.   To date, children have not been involved in the collection of teacher and student 

                                            
38 SC has stated that “the roles and responsibilities of caregivers, teachers, principals, and PTAs have been clearly 
defined” and are presented/displayed in every school since February 2012.  How these roles and responsibilities were 
developed (i.e. the degree of stakeholder engagement), and how they have been communicated or monitored, were not 
investigated by the consultant, however.  
39 The consultant was unable to verify with the finance staff whether or not this practice of prorating school staff incentive 
payments based on their attendance was currently taking place, was planned for the future, or indeed, was even possible 
within SC’s financial and accounting system structures.   
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attendance figures40.  They are reported to be represented in PTAs, however; though it 
remained unclear their level of representation within these structures, as well as their 
perceived contributions to its activities and decision-making.  Child-led needs or other 
assessments in protection have not been carried out to date, though SC staff was quick to 
report that children’s perspectives are being sought and taken into consideration as part of 
SC-led assessments, such as focus group discussions. It is hypothesized that the current 
level of child participation in the program is directly related to the level of current capacity of 
SC staff to make it happen on a substantive level – in other words, SC staff need to be 
trained in how to engage children as collaborators and leaders in program implementation. 
 
In the child protection sector, gender based violence and SEA present serious 
challenges to children’s well being among the target populations.  This is particularly 
the case for adolescents.  SC was one of the main initiators of the “referral pathways” which 
aim to identify, report, and refer victims/survivors for treatment and legal support. It 
conducted an in-depth assessment of the SEA issue in July 2011, which yielded some 
important insights and revealed specific opportunities for future SC programming and 
advocacy. SC is engaged in the case management of separated and unaccompanied 
children, which involves the identification, support to (primarily by arranging and supporting 
foster families, and the provision of kits), and referral of these vulnerable children for tracing 
and family reunification.  CWCs have also been organized and provided with at least some 
orientation and training in support of their promotion of child protection within the target 
communities.  
 
The fact that SC engaged a construction engineer as a full-time staff person early in the 
program implementation cycle is commendable.  In all, there were four full-time staff 
persons focusing on “shelter” within the ER program.  The Shelter team was able to 
standardize designs and establish a common approach to its construction activities 
in the target communities, which contributed to a higher degree of efficiency and 
effectiveness of the program’s work in the infrastructure sector.  
 
Generally speaking, SC/L program has done well integrating international quality 
standards, as well as best practices in child protection and education in 
emergencies, into its program design and delivery. It has based its response on the 
expressed needs and preferences of the populations most affected by the crisis (with the 
noted exception of adolescents, as mentioned elsewhere). Community participation is 
inherent in all its programmatic approaches. The program team seems conscientious about 
not exposing people to harm as a result of their actions, and seems to have been impartial 
in its delivery of program services and inputs. SC has taken a proactive approach to 
safeguarding vulnerable populations - particularly children - from physical and psychological 
harm.  They have also provided children with support to exercise their rights to education, 
shelter, live with their families, etc.  SC has been promoting better teaching and learning 
environments through awareness raising, construction of learning spaces, capacity building 
of teachers, and through the support to community-based organizations and local 
authorities, for example.  In short, the standards and models have been effectively applied 
as a means of increasing access to education and child protection services.  Where the 
                                            
40 It is safe to say that the consultant and SC education staff differed in their opinions regarding the level and quality of 
child participation and child leadership that has been taking place in the ER program.  Of course, the consultant was not 
able to ascertain the ER Education Manager’s perspectives on the subject, as she was out of the country on leave during 
the program assessment period.  Regardless of how the consultant perceives and envisions such concepts as “child 
participation” and “child leadership”, the education staff did accept the consultant’s perspective that more could be done in 
the future to increase the level of child participation and leadership within the education sector.  
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program falls short is in the meaningful engagement of all primary stakeholders in service 
quality improvement process - and M&E of this process and its impacts; points raised 
elsewhere in this report.  
 

V.4. Impact41 
Key questions:   
• Did the project reach the most vulnerable groups and what was the actual coverage?  
• What was the contribution of the project to the overall impact? 
 
SC’s is reaching the most vulnerable populations with its ER programming.  The border 
communities were extremely poor and had very little access to basic services and inputs 
even before the influx of Ivorian refugees.  The arrival of refugees just put more pressure on 
the host communities’ already meager assets and resources, and stretched their capacities 
to cope with their challenging conditions even further.  SC’s ER coverage includes 26 host 
communities along the Ivorian border in the two counties most affected by refugee influxes.  
The primary beneficiaries of SC’s ER are children, both Ivorian and Liberian – though 
Ivorian children have received the most assistance from SC to date due to their heightened 
vulnerability.  In short, SC has done a commendable job increasing vulnerable children’s 
access to education and child protection systems and services in Nimba and Grand Gedeh 
counties.   In fact, SC reports that it has either reached or exceeded the vast majority 
of its ER performance targets in both child protection and education.   
 
While the consultant had no reason to question the ER program results as reported by SC - 
as they did not contradict any of assessment observations or findings - there were some 
perceived shortcomings in the program’s M&E system that made determining the 
final impact (i.e. final numbers) of SC’s ER program problematic.  
 
1. SC’s ER program’s monitoring system is currently very decentralized.  Field staff 

collect the data either directly or from program participants/beneficiaries.  This data is 
then regularly entered into excel spreadsheets by the sector teams in the two 
intervention counties and then compiled into an overall “Output Tracker” by the sector 
program managers/team leaders.  The Output Tracker presents disaggregated data 
(type of intervention, county, gender, etc.) on a limited number of indicators for the 
overall program strategies, across the entire coverage area. The Output Tracker is 
simple in its presentation and organization, and is useful in the sense that it provides an 
overview of program performance.     

 
Time did not allow the consultant to investigate precisely how the data included in the 
Output Tracker is collected, processed, synthesized, or analyzed across the sectors and 
geographic coverage areas42. However, several factors presented challenges to 

                                            
41 For the purposes of this assessment impact was understood and applied in the following way: a measure of the wider 
effects (intended or unintended) of the project – social, economic, technical, environmental – on individuals, gender, and 
specific age-groups, communities, and institutions at the micro (individual/household) and macro (sector) levels. 
42 When a group of SC program staff from one of the sub-offices was asked if they use the program M&E data that they 
collect for decision-making, they stated that they don’t have access to the consolidated reports that are submitted to the 
donors.  When questioned about their use of program M&E data for decision-making, program managers stated that this 
data is taken into consideration, and that the program reports are shared with the program staff.  It may be that not all 
levels of program staff are receiving these disseminated reports, or perhaps, that a more effective mechanism for sharing 
program results with both program staff and beneficiaries be developed – considering the high level of donor reporting that 
is currently going on.  
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confirming the reliability of the data in the Output Tracker. These factors are 
described below.  

 
• As part of the assessment exercise, the consultant compiled a global list of all of the 

indicators and performance benchmarks that SC agreed to pursue and report on to 
donors43.  This global list included numerous formulations of what were essentially 
core program indicators (# of temporary learning spaces established, # children 
attending CFS, etc.). The sector teams were asked to review this global list and 
enter the most recent data on their actual performance for each indicator.  The goal 
of this exercise was to determine whether or not the program had reached its 
performance targets.    
 
The program results - i.e. the data that was entered into the global indicator list - 
were markedly different than the data in the Output Tracker.   For instance, the 
Output Tracker from January 2012 reports 9,872 “child-focused NFI kits distributed”, 
as part of the child protection interventions.  The data provided by the ER Team in 
the global indicators list reports that 16,772 “children received sets of clothing and 
other NFIs”.  Similarly, January 2012 Output Tracker reports that 160 “school 
management committees/PTAs established/supported” (8 in Nimba and 152 in 
Grand Gedeh).  The ER Team reported 21 in the global indicators list. Accepting the 
possibility that the different formulations of the indicators is the cause of the 
discrepancy in reporting, it does not explain how the Grand Gedeh team 
established/supported 152 education committees, while the Nimba team only 
established/supported eight 44 .  There may be two possible reasons for these 
discrepancies: 1) the indicators included in the two tracking tools were formulated 
differently, and thus reported on differently; or 2) the data is being collected, 
processed, and reported inconsistently across the program teams.   
 

• There is no single point person for M&E for the entire program.  This means 
that many people are collecting, entering, processing and reporting data.  The more 
people involved in the M&E process, the more room for error and inaccurate 
reporting.  In the global indicator reporting exercise mentioned above, for example, 
the consultant had to coordinate with five different SC staff persons in order to 
compile a completed list.  When the consultant inquired about the reason for not 
hiring a M&E point person, she was told that there was not enough money for fund 
such a position45.  

 
• There don’t seem to be any systems in place for the objective verification of 

the monitoring data that is collected.  For example, there are registers that track 
the number of children that attend SC supported interventions (such as CFS, or 
ECCD centers).  When SC staff visit their project sites, the consultant was told that 
the staff are provided with a copy of the register by one of the community 

                                            
43 It is important to note that there are a number of indicators - that were included in SC’s donor-approved ER program log 
frames - for which monitoring data is currently not being collected.  It may very well be that SC negotiated with its donors 
for a smaller list of indicators to report on after the grants were approved; however, the consultant was not informed of any 
such negotiations.   
44 It is probable that the Grand Gedeh team reported the number of committee members while the Nimba team reported 
the number of committees.  Regardless, the data was reported inconsistently, which is problematic.  
45 The consultant’s own opinion is that this strategic investment – the hiring of a M&E point person - was not prioritized 
highly enough by program management. 
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volunteers46, and that they “usually do a head count” in order to verify the numbers.  
Other informal inquires are sometimes also made to verify the numbers – for 
example, by asking one of the students if the teacher was at school that day.  This 
data is then entered into SC’s excel database for processing and reporting.  At issue 
here is that someone, who does not have a direct interest in the numbers reported, 
has not verified the final data.  For example, it may be in a teacher’s interest to report 
that all of her/his students attended classes that day because then s/he is perceived 
as a good teacher.  Similarly, it may in a SC staff person’s interest to report that all of 
the caregiver’s worked all day because then the staff person may be perceived as 
having everything “under control” in their target communities.  

 
2) Another challenge to determining the impact of SC’s ER lies in the formulation of 

the M&E indictors, as approved by the donors.  As SC’s ER programs were designed 
as short term interventions, the vast majority of the indicators used were formulated to 
measure inputs, processes, and outputs – i.e. monitoring level indicators.  There were 
several impact level indicators that were included in the proposal log frames – those that 
aimed to ultimately measure the program’s effects and impacts.  However, these were 
indicators either too vague in their formulation or too broad to measure given the time 
and resource constraints of the final program evaluation contract.   

 
Overall impact assessment challenges aside, SC’s ER program is considered to have 
had a variety of broader impacts on the target populations in Nimba and Grand Gedeh 
counties.  Focusing on short term:  

Social impacts –  
• In discussions with members of target populations, several mentioned that they had 

received some information and/or training about gender-based violence (GBV) from 
SC.  Many stated that they now see that GBV is an issue in their community and that 
they have made efforts to address it.   

• By providing vulnerable children with access to education, SC is promoting the 
overall development of traditionally underserved and marginalized groups, which will 
have broader social impacts in the medium to long term.  

Economic impacts –  
• Although limited in numbers, SC has provided hundreds of local residents and 

refugees with opportunities for income generation – including incentive payments for 
teachers, principals, caregivers and facilitators; cash grants to the families of 
vulnerable children, local contracts for the construction of schools, activity centers, 
CFSs, ECCD centers, and school furniture; and through the provision of vocational 
training for adolescents. 

Technical impacts –  
• SC has been providing technical training and support to its service providers and 

other sectoral stakeholders. 
Environment impacts –  
• The environmental impact of SC’s interventions is limited in that it is only doing 

small-scale construction activities, furniture making, and to a very limited extent 

                                            
46 It was understood that SC staff receive a copy of the register periodically, not necessarily every time they visit their 
project sites.   
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sanitation facilities provision.  However, it is using a lot of wood for the construction 
of its “learning spaces” and for the school furniture that it provides.    Of all of the SC 
staff and target group members spoken to, only one individual even expressed 
any concern over the environmental impacts of SC’s construction work, 
suggesting that environmental awareness and consideration is very low.  

• When questioned, the construction engineer was aware of certain specific Sphere 
project standards on the construction of wat/san facilities, which he said were being 
taken into consideration in SC’s very limited latrine construction activities.  
 

V.5. Sustainability/Connectedness47 
Key questions: 
• What are the prospects for the benefits of the project being sustained after the funding 

stops and after Save the Children withdraws support? 
• How did the project contribute to strengthen the local education and child protection 

capacities to enhance the sustainability of interventions?  
 
In spite of the short term funding, and the dynamic circumstances of the emergency 
response (fluctuations in refugee numbers particularly), SC’s core strategy of engaging 
the target populations and key stakeholders in promoting child rights and protection 
has been applied and operationalized in the SC/L ER program.   Community based 
structures have been set up, coordination with relevant stakeholders (local, national, and 
international) has been on-going, and systems and agreements have been established to 
move a rights-based agenda forward in the future. The sustainability of these actions will 
depend on many factors, of course; however, further SC investment in building the capacity 
of these “agents of change” will be critical. 
 
The need for improved child protection and education is clear in the communities targeted 
by SC’s ER.  However, it does seem that the effectiveness and impact of SC’s ER 
strategies in child protection and education have been compromised by extenuating 
circumstances that are not directly addressed by SC programming in Nimba and 
Grand Gedeh (particularly in the host communities where SC is sometimes the only 
NGO/INGO working there).  These circumstances include, among others:  

• pervasive poverty and lack of income generation opportunities 
• lack of nutritious and adequate food 
• insufficient access to water and sanitation facilities48 

                                            
47 For the purposes of this assessment sustainability/connectedness was understood and applied in the following way: a 
measure of the extent to which the interventions were “carried out in a context which takes longer-term and interconnected 
problems into account” (Minear, 1994, as quoted in OECD 1999).  Included in this measure are impacts on the 
environment, evidence that investments will continue to have positive impacts once SC has withdrawn support, etc.  
48 The consultant visited many latrines and hand pumps as part of her data collection.  On her site visit to Bahn Camp on a 
Saturday afternoon, she visited a block of ten (or so) latrines.  All of them were locked (though there was water available in 
front of the latrines, it should be noted).  At the ECD center in Janzon, there was a block of approximately 10 latrines 
behind the adjacent school.  All of these latrines were locked in spite of the fact that school was in session and there were 
easily 100 children present at the time.  During the duration of the visit to this latter site, three little children were seen 
going to the bathroom behind, and right next to, the ECCD center.  The consultant was told (by a SC staff person) that the 
school doesn’t open them “because then everybody (in the community) would use them.” In New Yourpea, UNICEF had 
built a six-pit latrine that had yet to be used.  The reason for this, the consultant was told, was that UNICEF needed to do a 
final inspection of the latrine before it could be used.  It is unknown how long the latrine will remain inaccessible. The direct 
link between children’s access to wat/san facilities and school attendance is well established and does not need to be 
elaborated upon here.  However, these observations are shared for general consideration and information.  It should be 
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• limited knowledge and inputs for agricultural production 
• limited provision of education and training opportunities for adolescents49 
• environmental degradation.   

 
An additional circumstance that has compromised SC’s impact in both protection and 
education sectors is the absence of an agreement with the GoCI regarding the attestation 
of Ivorian primary school students and the certification of Ivorian teachers working in 
Liberia.  
 
SC staff has recognized the impact that these circumstances have had on its work in the 
protection and education sectors and has been advocating other relevant governmental 
and non-governmental agencies to address them.  For example, SC did advocate with 
WFP to provide school feeding50.  It has been also been working with the GoCI on the 
attestation/certification issue, with Action Against Hunger (Action Contre le Faim) and 
UNICEF on bringing wat/san facilities to schools and communities51, and with UNHCR on 
sufficient food rations in the camps.  SC has had limited success with some of its efforts.  
However, much more needs to be done, as significant gaps remain to create a more 
enabling environment for sustained, positive change in the communities and among the 
populations targeted.   
 
In terms of its construction activities, it was understood that SC signed agreements with the 
“host communities” to establish community ownership of the schools, CFS and other 
centers, built with SC procured resources.  The fact that SC considered this aspect of their 
construction interventions is good, as community ownership of such assets is critical to their 
maintenance and repair over time.  There are questions, however, in terms of the GoL’s 
sense of ownership over the new structures.  For example: Will the GoL provide funding 
to the SC-constructed schools or social centers in the future?  Will it provide 
teachers/facilitators and pay their salaries?  Will it provide textbooks and other learning/play 
supplies? How will the GoL measure educational quality and school achievement in these 
schools/centers in the future? How would the GoL support the integration of French-
speaking Ivorian students into the English-speaking Liberian school system, should this 
strategy be prioritized?  SC reports that it has been discussing and negotiating these very 
questions/issues (among others) with the GoL MoE in an effort to secure a higher degree of 
sustainability of its ER program investments in the education sector.  
 

                                                                                                                                                  
noted that SC is not responsible for maintaining the latrines that were visited/observed. Aside from the UNICEF latrines in 
New Yourpea, it is unknown who had built the other latrines visited/observed.  
49 As mentioned earlier, it is the consultant’s understanding that FinnChurchAid has started informal secondary education 
at Bahn Refugee Camp recently.  It is unknown whether or not such education services will be expanded to adolescents in 
other target areas (or even other camps), how many children will participate, what the target age groups will be, etc.  
50 SC did budget approximately $7,000USD for school feeding activities in one of its grants.  However, SC soon realized 
that this was not nearly enough to purchase and prepare food, and so ended up reallocating the resources elsewhere.  
51 According to an email communication from SC on May 2, 2012, “As an agency SCUK does not work exclusively in 
wat/san in long term development (i.e. it is not a prioritized sector) and even in emergencies, our wat/san work is limited.  
In Liberia, in [development contexts] our wat/san is limited to schools and clinics and some community work… In the 
Ivoirian emergency response, SC did not get into wat/san mainly because a number of international agencies and national 
agencies are working in [it] …(UNICEF, ACF, CARE and other agencies) [agencies that] had better capacity/experience 
than SCL… [so] there was no need for us to get into this sector.”  The perception among several of the SC/L ER program 
staff interviewed was that wat/san is too “problematic”, expensive, and technical for SC to do.  As mentioned earlier in this 
report, however, the ER program is reported to be building some latrines anyway due to the extremely high need in the 
target communities; but such an intervention seems to be more of an exception than an official component of an overall 
sectoral strategy.  
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The focus of SC/L’s ER program was on establishing and increasing access to protection 
and education services and inputs.  As previously mentioned, the return to regular working 
hours in January 2012 and the stabilization of the refugee movements over the last six 
months or so, were reported to have provided SC staff with the mental and professional 
“space” to reflect a bit on the quality of SC’s ER interventions. Generally speaking, SC staff 
seems to recognize the limited sustainability of many of its ER interventions to date 
– as these interventions primarily focused on the provision of inputs and the setting up of 
systems.  However, there is the sense – among the staff and the consultant - that a solid 
foundation has been laid for supporting the delivery of higher quality strategies and 
activities moving forward; in a way that will affect more sustained outcomes and impacts 
for children at the local, regional, and national levels. 
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VI.  Recommendations 

The following recommendations are based upon the findings presented in the previous 
section.   
 
1) Hold an all-staff Lessons Learned & Program Planning Workshop to validate 

program designs.  Before launching into the next round of new programming, all staff 
– including operations, admin, finance, and HR staff, as well as relevant technical 
advisors from the CO – should be brought together to review and reflect on the 
program’s challenges and accomplishments to date.  This collective exercise should 
then be followed by an orientation to the new program strategies and activities.  Staff 
should be provided with opportunity to provide their input on these new strategies and 
activities52.   Assembling the staff for reflection and planning purposes will help to 
support a more informed and unified approach to SC’s work moving forward.  It will 
facilitate the sharing of experiences and challenges across sectors and sub-offices, and 
foster a greater degree of intra-program collaboration, communication, and synergies. It 
will also provide staff with an opportunity to “shift gears” from an emergency response 
approach to SC service provision to one that is more developmentally grounded.  
 

2) Take a more participatory approach to program design and management.  
As a follow up to the above workshop, sectoral managers should be tasked with leading 
a participatory, sector-level review and revision of new program timelines, budgets, 
monitoring tools, etc. in support of new program roll-out. This exercise can take place 
over the course of a few weeks, and should involve cross-sectoral discussions to 
promote complementarity.  Deadlines for the various steps in this process should be 
established from the start.  Program management must consider the results of this 
process seriously, and modifications to the program design and grant agreements 
undertaken as necessary, and possible.   The final result of the collective planning 
exercise – including timelines, budgets (without salaries), M&E plans, etc. - should be 
shared with all staff for their information and reference, as needed.  
 
As part of this process, staff should consider whether or not delivering the same 
package of services and inputs to target populations in host communities and refugee 
camps is appropriate and relevant.  While target populations residing in refugee camps 
have access to a wide variety of services and inputs, those residing in host communities 
do not.  Therefore, taking a different approach to programming in camps and 
communities should be considered as a means of achieving a higher degree of 
impact in the host communities.  
 
Increase the frequency and quality of program staff meetings.  These meetings 
should be structured to include staff discussion of: current issues facing program 
implementation, M&E data, results of recent assessments, a review of the 
implementation timelines and budgets. When regularly scheduled, well facilitated, and 
involving staff from all levels of the program hierarchy, staff meetings can be very 
effective management tools for promoting program communication and enhancing inter-

                                            
52 This event should be facilitated by someone (internal SC/external consultant who is not participating in the group 
exercises) that has good facilitation skills and experience leading learning/planning exercises.  Such a workshop would 
need at least three full days of group face-time in order to be effective, particularly as many of the staff do not know each 
other from before hand. 
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sectoral collaboration53.  All-staff meetings should be held at least once a year, though 
ideally, they should be held quarterly to maximize their effectiveness and utility.  

 
3) Identify and address staff technical training needs. Undertaking a staff training 

needs assessment will help program management to identify and fill gaps in staff 
effectiveness at supporting change at the target beneficiary level. Including one day of 
technical training54 or SC policy & procedures training either at the beginning or end of 
staff meetings, for example, might be considered as a means of bolstering overall staff 
capacity to carry out their work more efficiently and effectively. Staff exchanges – both 
cross-sectorally and across sub-offices – might also be considered as a means of 
creating synergies across program strategies, and for creating more of a learning 
environment among colleagues.  

 
Some suggested areas for staff training include: 

• Principles of development 
• INEE, Sphere Project, HAP, etc. standards 
• Community mobilization 
• Child rights programming strategies and activities 
• Psychosocial support and/or counseling 
• Early childhood development 
• Active learning methodologies 
• Teacher training 
• M&E data collection, analysis and reporting 
• SC core principles, values, and approach to development 

 
4) Separate admin/finance/HR functions at the sub-office level.  This will have 

immediate, positive impacts on program efficiency and effectiveness (not to mention 
staff morale.)  

 
5) Invest in adolescents.  Poverty is one of the root causes of GBV, SEA, child abuse 

and neglect, and early pregnancy; just some of the issues facing the target populations 
SC is working with. By engaging adolescents in productive activities, whether formal 
schooling or vocational training, SC will be providing this target group with opportunities 
for a better life.  In terms of secondary education, if SC is not in a position to support it 
then efforts should be increased to leverage GoL or INGO investment in it.  In terms of 
vocational training, it is important that SC provides a menu of vocational skill building 
opportunities for adolescents – as opposed to just providing training in just one or two 
areas - in response to their interests and capacities.  Among the vocational areas of 
interest suggested by adolescents include:  hairdressing, carpentry, shoe repair, phone 
repair, furniture making, weaving, lapa making, tailoring, etc. After the successful 
completion of the trainings, adolescents should be provided with a “starter kit” of 

                                            
53 According to SC, monthly meetings are held with core field management team.  Program and budget issues are 
discussed at that time. Attempts have been made to hold at regular weekly coordination meetings, but this has been 
challenging.  
54 SC staff has a wide variety of technical skills and experiences to offer each other, and should be engaged as resources 
for capacity building within the program as much as possible. It is only when the capacity or skill set does not exist within 
the program or CO that SC should look externally.  This builds staff confidence, collaboration, and sense of ownership of 
their work.  
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tools/materials55 so that they can apply their trade/skill and be able to contribute to their 
family economy in a healthy way.  Furthermore, SC should consider providing 
adolescents with more personal effects, such as clothing, shoes, and school supplies 
(as some children are continuing their studies on their own, or in small groups). 
 

6) Invest in development and roll out of a strong M&E plan, tools, training, and M&E of 
M&E plan.  One of the most critical steps in this process is to bring a program M&E 
point person on board, with experience in systems design and tool development. This 
person should work with the program managers and staff to design M&E strategies that 
adequately reflect SC’s programming in a cost-efficient and effective manner.  Staff will 
need to be trained in program M&E strategies, including how to use M&E tools, analyze 
and utilize the data collected for decision-making purposes.  
 

7) Once staff capacity has been developed in program M&E, it is at this point that 
stakeholders (including program beneficiaries) should be brought into the M&E 
process through their training, participation and use of data collection results56.  Such 
engagement will increase program accountability to stakeholders, provide a 
mechanism for more meaningful program-stakeholder dialogue of program strategies 
and impacts, and create a higher degree of stakeholder ownership of the development 
process.  

 
8) Build up New Yourpea sub-office – expand office space so that not majority of staff is 

not working in a hot tent, and so that there is enough work space, motorcycles, better 
generator, etc. to do the work.  
 

9) Seek funding, and continue to advocate for interventions that increase household and 
student access to food, wat/san facilities, environmental protection/ conservation, 
etc. SC should not limit the scope of its future programming to just child protection and 
education, as the needs of its target populations are much broader and interdependent.  
When possible, SC should take a more holistic approach to its development work 
among the communities targeted under the ER, by incorporating interventions in other 
sectors.  When it is not possible, then SC should seek to leverage investments by other 
institutions.  

 
10) Invest in the capacity building of community-based organizations.  Not only should 

they be trained and engaged in data collection, analysis and reporting on specific 
issues – as indicated above - but they should be engaged as problem-solvers of, and 
advocates for, their own needs and priorities. A small grant program could be set up in 
order to support their activities in small project development, M&E, and advocacy in 
order to promote their active engagement in their own communities’ development. It is 
important to take a coordinated approach on this with other NGOs so that there is no 
competition among CBO groups – which are often comprised of the same 
individuals/groups. 

                                            
55 While it may not be possible to provide each participant with a complete “starter-kit”, SC may consider providing each 
participant with a complementary “set” of tools, for example, one person receives a hammer, another a wrench, a third a 
screwdriver, etc., which they can borrow/loan to each other as needed.  
56 For beneficiaries, stakeholders, and staff alike, being involved in program M&E engages them more actively in program 
implementation and can instill a higher degree of personal or social responsibility for program results and impacts.  It can 
also provide important opportunities for peer-to-peer learning within communities and among service providers. Involving 
these groups need not be cumbersome or complicated, and should be based on the principles of community-led (vs. 
program led) development. 
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11) Take a behavior change approach to addressing GBV and SEA.  Merely telling 

people that is bad and has broader societal consequences will not address the root 
causes of such violence and abuse.  By investigating the barriers to, and motivators for, 
positive behavior adoption, SC would be in a much better position to develop strategies 
for effectively addressing it. SC’s investigation into SEA has demonstrated a need for 
more work in prevention and mitigation moving forward, and there seems to be a high 
level of motivation among staff to do so. 
 

12) Build staff capacity to provide support to psychosocial counseling to vulnerable 
populations. This is not to say that all staff can or should be trained in psychosocial 
counseling, as this is a highly specialized field.  However, they should at least get an 
overview and understanding of the issues and behaviors that warrant it, thus positioning 
them as a first level of attention on the path to further specialized care.  
 

13) Build GoL MoE capacity to support and expand upon SC strategies in education.  
Coordinate with GoL to bring up levels and services to SC “donated” schools. Paying of 
incentives to teachers, principles, caregivers, facilitators – try to engage GoL in this, so 
that money flows through them.  Build their systems and capacities to be able to absorb 
these people.  Include exit strategy from the beginning.  

 
14) Continue to work and advocate with GoCI on the attestation and certification 

issues – and then raise the level of quality of services – enough hours, teacher training, 
alignment with standards, etc. Without any agreements in place, then the relevancy of 
SC’s work with Ivoirian students and teachers is greatly compromised.  

 
15) Make sure that coordination activities, updates, and agreements at the national 

level, are communicated to, and coordinated with, program staff that are located in the 
field.  Meeting minutes from national-level coordination meetings should be 
disseminated internally.  Make use of the Internet – even if it is slow in some areas! 

 
16) Seek a higher degree of negotiation and coordination with donors in regards to the 

appropriateness, quality, and delivery of GIK.   Of course, SC cannot always control 
what they receive as GIK; however, the SC program staff can advocate (internally and 
externally) for/against items that are considered of inferior quality or are considered 
inappropriate to target population needs and preferences. 

 
17)  In terms of procurement, it is recommended that local suppliers receive preference 

over those located in Monrovia.  Monrovia suppliers may be cheaper, but when 
considering transportation costs, transportation time and complexity (due to poor road 
conditions), staff time/cost investments, and the program’s implementation timeline, 
local, more expensive options might actually be more cost- and time-effective. 

 
18) Complete all current construction activities before starting any new ones. At the 

time of the final program evaluation, several structures were still incomplete. SC should 
focus on achieving buy-in from the GoL MoE – in the form of a MoU articulating 
strategies for the MoE future service and maintenance provision - for the completed 
structures before any new ones are started.   
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VII.   Conclusions 

Overall, the strategies and activities pursued by SC were considered relevant and 
appropriate to the needs of the children most affected by the Ivorian refugee crisis in Nimba 
and Grand Gedeh counties of Liberia.  There were some important challenges to SC’s 
efficiency in delivering program services and inputs to the target populations.  However, 
most of these have either been accepted, mitigated or addressed over time, or are in the 
process of being addressed by program management.  SC was considered effective at 
setting up the systems and procedures needed for delivering protection and education 
systems, services and inputs in an emergency context.  A higher level of staff, service 
provider, and community stakeholder capacity building could have increased the level of 
effectiveness, impact and sustainability of these efforts and investments.  However, 
considering the challenging and evolving circumstances, the limited implementation time 
frame, and the large number of host communities targeted, SC’s performance on its ER in 
Liberia is commendable.  
 
Moving forward, there are a number of recommendations SC may consider as a means of 
building upon its achievements to date.  Building staff capacity, by providing them with the 
knowledge, tools, and systems they need in order to effectively support a more community-
driven approach to development is one step in this process. This would involve staff 
training, a participatory review of SC’s programmatic approach to addressing existing needs 
and constraints at the target population level (particularly in the host communities), and 
investing in an M&E system that adequately engages SC staff and stakeholders in a way 
that promotes more informed decision-making.  Such investments would have immediate 
impacts on the quality of SC’s programming and service delivery.  
 
Greater investment in the capacity of stakeholders to be able to identify and respond to 
prioritized needs in the target communities is another critical step.  This would involve 
investments in training and technical support to established community based 
organizations, community service providers (SC-supported teachers, caregivers, etc.), 
government authorities, and local/international service providers.  It would also involve a 
high level of advocacy and inter-agency coordination in order to ensure that the needs of 
underserved, highly vulnerable populations (particularly adolescent refugees) are 
addressed in a way that contributes to overall development goals.   
 


