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1 Executive summary
1.1 Context of the humanitarian response
The Sahel region of Africa stretches from the Atlantic Ocean to the Gulf of Aden. Chad, the
fifth largest country in Africa, is situated centrally in the Sahel, its neighbours being Sudan to
the east, Libya to the north, Niger and Nigeria to the west and Uganda, the Central African
Republic (CAR) and Cameroon to the south and south-east. It is divided into three
geographic and climatic systems: the north comprises about two-fifths of the territory and is
mainly arid desert, the centre is semi-arid and the south, savannah-type. The northern
desert area is sparsely populated and most of the population (11.1 million in 2010 statistics)
lives in urban (3 million) and rural (8 million) communities in the central and southern areas.
Main livelihoods are from pastoral and agro-pastoral activities. Women comprise 50.7 per
cent of the total population. The territory is divided administratively into 23 regions with
prefectures, sub-prefectures and cantons in each.
In recent years Chad, along with other countries in the region (see map below), has
experienced chronic drought and other natural disasters (floods, pest infestations) that have
created cyclical crises of food insecurity and malnutrition affecting pastoral and agro-pastoral
populations. Recurrent shocks to livelihoods and health have culminated in the
entrenchment of vulnerability with disastrous effects to the immediate and long-term capacity
for coping and recovery. Other common risks are floods (along rivers or due to sudden and
heavy rainfall) and their impact on livelihoods (loss of homes, animals, gardens, fields);
cholera outbreaks and political instability – or the consequences of instability in neighbouring
countries. Since 2010 the country has been experiencing a resurgence of communicable
diseases, such as poliomyelitis, measles and guinea worm. Because they occur in vast
areas of low population density, these crises are generally less visible while they hit and
weaken already fragile population groups.
Displacement and population movements in Chad have been a cause of humanitarian
concern for many years. In 2012, in addition to an estimated 125,000 internally displaced
people (IDPs) over 281,000 Sudanese refugees remained in eastern Chad and over 54,000
Central African refugees in the south-east of the country. As a result of the Libyan crisis in
2011 and 2012, more than 90,000 Chadian migrant workers returned to their regions of
origin or settled in transit zones, mostly in and around Faya, N‟Djamena and the Sahel belt,
an area already vulnerable to food crisis. Although the government estimates that some
30,000 IDPs returned to their homes in 2012, the livelihoods of return communities in
disaster-affected areas have been further strained. This situation is worsened by the
deterioration of their purchasing power and the degradation of the environment caused by
climate change, deforestation, erosion, desertification, over-exploitation of groundwater and
pressure on scarce natural resources.
The impact of this humanitarian situation is intensified by the slow response of the Chadian
government and national institutions, the frequency of recurring disasters, the size of the
country and the lack of coordination of international agencies in the period 2009–2011.
Recurring shocks erode the population‟s resilience and survival capacities at an accelerating
pace, while nutrition indicators are perennially critical. People‟s declining health has led to
economic problems: loss of income, decapitalisation and indebtedness. The most vulnerable
households have not been able to recover from their 2010 decapitalisation.
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1.1

Background to Oxfam’s work in Chad

Oxfam Chad comprises Intermón Oxfam (IO) and Oxfam GB (OGB), consolidated in 2012
under the Oxfam International Single Management Structure (SMS)1 initiative. Both affiliates
work in the Food Security and WASH sectors addressing emergency interventions and
longer-term support to livelihoods.
IO has been working in Chad for over 40 years, implementing programmes in the sectors of
Good Governance, Women‟s Rights and Sustainable Livelihoods primarily in the south of the
country. Since 2004, IO has been providing emergency WASH assistance to Sudanese
refugees and internally displaced Chadians in the east of the country. In 2010 it began food
security and WASH activities in the Mangalmé Department of Guera region and
implemented an emergency cholera response in the same zone in 2011. Currently IO works
in Guera and Sila regions from bases in Koukou, Goz Beida and Mongo.
OGB operated in Chad between 1986 and 1995, and then returned to the country in 2004 in
response to the influx of refugees from Darfur. Between 2008 and 2010 it collaborated with
UNHCR supporting the overall water strategy for refugees and host communities in eastern
Chad. OGB also mobilised responses to a cholera epidemic in eastern Chad in 2010 and a
cholera epidemic in N‟Djamena in 2011. In 2010, OGB opened an office in Moussoro, capital
of the Bahr el Gazal (BeG) region, to assist vulnerable pastoral and agro-pastoral
communities through long-term food security and livelihoods (FSL) and WASH interventions
in the Northern Department of BeG. These interventions continued in same zone until
December 2012. Currently OGB works in N‟Djamena and BeG with offices in N‟Djamena
and Moussoro.

Figure 1.1 Location of Oxfam offices in Chad

1

The Oxfam-wide SMS process became official in August 2012, under which the two entities of Intermon Oxfam and Oxfam
GB now represent Oxfam International Chad (OIC).
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1.3 Oxfam’s crisis response strategy
Oxfam‟s past experience with emerging food crises2 has been to plan a humanitarian
response using its EFSL and WASH development programmes as entry points.
Development-based ways of working, characterised by highly participatory and long-term
lengthy processes that ensure participation and capacity-building, shift to more deliverybased interventions that depend on strong guidance and field presence. A first phase,
delivery-based response is followed by a recovery phase when Oxfam aims to return to its
regular development structure, strategy and culture. Experience has also demonstrated the
value in combining emergency FSL and WASH assistance simultaneously, given the codependency of these sectors in preventing morbidity and mortality related to malnutrition and
promoting recovery.3 The cyclical nature of food crises in these zones make it necessary to
ensure that support to affected populations meets both immediate needs while reinforcing
basic community structures and capacities for the future. As at March 2012 the two affiliates
had a combined budget of €12,762,977 for all programmes in Chad.4

1.4 Oxfam’s food crisis intervention logic
In 2011, insufficient and irregular rainfall resulted in poor harvests and a cereal deficit in
large areas of Chad and other Sahelian countries causing significant food security concerns
in 2012.5 The Chadian government Comité d‟Action pour la Sécurité Alimentaire et la
Gestion des Catastrophes (Action Committee for Food Security and Disaster Management)
reported that 1.6 million people already suffering from food insecurity and malnutrition also
faced longer term resilience problems, estimating a total of 3.6 million people – both pastoral
and agro-pastoral communities – at risk of food insecurity (32 per cent of the population).
Early Oxfam sitreps (from end 2011) warned that 12 out of 22 departments (later amended
to 13) risked being affected by a food crisis and that the most vulnerable families would be
affected from February 2012 – earlier than usual. Subsequent bi-monthly sitreps reported
the deteriorating situation. Sitrep #9 of 9 May 2012 warned that zones traditionally spared
from shortages would be affected, resulting in shortages of food on the market.

Figure 1.2 Sahel zones at risk of food insecurity, 2012
2

Oxfam responded to food crises in Chad in 2005 and 2010.
Oxfam International, May 2012, Real Time Evaluation of the Oxfam International Response to the Crisis, Chad.
4
JCAS, April 2012
5
UN OCHA mid-year review of the Consolidated Appeal for Chad 2012
3
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2 Oxfam’s Global Humanitarian Indicator Tool (GHIT)
As part of a wider organisational undertaking to better capture and communicate the
effectiveness of its work, an evaluative method has been developed by Oxfam to assess the
quality of targeted humanitarian responses. This method uses a „global humanitarian
indicator tool‟, which is intended to enable Oxfam to estimate how many disaster-affected
men and women globally have received humanitarian aid that meets established standards
for excellence from the organisation. Equally importantly, it enables Oxfam to identify the
areas of comparative weakness on a global scale that require institutional attention and
resources for improvement. The tool consists of 12 quality standards with associated
benchmarks, and a scoring system. It requires documented evidence, complemented by
verbal evidence, to be collected and analysed against these benchmarks. A score is
generated for the programme‟s results against each standard, and as a cumulative total.

2.1 Coverage and methodology
This study covers the 2012 Food Crisis in Chad, roughly from late 2011 to end 2012. While
Oxfam‟s development programmes do not fall within the scope of the study, inevitably there
is considerable overlap and linkages with these that inform part of the Evaluation.
The GHIT provides details of evidence required for the Evaluation (see Appendix 2), which
was collected by the Oxfam Chad team. This was reviewed alongside external contextual
data. Sphere and HAP standards were used to measure compliance in Oxfam programmes.
In all, 143 documents were reviewed – some several times. The Evaluator endeavoured to
fill any gaps that existed in the information through interviews with Oxfam staff. Evidence
from documents provided by Oxfam and internet searches was measured against
international benchmarks and standards in order to determine a score for each criteria.

2.2 Limitations
A successful outcome to the evaluation relies as much upon rigorous documentation as on
rigorous programme implementation. As a desk-based exercise undertaken without the
benefit of field observation or interviews with communities targeted by the response, greater
emphasis is placed on triangulating the written evidence made available to the Evaluator.
Where this does not exist or has been lost there is a risk that evaluation results will suffer.
Key informant interviews with programme staff can go some way to complementing the
documentation, triangulating evidence and highlighting gaps, but interviews alone are not
sufficient to replace documented evidence. Unfortunately the Evaluator was not able to
conduct interviews with as many informants as would have been optimal to fill all the gaps.
Two interviews were held with OGB staff in N‟Djamena, which yielded valuable information,
but IO did not respond to the Evaluator‟s requests for interviews. The Consultant was not
given access to Sumus where standards such as WASH, EFSVL, Oxfam programme and
Oxfam Programme cycle management minimum standards are to be found. While every
effort has been made to provide objective ratings based on all available evidence, the fact
that some of the evidence was not available may compromise the scores.

2.3 Structure of the report
The report is structured according to the quality standards with a section for each. At the
beginning of each section is a score, which is then described with reference to the evidence
(primary and secondary). Text boxes inserted into the report have been used to highlight
9
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innovative practice or particular successes or challenges. Some of the text boxes are
summaries of specific themes.

3 Timeliness
Benchmark
Number
1

Quality Standard
Timeliness:
Rapid appraisal/assessment
enough to make decisions
within 24 hours and initial
implementation within 3 days

Met (6/6)

Almost met
(4/6)

Partially met
(2/6)

Not met
(0/6)

4

Table 3.1 Benchmark 1 – Timeliness

3.1 Towards a meaningful assessment of the benchmark in the context of
Chad
Response strategies for slow-onset crises take longer to formulate than for sudden-onset
crises. While a likely food crisis was forecast by Oxfam and other agencies in a timely
manner, a response strategy demanded time to formulate responsibly and realistically,
tailored to the differing geographical zones, population and livelihoods profiles. If
„implementation‟ is to be understood as aid delivery, this could not begin within three days,
as would be the case in a sudden-onset crisis. Indeed, to make the three-day timeframe a
performance benchmark for aid delivery could lead to the agency making rapid interventions
just to meet the goal, with a high risk of counter-productiveness. It therefore seems more
realistic to evaluate the timeliness of the Oxfam response according to an understanding of
„implementation‟ as planning, i.e. when did planning for a realistic and responsible response
start? This would lead to a sequencing of, for example: planning for intervention strategies
starts within three days of the crisis being announced; baseline studies and assessments
undertaken within two months, aid delivery starting no later than three months. It is
recommended that Oxfam consider formulating a different Quality Standard for slow-onset
crises, taking into account that no two crises are the same and different lead times are
required according to the nature of each specific context.

3.2 Oxfam’s response to the crisis
IO and OGB were among the first organisations to sound an alert of a pending food crisis in
their respective zones of intervention in December 2012 following observations and studies
related to poor harvests. Crisis indicators were:
•
•

6

Low rainfall: Erratic and lower than average rainfall in 2011 presaged lower than
average harvests
Likely cereal deficits: The cereal deficit in the Guera Region, where IO was already
working, was estimated at 38 per cent in comparison to the previous year due to
lower than usual rainfall in 2011. In the BeG region, where OGB was working, the
deficit was estimated at 84 per cent. The total cereal production was estimated at
some 1.62m tonnes, representing a deficit of 455,000 MT – a fall of 50 per cent
country-wide compared with the previous season and approximately 23 per cent in
comparison with the five-year average.6 WFP studies showed that existing stock

DPSA/MAI/PAM/FEWSNET/FAO, Joint mission report: assessment of agricultural production 2011/2012.
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•
•

•

would last between three and eight months, depending on the region. Neighbouring
countries were also experiencing food shortfalls for the same reasons (see map
above).
High food prices: A projected rise in market prices of 20 per cent between
December 2011 and April 2012.
High malnutrition indicators: UNICEF/ACF)/WFP/Ministry of Heath nutritional
surveys conducted in the Sahel belt showed a very high prevalence of GAM rates
(above 15 per cent) in BeG (24.7 per cent) and high (between ten and 14 per cent) in
Guera (14 per cent), and Sila (13.9 per cent). The likelihood of these rates increasing
with projected food shortages was very high.
Deteriorating coping strategies: Pre-existing coping strategies had depended to a
large extent on remittances from family members abroad, which would have helped
families to supplement deficient harvests with food purchases. The recent return of
some 90,000 Chadians from Libya represented not only a significant reduction of
remittances, but also an additional demographic demand for food at a time when
domestic and neighbouring country production had fallen dramatically.7

With household food stocks insufficient to meet the food security needs of affected
populations, Oxfam launched an advocacy campaign in December 2011 to alert the
humanitarian community to a likely food crisis in 20128 and to influence the government to
take mitigating action. It urged all parties to scale-up preparations to ensure that basic
household food needs would be met for the most vulnerable households over the lean
season before the completion of harvests in November 2012.
OGB and IO were the only international non-governmental organisations (INGOs) providing
emergency assistance in EFSL and WASH in the Guera and BeG regions. The fact that they
were already present was conducive to rapid preparation and start-up of a response.
A Regional Crisis Category 2 was called by the Oxfam Humanitarian Consortium
Governance Group (HCGG) on 2 February 2012 based on early warning crisis indicators
from FEWSNET and the United Nations.9 A Regional MEAL strategy to develop minimum
standards was started soon afterwards.
Given that Oxfam Chad had given the alert of a pending food crisis in early December 2011,
the declaration of a CAT 2 crisis nearly two months later, seems late. The reason for this is
that the crisis category had to be agreed by all the Sahel countries involved with different
Humanitarian Country Teams moving at different paces – something that was not under the
control of the Chad team alone.

7
8
9

Source: OCHA 2012 CAP
Media Coverage FOOD CRISIS, Oxfam Press Release, 12 December 2011
West Africa RTE May 2012
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On the planning side, documents show the following action taken in chronological order:
•
•
•
•
•
•
•

November 2011: Sahel multi-country Emergency Plan (Plan d‟Urgence) elaborated.
December 12, 2012: Oxfam-organised press conference alerted all stakeholders,
including media and donors, to a probable food crisis, citing crisis indicators.10
December 21, 2011: Chadian government declared a food crisis alert and called on
the international community to react rapidly and to take mitigating measures.
December 2011: IO and OGB developed a phased response plan for short, medium
and longer-term activities (see Box 1).
December 2011: OGB started negotiations with its traditional donors – ECHO, DfID
and SIDA – to fund a scale-up to the response.
December 2011: Media advocacy strategy developed.
January 15, 2012: Phased intervention strategy plan developed and in place by this
date.

Box 1: Summary of phased EFSL and WASH intervention plan in Guera and
BeG regions11
Phase 1: Immediate: Alert phase January–April 2012
Cash for Work/Food for Work/Unconditional cash to upgrade household
productive capacity
Protection of off-season agriculture and vegetable crops currently under
cultivation
Strengthening nutritional care for malnourished children in health centres
Monitoring disease in large herds and family livestock holdings to prepare for
intervention should a pastoral crisis emerge
Phase 2: Intermediate: Lean/food shortage period April/May–September 2012
Targeted food distribution
Indirect support to local markets via local businesses
Blanket feeding and rations for child carers
Provision of seeds and tools, dissemination of modern agricultural techniques
including soil fertilisation
Community mobilisation for water point rehabilitation and basic hygiene
promotion.
Phase 3: Livelihood recovery using RRC approach September 2012–May 2013
Early recovery: cash transfer as unconditional cash and then conditional cash
(December 2012–March 2013)
Water hand pump and solar gravity system rehabilitation
Building capacity for water conservation techniques, harvest collection
techniques, pest/infestation management
Support to and development of income-generating activities to stimulate the
local economy
Food security/food banks for herds
Community-based nutrition

10

Another powerful advocacy tool was the joint Oxfam/Save the Children publication: A Dangerous Delay – The cost of late
response to early warnings in the 2011 drought in the Horn of Africa published January 18, 2012. The report recommended,
inter alia that „all actors ... need to act decisively on information from early warning systems and not wait for certainty before
responding‟.
11

As noted by the Regional RTE of May 2012, these strategies do not specify the scale or ambition of Oxfam‟s response by
phase, leading to challenges in assessing whether or not targets were met.
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Action taken by January 15, 2012 by IO and OGB.12
IO Guera:
•
•
•
•
•
•

•

Preparation of unconditional cash transfers to small-scale farmers and support to
small businesses to build local food stocks in 20 target villages, Mangalmé
Identification of villages in Mangalmé for Cash for Work/Food for Work; 151 farmers
targeted for training on how to manage cash in 20 target villages
HEA study completed, analysis underway (published March 2012)
Preparation of technical support to livestock and arable farmers and other support
mechanisms to promote agricultural recovery and reinforce community resilience;
In coordination with PADER-G, elaboration of a strategy to prepare the population to
manage the consequences of a food crisis
Development of a plan to improve access to clean water for vulnerable agro-pastoral
farmers; zones and groups targeted and identified. Linked to information
management system set up by PASISAT and results of the HEA
Preparation of workshop to draft a MEAL strategy.

OGB North BeG, December 2011–January 2012:
•
•
•

•

January 16, 2012: EMMA survey conducted jointly with ACF. Trainings completed,
survey started (published in March 2012)
January 17, 2012: start of trainings for HEA study
Emergency programme objectives drawn up: to prevent and reduce morbidity and
mortality as a result of severe food insecurity, aimed at 14,500 direct beneficiaries.
Activities to include: targeted distributions of food vouchers, rehabilitation of old and
construction of new water points, accompanied by a hygiene promotion campaign,
community awareness-raising on water-point management and repair. Beneficiaries
to be drawn from results of HEA and EMMA studies to be conducted in January and
February 2012
Plan to identify additional funding for EFSL and WASH activities. Documented
evidence shows the considerable work that went into donor liaison and advocacy to
secure additional funds to respond to the crisis.

These are responsible start-up activities and were undertaken in a timely manner, e.g. within
two months of the initial alert in December 2011.
Subsequent planning action taken:
•

•
•

12

Requests for CAT 2 funding were made to Oxfam International in March 2012 while
concept notes for emergency funding proposals were prepared for donors (DfID,
Sida, ECHO and WFP). Although Oxfam was operating with secured funding for its
longer term programmes during this period, it is understood that a scale-up of
activities to respond to the crisis would depend on additional funding. The CAT funds
were able to fill temporary funding gaps.
The existing Contingency Plan was revised in May 2012, refining many of the general
points recommended in the November 2011 Plan of Action.
A Regional MEAL Strategy for the Sahel countries was in place by 25 May 2012 and
a Country MEAL Strategy with guidance annexes finalised by the end of June.

Sitrep 2 of January 15, 2012 covering period 1–15 Jan.
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Some of these activities were late in the making. Given awareness of a breaking crisis in late
2011, the Contingency Plan and MEAL strategies could have been developed earlier.

3.3 Aid delivery start-up
Food aid delivery began at different times in different locations. Given the nature of both
affiliates‟ long-term work in the affected areas they were able to rapidly rally communities for
needs assessments and targeting, which started in December 2011. An internal Oxfam
Real-Time Evaluation (RTE) conducted in May 2012 indicates that IO‟s support in October
and November 2011 to small-scale vegetable growing activities in Mangalmé attenuated the
food crisis there, the evidence for this being the availability on the local market of fruits and
vegetables produced by Oxfam beneficiaries. The RTE cites beneficiaries as being satisfied
with the timely support. Final ECHO draft report ECHO/-WF/BUD/2011/91045 (RO 4278)
indicates that General Food Distributions (GFD), coupled with distributions of food vouchers
for condiments, started in BeG on 3 April 2012. Sitrep #10 of 22 May indicates that aid
delivery had not started in Guera, yet sitrep #11 reports that as of 7 June, several cash
distributions had been made already in Mangalmé. There is some inconsistency in timing
here, which to date has not been clarified. The same sitrep reports that deliveries would only
begin in Dar Sila by the end of June (funded by the OGB CAT loan). This was a late
response for Dar Sila, observed as being urgently necessary in the May RTE.
OGB‟s food distribution started according to plan, i.e. in April, at the start of the lean season.
However, IO‟s distribution was late. Both affiliates had undertaken community consultations
and beneficiary targeting by mid-March 2012 and had advocated to WFP to start GFD before
blanket feeding in order to protect the BF food for targeted beneficiaries (children and
lactating mothers). However, since they both depended on WFP to provide the food, its own
role limited to that of „service provider‟ under this activity, it had no control on the timing for
food distributions – GFD or BF – and cannot be faulted for the delay.
Some of the other timings remain vague or action was not taken in a timely manner:
•

•

•
•

13
14

Neither the updated JCAS (April 2012) nor the 2011 and 2012 Contingency Plans
(updated May 2012) have pre-defined triggers for determining a food crisis. The CP
only has a cholera scenario, not for a food crisis. There are no indicators to help staff
decide when or on what basis to announce the onset of a food crisis.13 The CAT 2
decision made on 2 February 2012 was triggered by FEWSNET and UN warnings,
but no country-specific guideline provides a „menu‟ of triggers to use in different
scenarios.
The Joint Oxfam Response Strategy dated 16 February 2012 (revised in March
2012) does not indicate if Oxfam had conducted initial assessments within 48 hours
of the emergency being declared by the Chadian government on 21 December 2011.
However, some of the assessments pre-dated the emergency, which is what led it to
be called in the first place – e.g. pre-evaluation of the 2011–2012 agricultural
campaign led by CASAGC between 28 October and 8 November 2011 covering 22
regions, EMMA study conducted in Guera in July 2011.
The IO response in Guera was not timely with GFD/blanket feeding starting only in
May 2012, nor in
Sila where GFD started only in August 2012.14

The RTE indicated that some staff were not aware of the crisis as at May 2012
RTE May 2012, op.cit.
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•

•

The RTE notes that despite the crisis being categorised as CAT 2 in February 2012,
this had little impact on the rate of intervention or scale-up. Some staff in Oxfam
questioned the need for a scale-up according to the RTE, and time was lost in
reaching consensus.
The May 2012 „West Africa RTE‟ mentions the difficulties that Oxfam affiliates
encountered in activating a rapid response mechanism: „How can Oxfam ensure that
our development programmes situate us to rapidly scale up (i.e. from 3,000
households to 300,000 households in a month) for preventative/mitigation
programmes in response to early warnings?‟

It is hard to understand why no concrete action was taken in Sila until July 2012, given that
the alert given in 2012 covered this area as well:
•

End 2011: with an improvement in the security situation favouring conditions for an
early recovery approach, OI decides to extend its intervention strategy, developing
activities in Food Security and WASH throughout the administratively re-drawn Dar
Sila region.

•

2011–2012: Dar Sila experiences crop failure due to poor rains and the continuing
food-insecure population facing difficulties with production. A food crisis is forecast by
national early warning systems, confirmed by the national authorities and WFP.

•

A Vulnerability Analysis and Mapping exercise VAM was conducted by WFP in
December 2011 which indicated that severe food insecurity varies from 10 to 19 per
cent. From December 2010 to 2011 it had risen from 25.9 per cent to 64.7 per cent in
the Sila region. Furthermore, 73 per cent of households in the area had not reached
the minimum necessary of six months of supplies to ensure self-sufficiency. The
steep rise in the price of cereals further exacerbated household access to food.

While reasons for the delay may be explained by lack of adequate funding, Oxfam could
have acted more promptly to leverage its donor engagements.15 The RTE found that „Oxfam
could have been more proactive in the elaboration of a response programme in the East of
the country‟. The report noted that no communication had been given at a national level to
demarcate the food crisis from a „normal‟ situation – in effect, to formally announce that a
food crisis had started. The fact that some staff in IO did not know they were in an
emergency led to different teams working at different rhythms.
One reason for starting activities late, the report indicated, was the difficulties of obtaining
sufficient facts of the crisis situation and gaining an accurate knowledge of needs. However,
the RTE found that there were sufficient data to demonstrate needs gaps in the areas of
intervention and concluded that action should be taken rapidly. The various studies and
assessments noted above showed where the most prevalent vulnerabilities lay – yet Oxfam
apparently decided to „wait for certainty before responding‟.
The problem of gaining an accurate knowledge of needs is more likely to have been the
reason for a delayed start. Part of the uncertainty appeared to surround pinpointing the exact
locations of the greatest pockets of vulnerability. Sitrep #2 of 15 January 2012 (IO, Guera)
indicated that the problem needed to be examined at „the level of vulnerable population
groups living in certain areas, not as a generalised one across the country‟. It recommended
studying the result of harvests in areas of traditional excess production in order to
understand how this would affect markets. Sitrep #9 of 9 May 2012 confirmed that even
15

RTE May 2012, op.cit.
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these areas had been affected and that there would be no surplus on the markets.
Addressing the problem was delayed again, citing uncertainties of how long the „lean period‟
(June to September) would be for the greatest majority of populations at risk and whether or
not this would become a full-scale catastrophe. Yet the same sitrep indicated that the lean
period had come earlier than usual, already in April 2012.
It is also possible that the rhythms of longer term development work were not conducive to a
rapid switch of gears (reverse LRRD) to a crisis modality. A WASH field visit conducted by
Oxfam in July 2012 showed the difficulties of timing an emergency response. The short
duration of contracts (9 months) was raised by the WASH team in Moussoro as too short a
time in which to conduct a sufficiently detailed needs analysis, leading to insufficient
planning. „This is a time period sufficient only to conduct a needs analysis and planning –
after which the contract has expired. A 2–3 year project would be ideal.‟ For instance, to
support transhumant and agro-pastoral communities in the form of rehabilitation or
construction of pastoral wells, it is necessary to undertake a study that: follows the
transhumance corridors to identify new potential well sites; is preceded by a deep analysis of
the local context, taking into consideration the fragility of the social and physical
environment; analysis and mitigation of risk factors leading to potential conflicts of access to
new wells; and reduce over-grazing risks. Clearly a nine-month emergency programme is
too short to conduct these vital studies16.

3.4 Towards a judgement of the standard
While the Evaluation has little evidence to fault the prompt and timely planning early on in
the crisis, aid deliveries in some areas were clearly delayed, potentially leading to adverse
nutritional outcomes. However, the majority of indicators meet the GHIT Standard rating of
„almost met‟.

4 Coverage
Benchmark
Number
2

Quality Standard
Coverage:
Uses 10 per cent of
affected population as a
planned figure (response
should reflect the scale of
the disaster) with clear
justification for final count

Met (6/6)

Almost met
(4/6)

Partially met
(2/6)

Not met
(0/6)

6

Table 4.1 Benchmark 2 – Coverage

4.1 The response
Government predictions in the fourth quarter of 2011 estimated that the scale of a likely food
crisis in 2012 would affect up to 32 per cent of the total Chadian population, but unevenly
according to different regions.17 OCHA statistics show that by the end of 2011 up to 57 per
cent of the population (some 6,270,000 people) were in need of improved access to drinking
water, up from 48.2 per cent from a year previously,18 rating WASH as the third priority
16
17
18

WASH field visit op cit.
Some of the coverage aspects described and analysed in this section pertain also to aspects of timing.
OCHA 2012 Consolidated Appeal
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sectoral need in 2012 after food security and nutrition. At that time, Oxfam WASH coverage
was 160,993 beneficiaries in three departments, or 2.6 per cent of country-wide needs.
Given Oxfam‟s ongoing programmes in Sila and Guera (IO) and BeG (OGB), the food crisis
response was logically targeted on these areas. Furthermore, evidence suggests its
intervention was particularly relevant in these areas given their high vulnerabilities:
•

•

•

•

•

•

a WFP Emergency Food Security Assessment conducted in May 2011 showed that
in BeG 63 per cent of households were severely and moderately insecure (second
out of 5 areas studied in the Sahel belt), whereas in Guera the number was 57.7 per
cent (third).
A VAM study conducted in Sila by WFP in December 2011 indicated that severe food
insecurity there varied between 10 and 19 per cent. From December 2010 to 2011 it
had risen from 25.9 per cent to 64.7 per cent. It found that 73 per cent of households
in the area had not reached the minimum necessary of 6 months of supplies to
ensure self-sufficiency. The steep rise in the price of cereals further exacerbated
household access to food.
Results of the February/March 2011 UNICEF/ACF)/WFP/Ministry of Heath nutritional
surveys showed very high prevalence of GAM rates – 24.7 per cent in Bahr-ElGhazal (highest) and 14 per cent in Guera (fifth place) against a national average of
10 per cent19.
Results of Oxfam‟s surveys in BeG showed that 85 per cent of households did not
have access to potable water and only 47 per cent showed satisfactory hygienic
practices.
The food stock in BeG at February 2012 was the lowest out of nine areas (0.4
months) whereas for Guera, in fourth place, it was 2 months and Sila, fifth place, 2.1
months (Salamat, the area with greatest stock, holding 5 months in reserve).
Oxfam coping strategies studies in Guera show families eating no more than one
meal per day.

During January to March 2012, Oxfam planned its response according to Table 4.2 . Overall,
OGB and IO targeted the initial collective response to 154,350 out of the 1,180,300 most
severely affected population groups in the country, a coverage percentage of 13 per cent.
This drops to just over 4 per cent when seen as a percentage of the total affected
population. Worth noting is that the number of severely affected population has not changed
significantly year on year, the same number being reported in 2010, 2011 and 2013,20
reflecting Oxfam‟s concern that it is difficult to distinguish an emergency from ongoing
chronic suffering.

19

OCHA 2012 Consolidated Appeal

20

See OCHA 2013 CAP which argues that those severely affected last year still need assistance.
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Areas of
intervention
BeG (OGB)
Guera (IO) and
Dar Sila (IO)

Moderately
affected
population
2,441,900

Severely
affected
population
1,180,300

Total affected population
3,622,200
23
(32% of total population)

Oxfam target
severely affected
population
154,350
Amended May
2012 to: 158,750
direct beneficiaries
and 558,750
indirect
21
beneficiaries

Budget
Euros

%

+/- 13% of
severely affected
population (direct
beneficiaries) and
47% (indirect
beneficiaries)

4,280,000
5,967,022
(Mar 12)

Table 4.2 Oxfam planned response

4.2 Progression of targets and beneficiaries reached
While the estimated total affected population figures do not vary throughout 2012, sitreps
throughout the year reflect an upward target of direct beneficiaries from 154,350 (January) to
158,750 (May) to 261,610 (October). October reporting figures showed that 210,803 had
already been reached through EFSL and WASH programmes in all regions (including Sila by
this time), almost 18 per cent of the most severely affected population and 80.5 per cent of
Oxfam‟s target. By 17 October and Oxfam‟s response to flooding in the east of the country,
the direct beneficiaries target rose to 271,395 people of which 250,223 had been reached
(92 per cent of the target). This in turn corresponds to 7 per cent of the originally estimated
total affected population in the whole country, and 21 per cent of the originally estimated
severely affected population country-wide.
According to the „Chad Food Crisis OGB – commitments and expectation 2012‟ internal
document, the population of BeG is 260,865 people overall (some 26,000 families at an
average of 10 persons per family), with 64,822 in the north and 196,043 in the south. Under
ECHO Agreement of € 913,000, OGB indicated it was covering market gardening activities
in the post-harvest period for 20,000 of the most vulnerable people in the north, considering
this area to be the more vulnerable to food shortages.24 This corresponds to almost 30 per
cent of the population of North BeG. Taking an average of the two percentages (13 per cent
overall IO and OGB coverage and 30 per cent OGB coverage for North BeG), Oxfam
coverage was 21.5 per cent. Subsequently, taking the WFP report as a point of reference,
the GFD distributions went from 38,500 persons in BeG North and South combined in April
and May up to a final total of 86,688 by October 2012. This represents 15 per cent and 31
per cent respectively – a high coverage rate.
A salient point to note is the difference in planning to actual figures. While BeG South had
earlier been thought of as less vulnerable than BeG North, with planned activities
commensurately lower, it ended up being the greater beneficiary of assistance due to the
worsening of the crisis during the lean period.
Oxfam‟s planned intervention from March to September (Intervention Phases 1 and 2)
showed detailed activities and beneficiary coverage by activity, estimated following the
21

Sitrep 9, 9 May 2012
Compared with the OCHA 2012 estimated need for $455,173,291, Oxfam‟s contribution was just under 1 per cent of total
needs.
23
Statistics provided by the WFP „Enquête Nationale Post Récolte‟ (national post-harvest study) conducted in December 2011,
translating to 6 out of 10 houses in the Sahel zone in Oxfam‟s areas of responsibility.
24
Chad Food Crisis – OGB commitments and expectations – 2012.
22
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various surveys and studies undertaken in the period December 2011 to February 2012. In
addition to the coverage plan, Oxfam increased its activities due to floods occasioned by
heavy rains in August and September 2012 in the sub-prefecture of Kerfi in the east (Sila
region). Oxfam scaled up its response with a „top-up‟ contribution from ECHO of € 365,000
to benefit 2,670 households (13,350 people) from 12 villages, or 15 per cent of total needs.
Inputs were NFI distribution of kits containing soap, buckets, cups, jerry-cans, impregnated
mosquito nets and water treatment products). The additional funds helped cover food
security gaps in terms of two months-worth of food vouchers for targeted beneficiaries in the
sub-prefecture of Goz Beida25 (these figures are included in the final percentage of
coverage).

4.3 Coverage vs. targets
Consistent with the Phased Strategy, activities in the „Alert phase‟ between January and
March were implemented and targets met:
 Development of small-scale vegetable plots – 7,500 beneficiaries.
 Unconditional Cash for Work activities – 5,850 beneficiaries (work being to clear
drainage channels and recuperate cultivable land in order to improve household
productive capacity).
 Unconditional Cash for Training started – 755 EVIs.
 Vaccination of 10,333 small and larger animals at risk of seasonal diseases.
 Start up of income-generation activities for vulnerable households.
 Beneficiary targeting for GFD and BF, planned for distributions in April–48,500
beneficiaries, of which 33,000 children.
 Media and advocacy activities undertaken.
 Attendance and advocacy in FS and Nutrition Clusters (held fortnightly).
During the „implementation phase‟ of the Strategy (April to September) coverage scaled up
significantly: GFD distributions began in BeG in early April 2012 as well as some WASH
activities in Guera, while consultations continued with communities and donors for future
activities. Food/cash deliveries and WASH activities were more robustly underway by June,
reaching 58 per cent of planned beneficiaries26 with a significant increase of coverage – 74
per cent – by the beginning of August. Of special importance during this period were GFD,
Blanket Feeding, Food and Cash for Work activities as well as unconditional cash deliveries,
mitigating the effects of the lean season (food shortages) before the planting season
(although, as noted earlier, in terms of timeliness, this was a late start). Distribution activities
in Sila did not start until mid-July, despite the April RTE recommendations to reach this
region urgently. By August Oxfam was reaching progressively higher targets – and setting
new ones according to further identified needs and additional funding potential27. Between
July and December coverage increased from 74 to 96 per cent of Oxfam‟s set targets,
reaching thus 21 per cent of the total severely affected population in the country and 7 per
cent of the initial country-wide target.
Oxfam‟s strategy plan outlines contingency plans for an eventual degradation of the
situation, which eventually took place. Coverage activities were planned for this possibility.

25

See sitrep 20 of 31 October covering the period 17–31 October 2012.
Sitrep #11 of 7 June.
27
All statistics taken from Oxfam sitreps except where otherwise noted. The figures are sometimes at variance with donor
reports.
26
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Some activities were not initially planned, but were undertaken due to increasing needs and
the unforeseen August floods in Dar Sila.
The chart below shows activities that were eventually undertaken. Many of the activities
were refined since the initial February Strategy and have different wording. Those not
planned in the Strategy but undertaken due to increased needs are shown in blue. The
numbers next to each activity correspond to activities provided in sitrep #23 of end
December 2012, giving planned vs actual beneficiary figures:
Table 4.3: Analysis of coverage vs. targets
Sector

FS

Activities

Unconditional cash

Area/Oxfam affiliate/
Activity # as per Sitrep 23
Mangalmé, Guera, IO, 2, 6, 7,
8

Beneficiaries
planned/covered
26,150 planned
and covered
2,000 planned
1,885 covered
2,500 planned
and covered

Conditional and unconditional cash

BeG N, OGB, 13

FS
and
WASH

Food for Work

Mangalmé, Guera, IO, 5

FS
and
WASH

Cash for Work

Mangalmé, Guera, IO, 5, 7

FS

Formation of seed stockpiles, smallscale gardening for food
security/seeds distribution

17,500 planned
17,165 covered

960 planned and
covered
1,000 planned
and covered

Seeds distribution
FS

61,460 planned
and covered

Vaccination of family holdings of goats

Mangalmé, Guera, IO, 6, 7

48,748 planned
and covered
11,900 planned
and covered

BeG N, OGB, 11
Mangalmé, Guera, IO, 6
BeG N, OGB, 11

2,450 planned
and covered
48,748 planned
and covered
3,570 planned
and covered

FS

Protection against granivorous birds
and other pests

Mangalmé, Guera, IO, 6

48,748 planned.
Activity not
conducted in 2012

WASH

Rehabilitation of water points, pastoral
wells, hygiene promotion, latrines
construction, hand-pump
installation/repair

Mangalmé, Guera, IO, 3, 4

32,329 planned
and covered

Goz Beida, Dar Sila, 10

BeG N, OGB, 14

18,817 planned
and covered
4,816 planned
5,846 covered
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BeG N + Moussoro, OGB, 15

41,895 planned
and covered

BeG S, OGB, 16

35,000 planned
and covered
5,850 planned
5,750 covered

WASH

Response to floods, Kerfi, Dar Sila –
NFI kits distribution

Kerfi (Goz Beida), Dar Sila,
IO, 9

FS

Construction of animal food banks

BeG N, OGB, 12, Partner:
AIDER

FS

FS

Animal feed distribution

4,130 planned
and covered

Distribution of small animals

1,200 planned
and covered

Animal husbandry training

2,646 planned
and covered

Technical assistance to producers e.g.
conservation of harvests, management
of household stocks, phytosanitary
protection

Blanket feeding

Mangalmé, Guera, IO, 6

General Food Distribution: Activity 1,
5, IO, 11, OGB

2,450 planned
and covered

Mangalmé, Guera, IO, 5

14,903 planned
4,203 covered

Mangalmé, Guera, IO, 1

Mangalmé, Guera, IO, 5

BeG N + S, OGB, 11
FS

Food vouchers (condiments only)

Mangalmé, Guera, IO, 8

Goz Beida (Dar Sila), IO, 9
FS

Income-generating activities: planting
of trees and plants, training on
household management, formation of
HH management committees, pilot to
transform milk to soap

48,748 planned.
Activity not
covered in 2012

BeG N, OGB, 12

BeG N+S, OGB, 11
FS

3,570 planned
and covered

BeG N, OGB, 12

32,833 planned
and covered
51,127 planned
and covered
61,325 planned
61,118 covered
94,260 planned
86,697 covered
30,615 planned
30,600 covered
28,285 planned
23,955 covered
1,400 planned
and covered

The data above has some double counting elements both between and within sectors.
Table 4.3 shows that in most cases beneficiary coverage reached, and sometimes
surpassed targets. Overall, actual coverage matched plans (although these were refined
since the initial strategy was laid out).
The RTE indicates that Oxfam affiliates were too focused on attaining the coverage target,
giving less attention to the quality of intervention. Some staff interviewed for the RTE viewed
the „race to reach targets‟ as compromising programme quality, lacking the time needed to
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reflect on beneficiary consultation, accurate targeting and feedback.28 Nonetheless the RTE
found that consultation and targeting had been responsibly conducted, learning lessons from
the 2010 response when insufficient consultation led to erroneous targeting. The report cites
beneficiaries‟ satisfaction at the consultative process and at the time Oxfam took to explain
the targeting process to them, which they thought fair and transparent.
A constraining factor in Oxfam‟s ability to achieve greater food coverage in the early stages
was the extent of its dependence on WFP for food inputs, both for GFD and BF. This has
been mentioned several times in different reports. Progressive beneficiary consultations and
monitoring revealed that numbers of those in need (most vulnerable) were greater than
those initially estimated. Because of this dependency, Oxfam was not initially able to cover
all of what it saw were the most pressing needs.29 However, thanks to additional funding
from ECHO, DfID and Sida as well as WFP, Oxfam was able, by August 2012, to scale up
and cover additional WASH and EFSL needs: an additional 5,000 households (35,000
people) in BeG and 4,784 households (33,488 people) in Guera30 (total: 68,488).
Figure 4.1 presents Oxfam‟s coverage according to sitreps from March to December 2012.
Data in the sitreps is somewhat confusing since the sum of beneficiaries by individual action
(both planned and achieved) is greater than that of overall coverage, also given in the
sitreps. Thus the results shown below are approximate.

350000
300000
250000
200000
150000
100000
50000
0

%age assisted
Sila
Guera
BeG

Figure 4.1 Oxfam’s coverage according to sitreps

* The December value represents a certain amount of double counting since many
beneficiaries of GFD were also beneficiaries of BF and WASH activities. Taking this into
account, however, the final beneficiary count is 250,223, corresponding to 96 per cent of the
revised target of 261,610.31

28

OGB noted that since the RTE, feedback mechanisms have been established
RTE Chad and RTE West Africa findings, May 2012
30
Sitrep 16 of 5 September covering period 23 Aug to 5 Sep
31
Idem
29
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Percentage of Coverage by
Region
19%
53%

30%

BeG
Guera
Sila

Figure 4.2 Percentage of coverage by region.

Again, the data here is approximate for the reason given above.

4.4 Towards a judgement on the standard
Oxfam programming aims at coverage of 10 per cent of an affected population, which was
achieved, but took time to develop and implement. Results can be attributed to different
interventions in different areas and sectors: OGB coverage for EFSL in BeG was 15 per cent
of the population initially, rising to 33 per cent by the end of the intervention in October 2012.
OGB scaled up its response in partnership with WFP as the food crisis worsened and more
people were identified to be in need of assistance. Furthermore, assistance was provided in
a timely manner (April to October, the full span of the lean period). Given the benchmark
coverage criteria of 10 per cent, Oxfam‟s coverage of 21 per cent of the severely affected
population, 7 per cent of the overall affected and 96 per cent of its own targets merit a „fully
met‟ score.

5 Technical quality
Benchmark
Number
3

Quality Standard
Technical aspects of
programme measured
against Sphere standards

Met (6/6)

Almost met
(4/6)

Partially met
(2/4)

Not met
(0/6)

2

Table 5.1 Benchmark 3 - Technical

5.1 Defining the benchmark
The benchmark indicates that Sphere standards should be mentioned in proposals and
logframes and used in monitoring as measurement indicators. The section below examines
both the extent to which Sphere is mentioned in programmes and other documents, as well
as the extent to which the standards have been respected, even though not explicitly
referred to.

5.2 Use of standards
Oxfam Chad has under-utilised Sphere standards as a point of reference in its 2012
emergency response. However, while the standards are rarely referred to in programme
documents (assessments, proposals, logframes, reports, evaluations) and sitreps or other
communications, many activities conform to Sphere.
23
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Box 2: Areas where Oxfam is strongest in respecting Sphere norms:
 Conducting baseline studies or using existing ones32 to use as evidence for
intervention rationale.
 Attention to gender issues, some disaggregation of data by sex and age in plans and
reports.
 Use of participatory approaches in assessing, designing and implementing
programmes.
 Excellent and frequent use of surveys, such as the HEA, EMMA, PDMs, KAPs, FCS,
etc. to gather detailed and highly relevant material. Where it falls short is in
measuring crucial aspects, such as food indicators (kcal of food), nutrition indicators
(GAM/SAM measurements) and WASH (domestic and livelihoods water
measurements, water turbidity measurements, latrines and pumps standards).
The following are findings against Global Humanitarian Indicator Tool (GHIT) guidelines:
G.1. Check proposals and strategies to see if standards are mentioned not just as a
possibility but that they are considered in the context of the response – this might mean that
Sphere has been adapted to suit the context
Finding 1: Evidence of mention of standards in Oxfam proposals and strategies is mixed.
Some documents occasionally refer to Sphere while others do not refer to it explicitly, but
use the standards inherently. Some examples:
•

„Concept Note OGB DFID‟ of 12 July 2012 mentions Sphere standards for the EFSL
intervention (2,100 kcal/day) but WASH standards are not mentioned. For example,
Result 2 states: „9,785 households in Bahr el Gazal and Guera have improved
access to water for domestic and productive use... This result will enable an increase
in the availability of water for domestic and productive uses through the rehabilitation
and construction of protected water sources‟. This phrase should be accompanied
by reference to what constitutes „improved access‟ and the standard for water for
domestic and productive uses. In this connection, Sphere states that the minimum
amount of water for domestic use is 15l/person/day of which 2.3–3.0 l should be for
drinking water and food. The standard to check for potability is:
For piped water supplies, or all water supplies at times of risk of diarrhoeal
epidemics, undertake water treatment with disinfectant so that there is a
chlorine residual of 0.5mg/l and turbidity is below 5 NTU (nephelolometric
turbidity units) at the tap. In the case of specific diarrhoeal epidemics,
ensure that there is residual chlorine of above 1mg/l.33
No such measurements or reference to them are made in Concept notes.

•

The „Joint Oxfam Response Strategy‟ of February 2012, the „Concept Note OxfamSida Rapid Response Mechanism‟ 2012 of 3 July, and the „Chad OGB Bahr el Gazal
Project Proposal Summary‟ (undated) do not mention Sphere at all, nor make
reference to the technical measurement indicators used as evidence for their
findings.

32

Oxfam used existing baseline studies on which to base its alert for a CAT 2 emergency: CASACG mission (pre-evaluation),
September 2011; CILSS/FAO/PAM/FEWSNET/MAI mission (October 2011); ENSA (Ménages)-PAM/FAO/MAI (Nov); Targeting
Mission (MAI/PAM/FAO/ONGs (February 2012)
33
Water Supply Standard 2: Water quality, Sphere. http://www.spherehandbook.org/en/water-supply-standard-2-water-quality/
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•

Oxfam‟s proposal to DfID outlines the challenges of meeting Sphere standards for
WASH activities in Mangalmé: „The „Chemin Directeur du Tchad‟ has set a standard
of 300/well, while Sphere standards call for 500/well; the achievement of these
standards through this project alone is not possible due to the costs and time this
would require.‟

In search of a proposal or assessment that would provide some Sphere references, the
Consultant reviewed a baseline document „EFSL Report: Baseline Study to determine
Coping Strategies and Food Consumption Score‟ in North BeG, performed jointly with ECHO
in April 2012. While this document makes no reference to Sphere standards, the purpose of
the study and the methodology used conform well to Sphere Code 3 (Assessments): indepth, disaggregation of population data by sex and age, listening to an inclusive range of
people affected, use of a variety of sources to triangulate, assessment of coping capacity,
skills and resources of the affected population.
Using the ENSA survey34 to determine the likely severity of a forthcoming crisis and the
number of people likely to be affected in different areas provided excellent baseline evidence
on which to declare an alert and plan a response. However, Oxfam did not translate the
findings to Sphere indicators in proposals, programme documents, logframes, etc. For
example, the ENSA survey shows the probable shortfall of cereals broken down by region
and the coping strategies that people would use to mitigate food shortages, but Oxfam has
not used this data to calculate what the shortfall would mean in terms of kcal/person/day.
Another example is the shortfall of domestic water found in the survey, which Oxfam did not
translate to determine the amount of drinking water people were likely to have access to in
terms of Sphere indicators (15l/p/day for domestic use). These are simple calculations that, if
used, would have given a clear picture of the extent of below-standard access to food and
water, and to calculate what and how much would need to be done, where.
G.2. The indicators on the Logframe for technical areas should reflect Sphere standards
Finding 2: Logframes make sporadic reference to Sphere in technical areas but are not
specific about goals that should be achieved. For example, the Oxfam Chad logframe
depicting overall response activities does not mention Sphere indicators where this would be
appropriate: „Output 2: Vulnerable agro-pastoral and pastoral households in the Bahr el
Gazal and Guera regions have access to water suitable for domestic and productive use‟.
This would be the place to define what Sphere standards consider to be „water suitable for
domestic and productive use‟. Similarly, while the same logframe provides phased targets, it
does not define to what extent „improvements‟ meet with Sphere standards: „Target: March
2013: 20 improved water sources, 56,595 beneficiaries‟. This does not indicate if the number
of improved water sources meets the needs of all 56,595 beneficiaries according to Sphere
standards. If it does not, the context should be explained, or at least there should be an
explanation of how the improvements were calculated and where they may fall short of
meeting Sphere standards.
Conversely, the Regional Strategy logframe and the „Oxfam Chad logframe for Sida‟ mention
Sphere standards as a goal for water coverage and different measurements (FSC indicators)
for EFSL. However, objectives of 60 per cent achieving Sphere standards in water coverage
are low. There should be an explanation on how much water the remaining 40 per cent

34

Enquête Nationale Post-Récoltes sur la Sécurité Alimentaire des Ménages Ruraux du Tchad, Ministry of
Agriculture/FAO/WFP, November–December 2011.
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would be likely to have access to and why Oxfam did not aspire to providing the same
standards to 100 per cent of targeted households.
The logframe „Programme OGB focused on women in the urban context of N‟Djamena‟ (a
contingency response to cholera outbreaks) appears to be a work in progress or a generic
template: no reference is made to meeting any kind of standard whereas, in a cholera
context, specific water quality, hygiene practices and waste management standards are
particularly important.
All the logframes are consistent in showing sources of verification that conform to Sphere
(surveys that use participatory approaches and involve women, training of women and
formation of women‟s committees) without specific reference to Sphere standards. Sphere
„Core Standard 1, people-centred humanitarian response‟, is an area in which Oxfam is
particularly strong.
G.3. The MEAL strategy should have Sphere as indicators and for data collection methods
Finding 3: Although the Chad MEAL Strategy does not refer to Sphere or any other kind of
standard, it is in itself a set of guidelines that contain Sphere-like indicators, such as
attention to beneficiary targeting and avoiding double-counting, accountability to and
feedback from beneficiaries. The MEAL Sahel Regional Strategy refers only once to Sphere,
concerning WASH, and it is a sound one honoured mainly in the breach in subsequent
documents: „WASH: define “improvement”, the determining quantity according to standards
(e.g. Sphere), quality, (e.g. rate of residual chlorine rate of turbidity), what is appropriate for
the context and the target population; define number of litres per person per day, define
“household” giving the average family size in the intervention zone and, for all the above,
provide sources of information.‟35 Both Country and Regional Strategies have a strong focus
on Accountability to Beneficiaries without specifying what the relevant minimum standards
should be.
Annex 6 to the MEAL Regional Strategy, entitled „WASH in Nut‟ (incorporating WASH
activities in strategies to reduce malnutrition rates), does not explicitly refer to Sphere
standards, but its recommendations make clear that these are the standards expected. The
statement: „Interventions, such as domestic water treatment to guarantee its potability and
ensure its use by the malnourished child, provides an opportunity to target the most
vulnerable‟ is a reasonable assertion, but does not define what is meant by „potability‟, nor
the amount that the malnourished child should have access to per day (see above under
Finding 1).
On the other hand, the KAP survey questionnaire in this document phrases questions in
such a way that respondents will provide data on the standards they themselves are using,
which Oxfam staff can then compare with Sphere standards.36 The MEAL Strategy also has
an excellent guide for reaching out to women through consultations, feedback, etc. and
using disaggregated numbers by sex and age for different phases, consistent with Sphere
standards.37
MEAL Strategy Annex 3 also provides detailed guidance on achieving accountability to
beneficiaries, feedback mechanisms, consultation and transparency, which are in line with

35

MEAL Regional Strategy, P.6 under „indicators‟.
06. Strategie WASH in Nut Sahel, 2012, Annex to MEAL Strategy.
37
MEAL Regional Strategy for the Sahel – May 2012.
36
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Sphere standards. Weekly reports on MEAL indicate the difficulties teams had in respecting
Sphere standards in the context of Chad.
G. 4. Check adviser reports for mention of standards and how these were implemented
Finding 4: The Regional WASH Adviser‟s report on his mission to Chad of 1–14 July 2012
does not make any reference to Sphere standards. While noting „wells and water pumps are
well below standard to furnish potable water, and water was found with high degrees of fecal
matter and minerals making it unpotable‟, no indication is provided as to what defines
„potable water‟ or „below standard‟ (which standard?). Indeed there is no reference in any of
the Chad response documents to Sphere standards or how Oxfam teams in different
locations proposed to meet them. While Oxfam engaged in building and rehabilitating
latrines, no document mentions a need to meet the Sphere standard of 20 persons per
latrine, or an alternative standard modified to the context.
The EFSL Regional Adviser (November 2012 mission) does not refer to Sphere but
observes the good integration with longer term initiatives and good incorporation of Oxfam‟s
knowledge and analysis of the context in the response‟s design. The report notes the added
value of approaches and methodologies (EHA, Outcome Analysis, EMMA, pilot cash,
participatory targeting, etc.) and integration with WASH activities and approaches.38 These
initiatives are in line with Sphere standards on assessments and people-oriented planning
(Codes 1 and 3).
G.5. Check the RTE report for mention of Sphere standards
Finding 5: The Chad RTE conducted in May 2012 makes no reference to Sphere. However,
it recognises Oxfam‟s adherence to including gender issues in all aspects of work while
indicating insufficient training to local staff on gender issues. It also notes the unbalanced
gender composition of Oxfam staff, especially in the field (something that most NGOs have
to address in conservative societies elsewhere in the world and in Chad itself). It further
notes the almost total lack of knowledge of technical staff on WASH standards: „These
standards remain unknown by the majority of staff and even if they are understood, their
relevance to the context is often questioned‟. The RTE observes that targeting through HEA
mechanisms, involving communities in determining vulnerability criteria and accountability,
was relevant and appreciated by communities since they were seen as transparent. It also
recommends that attention to feedback mechanisms needed reinforcing, noting that
beneficiaries in interviews did not know how to reach out to Oxfam in case of any problems
or to be able to lodge complaints. While not expressly quoting Sphere, these standards are
nevertheless inherent in Sphere Codes 1, 3, 5 and 6.
G.6. Check WASH and EFSL strategies and adviser reports to see if any training was
carried out for staff and partners
Finding 6: Not mentioned in the reports, though addressed in the RTE (see finding under
G5 above). The OGB staff interviewed referred to the lack of time to train staff recruited only
for a limited period, recognising the need to incorporate training more systematically in
future, especially for partners.
G.7. Check review and evaluation reports for mention of standards
Finding 7: A WASH evaluation mission conducted in BeG South – 27–30 March 2012 does
not refer to Sphere at any point. Reference to Sphere would be appropriate, both to provide
38

November 2012 report of the Regional EFSL Advisor, P.2
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evidence on which to base an intervention and to recommend what indicators need
improving. For instance, the report notes that „water salinity in certain areas and the turbidity
of well water‟ were mentioned in community discussions, but there was no corresponding
recommendation to carry out measurements to assess how far off Sphere standards they
were. Beyond stating that „certain water pumps are broken‟ there is no attempt to explain
why this is a problem, how many people are using existing water pumps or other sources, or
what degree of water access they are achieving without the pumps. The statement
„traditional water wells are not in good condition‟ should entail a more rigorous discussion of
the existing water debit and how this translates to estimates of domestic and pastoral water
usage per day, including an analysis of the water in the wells. Even in a rapid assessment
these indicators should be systematically presented.
Some reports to donors, while not referring to Sphere, inherently respect Sphere standards
in terms of the assessments, programming, M&E and exit strategies undertaken. They note
the Chad teams‟ attention to gender issues, beneficiary consultation and accountability to
beneficiaries in some detail (ECHO, WFP). A report to WFP39 explains in detail the different
food inputs to meet daily dietary needs according to Sphere. A report to ECHO40
contextualises Sphere domestic water-usage showing the prevalence of on average 12l/p/d
water in BeG, according to the EHA study. The same report provides recommendations to
distinguish between the different water needs of women and men, indicating that women
need at least 20l/p/d. The reports mention using post-distribution monitoring and Food
Consumption Score (FSC) surveys to analyse results against targets: „The PDM shows that
there is a net improvement (to beneficiary nutrition) compared with the situation before food
distribution. The percentage of households with a weak FSC has fallen by 182.3 per cent
between April and June and the acceptable level of FSC has risen by 30 per cent between
April and June, while the market price of food has [remained] stable during the lean season‟.
Mechanisms such as the FSC and PDM are encompassed in Sphere as tools integral to
responsible assessments and monitoring.

5.3 Mitigating factors
The sparse reference to Sphere in Oxfam documents may be due to a lack of reference of it
in national institutions: The Ministry of Public Health‟s „National Sanitation Development Plan
2009–2012‟ makes no reference to Sphere standards, although it does include macro-level
activities that mirror Sphere needs to a certain extent (importance of mother and child health,
clean water, hygienic towns/villages, garbage disposal, location of clinics to follow and treat
malnutrition, etc.). Neither is there any reference to Sphere in baseline documents, such as
the ENSA study (Nov–Dec 2011) or the 2012 CAP. On the other hand an ECHO-funded
SMART study conducted by the Food Security Cluster in August 2012, refers to mortality,
morbidity, health, nutrition and water-related indicators according to Sphere standards.
Given the underuse of Sphere by other actors in Chad, there is a certain logic to Oxfam not
using them systematically.
Staff interviewed for the RTE implied that complying with Sphere standards can be counterproductive: „How can we ask people about their preferences when we know that WFP will
not provide [the cereals] people want, and we have no control over WFP?‟ This raises
questions as to whether standards relating to beneficiary consultations are appropriate in

39

Chad OGB Intermediary Report to WFP, Distributions Générales de Vivres et Blanket Feeding, Bahr El Gazal, 1 April–31
October 2012.
40
Chad ECHO Interim report – May 2012, Agreement number: ECHO/-WF/BUD/2011/91045.
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cases where the nature and amount of supplies are inflexible and could possibly lead to
beneficiary loss of trust.
One study suggests that „the levels of assistance recommended by Sphere have not been
formulated to be provided over an extended timescale. Therefore, when crises perpetuate,
agencies are unable to sustain full support. The affected population has to find coping
mechanisms within their new environment‟, implying that Sphere standards slip over time.
For instance, when it comes to assistance involving infrastructures, such as water supply,
the problem that often arises is whether the population possesses the skills and resources to
maintain the systems put at their disposal in order to compensate for diminishing external
support. Drawing upon observations and quantitative surveys conducted during field visits in
eastern Chad, the paper highlights some of the key problems associated with applying the
Sphere standards to complex emergencies and raises important questions regarding the
long-term sustainability of adopting such standards.41

5.4 Towards a judgement on the standard
While Oxfam has respected Sphere standards in many of the aspects described above, it
has not mentioned Sphere – or indeed any other standard, such as HAP, Good Enough or
Cluster definition – as an explicit point of reference for the technical aspects of its
programmes, and has in particular fallen short of meeting Sphere standards in respect of
WASH. Given that the technical quality standard focuses on technical aspects of the
programme „being monitored against Sphere‟ a judgement of „partially met‟ is justified.

6 MEAL
Benchmark
Number
4

Quality Standard

Met (3/3)

MEAL Strategy and plan
in place and being
implemented using
appropriate indicators

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

1

Table 6.1 Benchmark 4 - MEAL

6.1 Elaboration of the MEAL Strategy in Chad
A requirement of CAT 2 emergencies is to set up and implement a MEAL strategy that
effectively monitors, evaluates and learns from activities undertaken in an emergency.
A Sahel Regional MEAL Strategy was set up by 25 May 2012 and a Chad-specific MEAL
Strategy was finalised by the end of June. Both strategies are the result of participatory
processes, include all the indicators necessary for MEAL appraisal and provide excellent
guidance to teams. The Chad-specific strategy has an especially relevant step-by-step „how
to‟ on avoiding double-counting of beneficiaries, disaggregation of beneficiaries and the
differences between beneficiary feedback and complaints mechanisms. These documents
attest to the efforts that have gone into creating a systematic Monitoring &Evaluation
framework that Oxfam can use to compare its programmes globally.
41

Pinera, Jean-Francois, Sphere and Sustainability: A matter of time; Journal of Humanitarian Assistance, 13 January 2011.
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Box 3: Evidence of MEAL documentation submitted to the Evaluator
No
1
2
3
4
5
6
7
8
9
10
11

MEAL activity
Initial assessment before starting the intervention
MEAL Plan
Guidance documents
Indicators
MEAL visit report
Technical trip report
General sitreps
MEAL-specific weekly sitreps
Field monitoring reports
MEAL final report
MEAL final evaluation 2012

# docs submitted
0
2
20
3
1
2
24
5
0
0
0

The above shows clearly that Oxfam has been at its most diligent in setting up its MEAL
systems. However implementation of MEAL falls short. The bi-monthly general sitreps
provide raw data on activities conducted and beneficiaries reached, but are not designed to
reflect on performance. MEAL-specific sitreps reflect the many challenges experienced by
Oxfam staff in avoiding beneficiary double-counting and this issue seems to have been only
partially resolved. As noted in Section 4 (Coverage) of this report, breakdown of statistics by
sector are only estimates due to this constraint.42

•
•
•
•
•
•
•
•
•
•

Box 4: Aspects of the MEAL Strategy found particularly relevant
MEAL minimum standards are clearly articulated and guidance provided on how to
comply with them
Objectives are listed with indicators that include means of verification and gender
Indicators are SMART and tailored to WASH and EFSL contexts
Plan of Action to monitor indicators and any changes necessary – by whom and by
when
Logframe in place with impact and outcome indicators, milestones and phased
targets
Guidance for gathering data on beneficiary feedback and complaints (accountability)
plus explanation of different between feedback and complaints
Checklist of work tasks and themes necessary to accomplish MEAL
Several guidance notes and discussions on how to avoid double accounting of
beneficiaries
Guidance on monitoring, evaluation and accountability ‟by remote‟ (SER à distance)
Discussion note on appropriate standards (recommendation to follow Cluster
guidelines in „WASH in Nut‟ Strategy)

In addition to the above, the OGB MEAL officer produced an effective learning tool in 2012:
„Capitalisation 1 January–31 December 2011‟, using detailed results of Oxfam‟s 2011
programmes in BeG North as a point of reference to learn from successes and challenges in
order to improve performance in 2012.
42

Weekly reports on MEAL preparation note the difficulties staff encountered on putting the double-counting avoidance issue
into practice.
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6.2 Implementation weaknesses
1. Although initial rapid assessment and subsequent in-depth assessments are required
as MEAL minimum standards, Oxfam did not conduct these. OGB staff indicated that
the HEA and EMMA surveys were considered sufficient to replace them. However,
they acknowledged that HEAs are insufficient to provide disaggregated data and this
is a lesson learned for the future.
2. According to the OGB Post Distribution Monitoring (PDM) report for South BeG in
August, the late appearance of the Chad MEAL Strategy resulted in less-thanoptimum time for training teams on the techniques of uniform data collection. Despite
this, however, an internal report43 suggests ad hoc collaboration on the ground: the
WASH team leader trained the EFSL team on monitoring techniques.
3. The logframe provided in the MEAL Strategy has no corresponding report or
progress monitoring. Plans are correctly in place but there is nothing under the
„achievements‟ column.
4. Following the 2010 crisis response ECHO had expressed a strong desire to see a net
improvement in monitoring and reporting. While the MEAL system sets up excellent
parameters for monitoring and reporting, there is much evidence to suggest that it
was inadequately implemented. The RTE notes that while there is a good debriefing
system between staff, there is little formal communication or systematic reporting of
events/activities on the ground, reducing opportunities to learn from different
experiences. Furthermore there is no evidence that monitoring data collected was
analysed against indicators.
5. A MEAL monitoring report conducted in Mandjoura in April indicated that beneficiary
sensitisation was inadequate: people did not know the contents, amounts or value of
what they would be provided, community leaders had been inadequately trained on
beneficiary targeting and committees had not been trained properly to monitor food
distributions.
6. The analysis of 2011 activities emphasised a future need for standardised messages
to all Oxfam staff regarding detailed aspects of each EFSL and WASH programme
and to improve overall communications between Oxfam, partners and beneficiaries.
However the RTE noted inadequate communications and poor messaging to
partners and beneficiaries in 2012.
7. The October mission report of the Regional MEAL coordinator noted that while OGB
had carried out timely and thorough work to set up MEAL activities, a deeper analysis
of field experiences and closer relationship between MEAL, Oxfam staff and
government partners was necessary. The report suggests that there is a disconnect
between the activities performed by MEAL staff and staff actually implementing
programmes, creating a silo effect where the two do not share information
adequately. „We must better integrate and utilise our MEAL processes and results in
order to learn from our work and improve its quality‟. In essence, monitoring work
performed by MEAL teams needs to be merged with analysis of technical studies
such as PDM and FCS, using more standardised and uniform tools and language in
analysis and reports.
43

Rapport de la Revue d‟Apprentissage sur l‟intervention humanitaire Oxfam GB au Tchad face à la Crise Sahélienne : Région
de Bahr el Gazal, 25 janvier 2013.
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8. The RTE also recommended linking MEAL teams and technical staff more closely in
monitoring programme work. That the RTE made these recommendations in May
and similar recommendations were again made six months later would indicate that
Oxfam teams were not learning from previous lessons.
9. A review of community learning and sensitisation in BeG was conducted by the OGB
team in September. The review concluded that the limited time for setting up
community targeting committees led to communities being less than satisfied by the
information given out by the committees and their leaders. The process, actions and
communications by the committees were insufficiently monitored and some of the
committee members and leaders were not honest. However, the fact that the team
had set up the committees systematically in all the villages where activities were
being implemented was very positive and went a long way towards community
participation in these activities.

The main take-away from the reports and evaluations suggests a need for closer integration
of MEAL into the working consciousness of Oxfam staff, making M&E an institutional reflex.
Although the RTE recommends that MEAL teams spend more time in the field, what both the
RTE and the Regional MEAL Coordinator emphasise most is the need to mainstream MEAL
standards into all Oxfam activities: „Common training is needed for OGB and IO on MEAL,
Gender, reporting, OI MEAL Standards and techniques.‟44 The Regional Coordinator
additionally recommends MEAL training to partners since they are the most present on the
ground.
A new study45 examines how humanitarian organisations undertake M&E reporting and data
management using different indicators to measure implementation and progress. Measured
against the indicators in the report, such as beneficiary disaggregation, presence of
qualitative indicators, attention to cross-cutting issues, accountability, presentation, storage
and retrieval of M&E data, Oxfam‟s MEAL strategy incorporates all and more of these
elements. Oxfam Chad has set up the correct systems and indicators, but is still having
problems in implementing them comprehensively on the ground. As the study suggests,
„there is always a trade-off in M&E in humanitarian action between the need for timely and
accurate information, and the time and effort needed to collect and analyse data‟, a balance
which the Oxfam Chad team itself recognises the difficulties of attaining.

6.3 Towards a judgement on the standard
Oxfam put considerable work into delivering a feasible MEAL Strategy at both regional and
country levels. However, considering the repeated deficiencies of implementing MEAL on
the ground, in particular insufficient monitoring and beneficiary feedback (attributed to lack of
staff) a rating of „partially met‟ is justified.

44

RTE op. cit.
On the Right Track? A brief review of monitoring and evaluation in the humanitarian sector, conducted by the Consortium of
British Humanitarian Agencies (CBHA) and led by ACF International, February 2013.
45
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7 Participation of and accountability to crisis affected
communities
Benchmark
Number
5

Quality Standard

Met (3/3)

Feedback/complaints system
for affected population in
place and functioning and
documented evidence of
information sharing,
consultation and participation
leading to a programme
relevant to context and
needs
Table 7.1 Benchmark 5 – Feedback/complaints system

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

1

7.1 Community participation in programme design and delivery
Both OI and OGB documents provide evidence of commitment to community participation,
including of women, in programme design and delivery. While methodologies used in the
different phases of intervention differ slightly, most field visits have been used to hold
community discussions to learn about impact (of the crisis and intervention achievements)
but there is weak evidence of adapting operational priorities according to community
feedback.
In terms of documented evidence of information sharing, consultation and participation, there
is a good record of community participation and consultations at the programme design
phase, some evidence of it during the delivery phase and none during the consolidation
phase:

Box 5: Community participation and consultation by crisis response phase:

1. During Phase 1 (preparation) assessments were carried out in affected villages to
discuss needs and inform communities about Oxfam‟s intended activities. Methods
involved FGD with communities on defining vulnerability and sharing information on
the programme. All assessments were done in a participatory manner with different
economic groups, women‟s groups, men‟s groups and mixed groups providing
feedback. The May 2012 RTE noted that the beneficiary targeting methodology was
particularly appreciated in the communities for its transparency and ownership.
2. Phase 2 (aid delivery) used tools such as PDM after every food distribution, KAP
surveys at periodic intervals, FCS studies to measure progress of beneficiary food
consumption patterns before and after interventions, and random evaluation
missions/visits to communities to solicit their feedback. During this period several
field monitoring missions visited intervention sites randomly and discussed aspects
of the programme with villagers (e.g. two WASH assessment missions, MEAL
monitoring mission).
3. Phase 3 (consolidation) focused on continued monitoring and evaluation with longerterm surveillance mechanisms to track food security evolution. The Evaluator has
not been able to detect any Phase 3 tools or reports.
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Box 6: Examples of field missions in 2012 during which community consultations were held

1. February–March: HEA survey Mission to Mandjoura, North BeG. Key informants
were from governmental officials in the communities.
2. March: WASH assessment in South BeG accompanied by MEAL officer, talked to
pastoral communities to inform them about the FS and WASH assistance
programmes, identify problems and solutions. The team conducted group
discussions, household visits and meetings with health centre staff on the state of
water wells, pumps, quality/quantity of household latrines and water quality, but did
not take specific measurements (number of users per well/pump, turbidity, etc.).
Hygienic practices were assessed in the sites visited. At the end of the visit a Plan of
Action covering the months April to December 2012 was drawn up. There was no
mention of the number of people visited, disaggregated data, numbers of people
using facilities or feedback from people interviewed.
3. April: EFSL Baseline survey, conducted jointly with OGB and ECHO in April to
assess areas noted in the ENSA study to be the poorest and most vulnerable. The
aim was to visit the same groups before and after food distribution to assess the
programme‟s impact. FGDs conducted with three groups: one of men, one of women
and one mixed, plus random household visits in several targeted communities, to
assess coping strategies (FCS) and baseline KAP survey by means of standard
questionnaires. Data in the report was disaggregated by age and sex and used
common indicators.
4. April: MEAL monitoring mission to listen to beneficiary feedback concerning food
distribution, effects of hygiene awareness campaigns carried out at the time of food
distributions and make recommendations for future distributions. Photos from the
mission report and interviews conducted show a predominance of women benefiting
from the hygiene and food management sensitisation sessions, which they assessed
as „very positive‟.
5. August: PDM conducted by the OGB MEAL Assistant to assess changes in
beneficiary adaptation capacities and resilience after a distribution of agricultural
inputs (seeds and tools), and to draw lessons from the surveys to make operational
amendments. Communities targeted in the survey were pastoral and agro-pastoral in
nature in North BeG. A questionnaire was used to survey each randomly selected
household out of a 25 per cent sample of beneficiaries. Discussions with
beneficiaries revealed that 31 per cent would have preferred to receive the inputs in
May rather than in August suggesting that Oxfam intervention for this activity was not
timely.
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Figure 7.1: Food and hygiene sensitisation session, Mandjoura, April 2012

7.2 Accountability: Feedback and complaints
OGB set up a feedback and complaints database to document beneficiaries‟ comments on
the assistance provided. Feedback was collected between 23 August and 1 October, which
suggests it was a short-term exercise rather than an integrated monitoring tool running the
full span of activities. The database is comprehensive, providing a description of the
complaint, date and village of provenance, action taken to redress the problem and feedback
to the beneficiaries on what was intended to be done, and when it was done, with all
complaints addressed successfully and cases closed. Analysis shows the majority of
complaints were connected to insufficient information on distribution dates.
A MEAL evaluation workshop conducted in January 2013 indicated that better sensitisation
and messaging to communities could have avoided many of these complaints.
A report of the Regional MEAL Coordinator‟s October mission recommends a more
systematic beneficiary accountability system:
•
•
•
•

•

Register complaints or follow-up to beneficiary feedback
Share and discuss the non-settled cases during monthly PM/Team leader/Meal
officer
Report important non-settled cases in sitreps
Share information about complaints to all teams to reinforce learning. Emphasise that
complaints do not necessarily reflect „bad‟ work, rather they represent specific cases
to study and, if necessary, address jointly.
Report back to communities regarding progress and decisions taken.

These recommendations suggest that the database above-mentioned was either not in place
at the time of the mission or the coordinator did not know about it. The 2013 evaluation
workshop recommended that Oxfam should incorporate beneficiary feedback more
rigorously and systematically in its programmes, and this needs to be hard-wired into the
actions of field staff rather than leaving it to MEAL monitors.
The RTE noted likewise: „Feedback and complaints mechanisms need to be reinforced and
tailored more specifically to context. Beneficiaries do not know who to turn to in case of
problems and do not appear to have been informed of any mechanism to lodge complaints.‟
Other shortcomings it pointed out include:
Consultations with communities about their future needs tended to be uneven and ad
hoc.
Community heads were not sufficiently sensitised to the need to share information
uniformly to everyone.
Needs expressed by people were not sufficiently listened to or taken into account.
Local partners were not adequately informed about accountability mechanisms.
Beneficiaries were insufficiently informed about project phase-out and insufficiently
prepared for longer-term self-sufficiency.
The disconnect between community sensitisation and the reality of what Oxfam could
provide was emphasised. For example, needs expressed by communities for greater
food coverage could not be met due to the dependence on WFP to provide food to
those already targeted, without any possibility to add others found to be equally
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suffering. Furthermore, staff found it incoherent to sensitise communities to the
importance of using soap when most do not have the means to procure it and Oxfam
does not provide it. The staff found it unrealistic to expect a higher level of domestic
hygiene given this reality.
All monitoring resources are invested in MEAL monitors who do not make sufficient
field visits for monitoring purposes. This takes away capacity of „regular‟ Oxfam staff
to monitor effectively, compromising overall monitoring coverage and
communications with beneficiaries. This aspect was also highlighted in interviews
with Oxfam staff, suggesting that MEAL monitors and programme staff need closer
interaction and coordination.
A community met by the RTE team expressed dissatisfaction with the quality of
cereals (insect infested), but did not want to complain to Oxfam for fear of being left
off future assistance. Other groups interviewed did not know who to go to with their
complaints or problems. An improved feedback and complaints mechanism is
needed.
The feedback database shows that some of these shortcomings were addressed while the
structural issues remain (disconnect between MEAL and programme staff). Many of the
issues were raised in a „Day of Reflection‟ at the end of the RTE with concrete
recommendations on how to redress them.
That the RTE and Regional MEAL Coordinator both recommended more field monitoring
suggests that beneficiary feedback, consultations and information-sharing are areas that
need more systematic work with much closer involvement of Oxfam‟s partners. The BeG
internal MEAL review conducted by OGB in September 2012 and another review in January
201346 came to a similar conclusion. Meanwhile, the OGB Accountability Report 2012
documenting accountability progress in 2011 states: „...We have learned that while we are
strong in participatory approaches and developing relationships, we are less strong when it
comes to putting processes in place – primarily to enable transparency and structured
feedback and complaints mechanisms.‟ The evaluator concurs with this statement.

7.3 Towards a judgement on the standard
The evidence above suggests that Oxfam planning tools are excellent at raising important
issues and providing guidance on how to achieve accountability. Early consultations with
beneficiaries point to an institutional culture that promotes participatory approaches.
However, as noted in other quality standards in this document, while many of the learning
tools are excellent in theory, they are not always followed through in practice. The evidence
suggests that staff need more training in accountability techniques and more time to set up
the systems, hold repeated explanations and demonstrations with beneficiaries and
systematically document lessons learned. Given these shortcomings, a score of „partially
met‟ is awarded.

8 Partnership
Benchmark
Number

Quality Standard

Met (3/3)

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

46
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6

Partner relationships
defined, capacity
assessed and partners
fully engaged in all
stages of programme
cycle
Table 8.1 Benchmark 6 – Partner relationships

1

For the purposes of evaluating this standard the term „partner‟ relates here to local partners
with whom Oxfam teams selected to work in the implementation of their food crisis
programmes. Other partners, such as WFP,47 government institutions, civil society and
Cluster partners have not been included.

8.1 Oxfam’s choice of partners and activities covered
Region

Oxfam
Affiliate

Activities – locations

Partner/s

BeG N

OGB

AIDER

Guera

IO

ACORD

Dar Sila

IO

None

Livelihoods: provision of seeds & tools, small animals,
animal feed; vaccination; vet training – Mandjoura and
Dourgoulanga
EFSL: GFD, Blanket feeding, FFW, CFW, unconditional
cash – Mangalmé
N/A

Table 8.2 Oxfam’s choice of partners

Both partners work with Oxfam in the context of development programming: AIDER with
OGB under a Sida-funded programme in BeG and ACORD with IO in Guera. No partner was
identified in Dar Sila for the food crisis as Oxfam opted for a direct implementation approach.
Out of 16 separate activities conducted by both affiliates in total (as described in sitreps), the
partnership with AIDER and ACORD involved only four.

8.2 Review of partnerships – past and future
Due to the greater collaboration with partners in development programming than in
emergencies, there is only sporadic mention of partnerships in emergency funding proposals
and no indication of partnership modalities and expectations of partners in other documents.
OGB explains that direct implementation has been the main modality when it comes to
emergencies, taking on additional „surge‟ staff to meet these on a needs basis. However,
there is growing recognition of the value of partners whose knowledge of the context,
communities, traditions and specific expertise in livelihoods can be usefully leveraged during
emergencies. Through their work in communities in development programming, they are
already on the ground and can easily be re-deployed and trained to address future crises.
OGB is now re-considering its strategies. Starting in 2013, it is working on building the
capacity of existing partners to address emergencies where necessary. The deeper rationale
is to work with partners to build community resilience to a point at which food shortages no
longer become crises. The Concept Note to DfID states that Oxfam is „shifting its ways of
working from direct operation to working with partners from civil society‟. Given the reasons
above, coupled with the considerable work/resources needed to recruit and train additional
staff for emergencies, this is a relevant and potentially cost-effective shift.
47

While OGB signed a partnership agreement with WFP in March 2012, WFP should be considered as a „donor‟ rather than an
implementing partner, which this standard is understood to refer to.
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As described in funding documents, Oxfam‟s partner relations are informed by and managed
to a set of clear principles, outlined in its global Partnership Policy. Oxfam claims to hold
itself accountable to these principles and seeks to be held accountable by partners,
communities and other stakeholders with whom it works:
• Complementary purpose and added value
• Mutual respect for values and beliefs
• Clarity about roles, responsibilities and decision-making
• Transparency and accountability
• Commitment and flexibility.48
An internal OGB report in November 2012 describes partnership activities over the course of
the SIDA resilience project and notes the need for additional capacity-building and
incorporation of Oxfam principles into partner modalities. Another report gives details of a
capacity-building workshop with the partner CELIAF, which works with OGB on the DDF
(Rights for Women) component of development programming. Oxfam principles were
strongly promoted during the workshop, including „Do No Harm‟ issues and CELIAF staff
security.
At the time of the May RTE, only ACORD had a signed partnership MOU with IO, while a
new partnership agreement with AIDER was signed in July 2012 for the period July–
December 2012 to implement several livelihoods activities (SIDA project). The RTE noted
that ACORD appreciated its long-term relationship with IO based on improved
communications, accountability, capacity-building in logistics and food security techniques,
and a better use of the partner‟s feedback. For IO, working with a local partner allowed for
greater efficiency since the partners know the communities and their needs. Both IO and
partners underlined the good practice of integrating the partner in the management
organigram, which enabled a closer control of the response. The RTE indicates that AIDER
appreciated its consultations with OGB on subjects of common concern.
Through the delegation for NGOs (DONG), Oxfam and the Government of Chad signed an
agreement outlining the terms of Oxfam‟s collaboration with several ministries and specifying
Oxfam‟s coordination with technical departments to ensure open information-sharing of
planned activities. Oxfam attests to regular discussions and consultations with technical
departments and its good collaboration with them.

8.3 Towards a judgement of the benchmark
OGB has only recently begun to realise that building the capacities of partners can be a
sound investment to strengthen collaboration in emergencies, complementing ongoing
development work and complementing also its own staff component. Work on this is only in
the early stages. In view of this, and given the paucity of documentation on partnerships and
the evidence available with regard to the technical standard, a score of „partially met‟ is
merited.

48

SIDA Humanitarian Consolidated Proposal 2012 (undated).
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9 Conflict sensitivity and harm reduction
Benchmark
Number

Quality Standard

Met (3/3)

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

7

Programme is
3
considered a safe
programme: action
taken to avoid harm
and programme
considered conflict
sensitive
Table 9.1 Benchmark 7 – Sensitivity and harm reduction

After a period of political destabilisation and with the cessation of military hostilities in 2009,
Chad has experienced a relatively calm political and security situation throughout the country
over the past two years. Indicators such as return of IDPs demonstrate the population‟s
belief in the enhanced climate of security and stability.
The Joint Country Analysis Strategy (JCAS) voices guarded optimism: „Despite being unable
to predict how the political situation will unfold, social tensions have not reached a critical
threshold and political differences have not led to civil unrest among the population, allowing
donors and relief agencies to focus on human development as their main priority for the
foreseeable future.‟49
Nevertheless, evidence in its planning documents and donor submissions attest to Oxfam‟s
recognition of the still-fragile security situation in the country, remaining aware of the need to
have security measures in place to protect staff and assets. All sitreps include an appraisal
of the security situation over a two-week period along with a description of isolated securityrelated incidents. Over the period of review, none of these have been sufficiently serious to
merit a deviation in programmatic strategy or implementation.

9.1 Safe programming and protection
Oxfam deals with protection (meaning the „improving the safety of civilians‟50) through a
variety of means including:
Safe and conflict-sensitive response: Oxfam adheres to „do no harm‟ principles and seek
to ensure their humanitarian response activities and the ways they are implemented do not
result in negative or harmful consequences to beneficiaries.
Integrating protection: In its humanitarian response, Oxfam takes account of threats to
safety and wellbeing of people affected and displaced by disasters and armed conflict at
each stage of the project cycle through analysis, referrals, lobbying and advocacy.
One of Oxfam‟s most notable „do no harm‟ tools is the Emergency Market Monitoring
Analysis (EMMA) which assesses the capacity of markets to absorb a potential additional
demand for food resulting from agency provisions of cash or vouchers. Early EMMA studies
in both Guera and BeG indicated that food shortages in 2012 were likely to be sufficiently
serious that markets would not be able to handle additional demand and that prices resulting
from increased demand would escalate, seriously compromising the ability of the poorest
49
50

Joint Country Analysis Strategy (JCAS), April 2012.
Taken from the Oxfam document „What is protection?‟ (date unknown).

39

Evaluation of Oxfam’s Humanitarian Response in Chad – Project Effectiveness Review

households to survive. These findings resulted in Oxfam and WFP jointly deciding to
undertake general food distributions rather than a blanket coverage of cash or vouchers
(although these were also used by both Oxfam‟s in areas where markets were better able to
absorb increased demand). The EMMAs, and subsequent decision to distribute food,
safeguarded households from experiencing exorbitant price rises for food, which could have
reduced their coping strategies and driven the poorest households into famine.
Oxfam‟s beneficiary targeting methodology is another example of conflict-sensitive
mechanisms to minimise tensions among communities. The method of setting up and using
community committees to target the most vulnerable for Oxfam interventions has been
highly appreciated by communities, according to the RTE and monitoring mission reports.
Even though these mechanisms are imperfectly executed (mainly due to information gaps in
community messaging) the population is aware of the efforts Oxfam teams have made in
ensuring transparent targeting and disseminating information about programmes, inputs and
distribution modalities. The WASH monitoring report mentions that even the scarcity of water
for pastoral communities in intervention zones has not led to conflict since Oxfam has
endeavoured to include communities in assessments and joint monitoring and joint
prioritisation on where and with what strategies to intervene.
Staff security measures are also well-described in funding proposals and MEAL strategies
and include:
•
•
•
•

Security management plan
Security briefings and training for incoming/newly recruited staff
Security guidelines and manuals available for all staff
Attendance of Oxfam staff at inter-NGO security briefings and meetings.

For example, IO‟s funding February 2012 submission to ECHO states:
„Intermon Oxfam has a Security Guide which establishes indictors of security threats and
risks to personnel and project assets. According to the different indicators, different security
phases are matched with specific procedures to reduce our exposure to the risks identified.
All personnel (national and international) in this project receive security briefings and regular
updates, along with specific procedures to follow according to the security phase. Regular
security meetings take place with staff in order to share security-related information and to
guide staff on the procedures to follow.‟
The revised Contingency Plan includes annexes with a Security Plan for each Oxfam
affiliate.

9.2 Towards a judgement of the standard
Oxfam‟s attention to conflict sensitivity and safe programming are perhaps a result of its
longer-term development activities in a country where awareness of contextual realities and
potential flashpoints are crucial. Its efforts towards ensuring a conflict free environment in its
programming, both in theory and practice, merit a „Met‟ score.

10 Gender and vulnerability
Benchmark
Number

Quality Standard

Met (3/3)

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)
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8

Programme (including
advocacy) addresses
gender equity and
specific concerns and
needs of women, girls,
men and boys
Table 10.1 Benchmark 8 – Gender equity

2

10.1 Evidence of gender-specific integration into Food Crisis programming
Oxfam has made commendable efforts to ensure gender integration in its EFSL programme
as demonstrated by the following actions.

Box 7: Integration of gender issues into proposals and reports
Proposals/Reports

ECHO, IO, Feb 2012
proposal

Concept note and
log frame – DfID July
2012
SIDA RRM
application,
1 Jan–31 Dec 2012

ECHO, IO, July 2012
proposal

ECHO, OGB, June
2012 (amendment)

Consolidated all
funds – report for
projects CHDA 52
and 56

Gender and vulnerability considerations

A section on gender that outlines steps taken to reduce
the exposure of women and girls to gender-based
violence while collecting water.
A section on vulnerable individuals who will receive
unconditional cash assistance due to their disability or
other inability to work
No mention of gender in proposal, but activities and
output indicators in logframe refer to women and
children
A section on gender that outlines different activities
where women will be consulted and will be
beneficiaries. Commitment to Oxfam core value to „put
women at the heart of all we do‟, to mainstream gender
equality and use policy of „positive discrimination‟ to
ensure at least one woman is represented in teams at
all times.
A section on gender describes activities oriented
primarily at women and children. Generic statement
under „Gender and Diversity‟ along with DRR and
Environment as cross-cutting issues
Women are referred to as needing more water than
men for domestic use, action targeted at reinforcing
domestic water access. A section on gender describes
OGB‟s gender policy and efforts to reach more women
beneficiaries

Monthly update logframe of activities to Dakar (Jan
2013)

Sex/agedisaggregated
data
No disaggregated
data

Data
disaggregated M/F
in logframe
No disaggregated
data

No disaggregated
data

BeG population
data
disaggregated by
sedentary,
nomadic, seminomadic,
male/female
Data
disaggregated M/F
in logframe

The proposals reviewed reveal a somewhat „generic‟ approach to integrating gender, which
is usually included in the proposals along with other cross-cutting issues. However, some of
the „activity‟ sections demonstrate a more detailed approach with specific activities aimed at
achieving specific gender-oriented results. There is hardly any mention of other
disadvantaged groups, such as the elderly or disabled. None of the proposals indicate a
special regard for orienting WASH activities towards these groups. Only the proposal to
ECHO of February 2012 explicitly targets incapacitated individuals for unconditional cash
distributions.
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Box 8: Other instruments and strategies where Oxfam has integrated gender and other
vulnerable groups
Instrument
Regional Sahel Plan
d’Urgence (Nov
2011)
MEAL minimum
standards – Chad
Country Strategy
Gender Strategy for
Oxfam in Chad,
December 2011
National Model of
Operations in Tchad
(May 2012)

Logframe: OGB
programme centred
on women in the
urban context of
N’Djamena
Country gender
profiles (undated)
Updated JCAS (April
2012)

Advocacy: GROW
campaign

Gender and vulnerability considerations
Detailed checklist of gender aspects that need integrating into capacitybuilding, analysis, monitoring, evaluation and individual project activities.
Specific mention of attention to „hidden vulnerabilities‟ – advice to include
socially or ethnically marginalised groups.
Guidance includes involving women and marginalised groups in
consultations for assessments and targeting, disaggregation of data,
different groups‟ preferences for information-sharing, feedback and
complaints.
Lays out international and country contextual challenges to meeting gender
equality, and details treatment of women in different societies in Chad.
Proposes strategies to meet the rights of women in all activities to be
undertaken in emergency and development contexts.
Section dedicated to promoting the rights of women under the DDF (Droits
des Femmes) programme. Promotes use of DDF longer-term programme to
guide aspects of short-term crisis interventions, ensuring inclusion of
relevant standards. Proposes number and functions of Oxfam staff to
dedicate to women‟s issues in BeG and Guera and budgetary
needs/funding gaps for inclusion of women‟s rights in projects.
Describes and analyses involvement of women in cholera interventions in
N‟Djamena, the importance of sensitising women to hygienic practices and
aiding understanding of the links between water management, hygiene and
disease. Stresses the importance of training women on preventative
treatment of diarrhoeal diseases via a snowball methodology of women
training other women.
Details situation of women in Chad according to family code, physical
integrity (protection), ownership rights and civil liberties. Demographic
breakdown of women and men with specific indicators shown.
Provides background to integrating Oxfam‟s longer-term gender sensitive
programme Rights for Women (DDF, Droits des Femmes) into food crisis
response. Recommends incorporating DDF principles into Humanitarian
Action, i.e. crisis response programming, to ensure continuity and
coherence with the longer-term activities and to ensure also smooth
transitions, both from longer-term development to relief and back.
Works with partners and allies in W.Africa to better manage access to land
and water, protect against the impacts of climate change, guarantee access
to food for all and enable citizens, especially women and vulnerable people,
to produce or buy food in sufficient quantity.

10.2 Results achieved
Oxfam is a world leader in promoting women‟s issues, both through publishing articles and
studies that examine specific aspects (e.g. the importance of including women in needs
assessments) and through advocacy instruments – to donors and the wider international
community. In Chad it has established comprehensive strategies, tools and approaches to
ensure that women‟s rights are systematically included in all projects and activities, and that
activities are oriented towards achieving improvement of women‟s situations including
general food distribution, hygiene awareness training, blanket feeding for children under two
and their lactating mothers, ensuring access to water close to dwellings to reduce the time
women and girls need for collecting water, and income-generation activities that women can
do at or close to home, such as soap-making, tree planting, providing seeds and tools for
household garden plots and animal husbandry.
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Reports show that results according to each activity on behalf of women have mostly been
achieved. Some examples of tangible results, as documented in different reports include:
•

•

Sensitisation campaign to improve hygiene practices, prevention of malnutrition and
malaria: Despite a late arrival of the WASH team in Mandjoura, 46 per cent of
women, 35 per cent of men and 19 per cent of children were reached for hygiene
awareness, promoted via a slide show projected onto a nearby vehicle in three food
distribution sites.51 The fact that Oxfam linked food distribution to sensitisation
sessions on hygienic practices in general and how to prepare food safely was
relevant and effective.
Testimony from women indicated that, thanks to Oxfam‟s support, they were able to
survive the food crisis. Some had experienced a total failure of all their cereal crops,
but survived by eating the fruits and vegetables grown from seeds received from
Oxfam, which were able to grow despite poor rains.52
„These fruits and vegetables saved my life. They are filling the void
created by the lack of [cereal] crops. I've been really busy with all the
tools and seeds Oxfam gave me (a watering can, a spade, a
wheelbarrow, and a hoe) and I was rewarded for all my hard work. I
will be able to take care of my family while we are waiting for my
husband‟s support‟.
Fatna Bakhit, 22, mother of a two-year old child. Kouzi Wahid village,
district of Kouka, Guera.

•

•

•

•
•

PDM reports show a net improvement compared to the situation before the GFD
programme. The percentage of households with a low FCS index fell 183 per cent
between April and June and an acceptable FCS was achieved in 30 per cent of
cases. Market prices were maintained during the lean season. Since over half of
Chadian households are comprised of women, they and their children would have
experienced the greatest impact of GFD activities.
Beneficiary targeting methodologies to select the most vulnerable families for GFD
and Blanket Feeding (BF) were respected and appreciated by communities. The
PDM revealed that 96.7 per cent of villages found the process effective and well
managed. The PDM targeted mainly women‟s focus groups for their opinions.
A report to WFP indicates that sensitisation sessions were aimed at women to raise
awareness prior to GFD and BF targeting, during targeting, before distribution dates
and on the day of distribution. People were informed on practical issues, such as how
the distribution process would be conducted and quantities allocated to each
household. BF distribution was accompanied by a demonstration on the correct
preparation of porridge-meal for children and warnings not to share rations with older
children and adults.53.
The report to WFP indicates that 79 per cent of malnourished lactating women
achieved a „good‟ nutritional status after the programme.
Information campaigns on food,
seeds and tools, hygiene kits and
NFI distributions included pictures of

51

Rapport MEAL 18-22 April, Mandjoura.
Oxfam GB West Africa, Annual Report 2011–12, 17.9.12.
53
OGB Intermediary report to WFP – 31 October 2012.
52
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•

what each package would include, making it simple for illiterate individuals (mainly
women) to understand.
In BeG significant work was needed to sensitise men and village chiefs to the
importance of establishing women‟s teams for repair work to water points and to
ensure their participation in water committee management. These efforts bore fruit
and were noted in the May RTE as examples of good practice.

Some of the shortcomings can be summarized as follows:
• Neither the EFSL baseline report conducted in BeG nor the WASH field visit report
provided data on beneficiaries disaggregated by sex or age, negating an analysis on
and child
at BF distribution,
Mandjouro,
the different FCS or coping strategies experiencedWoman
by men,
women
and children
in
Source: MEAL Officer
the case of food, and the number of women likely to benefit from WASH activities.
• While the GROW campaign aims to work more closely with civil society organisations
to support movements for change, Oxfam reports rarely mention the teams‟
interaction with civil society. Some project proposals refer to involving CELIAF in
Oxfam activities and advocacy, but none of the reports mention that such outreach
was undertaken in the context of emergency planning.
• The Regional MEAL adviser and the RTE found that training on gender issues was
inadequate and the number of female survey staff working in the field extremely low.
Recommendations in both reports refer to a need for better-quality and more frequent
training of technical staff: „The pool of six daily enumerators should be reinforced by
female enumerators having worked previously with Oxfam.‟54
• The Regional MEAL adviser report also includes recommendations on reinforcing
messages and standardising methods for Oxfam teams to target different focus
groups, such as separate groups for women and other vulnerable groups, such as
indigenous people.
• The RTE suggests that Oxfam teams were eager to include gender-related crosscutting measures into the food crisis response, but did not have sufficient expertise or
knowledge of the tools available to do this. Even the concept of gender is differently
interpreted within teams. The Oxfam approach for integrating cross-cutting gender
issues is under-disseminated, as are Oxfam‟s minimum standards on gender equality
in emergencies and even knowledge of the existence of institutional guidance
(manuals, documents, guidelines). While the latter exist, their operationalisation
needs to be strengthened. Staff stressed their need for more training.
• The RTE noted an imbalance in men and women staff in Chad, in particular project
and field staff. While efforts have been made to recruit more women, few women
applied for the posts advertised. The WASH field visit recommended that, despite a
lower literacy rate among women in rural areas, it should be possible to recruit
illiterate women as long as they understood their role and could communicate easily
with both their line manager and the local population.

10.3 Towards a judgement of the standard
While Oxfam‟s tools, strategies and activities are comprehensive and relevant to improving
the lot of women, few activities are oriented specifically at other vulnerable groups, such as
the elderly and disabled. They are hardly mentioned in project proposals or reports. It would
54

Mission Report of the Regional OI MEAL coordinator, C. Gaignebet, 22 0ct–1 Nov 2012.
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be interesting to learn more about how Oxfam planned WASH interventions that would
benefit indigenous people while avoiding conflict with pastoral and more sedentary groups,
whether and how latrines were adapted for elderly and infirm people and what plans were in
place for these mobility-challenged groups to access distribution sites. Such measures may
well be included in programmes, but they are not mentioned.
Given the detection of a certain disconnect between the theory – which is excellent – and the
practice – which is uneven, the score merits an „almost met‟ rating.

11 Preparedness
Benchmark
Number

Quality Standard

9

Evidence that
preparedness measures
were in place and
effectively actioned
Table 11.1 Benchmark 9 – Preparedness

Met (3/3)

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

2

11.1 Preparedness for crises in a context of chronic food shortages and
malnutrition
Chad is a country so prone to periodic crises that Oxfam is perennially engaged in
addressing one crisis and preparing for the next. Many references were made in preliminary
reports55 to the 2009/10 food crisis for which the government and many agencies, including
Oxfam, were not prepared and were slow to recognise and respond to. Learning from this,
the Oxfam Chad team used its surveillance mechanisms more systematically, supplemented
by the observations of its field teams, to provide early warning through:
•

•
•
•
•

Close monitoring of government (ONDR) and international reports (FEWSNET) to
detect the possibility or likelihood of a new food crisis caused by drought or pest
infestations
Strategically timed HEA and EMMA studies
Observations of field staff on community coping strategies, migration patterns of
pastoral nomads and rainfall patterns affecting harvests
Setting up rapid-response mechanisms to alert teams to a likely or actual cholera
crisis
Using robust advocacy mechanisms to raise the alert should indicators point to a
likely crisis.

The data can from these tools can detect likely future crises and trigger response
mechanisms, such as conducting more in-depth assessments, requesting additional funds to
address likely needs, targeting beneficiaries in areas prioritised for a response and scaling
up aid delivery to beneficiaries. Constant monitoring of both context and impact of the
response on beneficiaries provided feedback to Oxfam teams on the evolution of the crisis.
These are sound measures and have been exemplified in the 2012 Chad Food Crisis,
including bringing into play the Oxfam advocacy tools to raise the alert. They are also
necessary: according to the RTE, the national early warning system is extremely weak,
justifying the support of other agencies‟ evidence to sound the alarm.

55

Sitreps, Plan d‟Urgence
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In 2012 Oxfam was at the forefront of an important initiative to promote national-level
strengthening of food-crisis preparedness in Chad, the „Charter for the Prevention and
Management of Food Crises in the Sahel and West Africa‟.56 The Charter is a joint initiative
led by Oxfam, involving civil society and the Food Security Cluster, to put in place a semilegal national framework and plan of action to strengthen preparedness for food crises.
Throughout 2012 Oxfam held a number of meetings with national authorities at high levels to
advocate for their acceptance of and commitment to using the Charter as the first step in a
preparedness framework.

11.2 The updated Contingency Plan
Preparedness measures are well described in the May 2012 Contingency Plan (CP).
Unfortunately this Plan was drafted just before the peak of the crisis, while the previous
Contingency Plan was already two years old and was not considered by Oxfam teams to be
a relevant document for preparedness purposes.57 The team focused on contingency
planning for a cholera scenario only, this being the most likely rapid onset emergency. OGB
staff indicated that the next revision to the CP will include a scenario for food crises but since
these are slow onset, they do not need the same degree of emergency preparedness as
rapid onset crises. Furthermore, they point out, early warning mechanisms are already in
place for food crises. The cholera scenario is very comprehensive and is broken down by
relevant chapters that analyse risks, inform staff what preparation measures need to be
undertaken, by whom, and resource needs, such as „surge‟ staff and logistics. Annexes
provide details on technical guidelines. The Plan also emphasises the need for regular
updating (a revision was due in December 2012 and is currently in preparation).
A weakness of the current plan in terms of GHIT requirements is the absence of
Participatory Capacity and Vulnerability Assessments (PCVA) or village mapping exercises.
Staff say that these are to some extent already incorporated in HEA and EMMA studies, but
acknowledge the need to drill down further to identify the different coping strategies of
individual communities. These activities are planned for 2013 in the context of resilience
programming. The aim is to build community capacity to a point where food shortages can
be adequately prepared for and managed, thus averting recurrent crises.
Another area where Oxfam is relatively weak is in Disaster Risk Reduction. The „selfevaluation on the country humanitarian capacity‟ indicates that this is an area that still needs
more development: „To improve preparedness the programme intends to invest in DRR
projects in key areas focusing on cholera and flooding through partners.‟
The RTE noted that some staff felt it useless to draft a country-specific CP when
headquarters or the regional office make contrary recommendations to it. The RTE
emphasised the importance of translating an updated CP to an operational plan, which is
accompanied by solid training of all staff, promoting a common understanding of what needs
to be done, by whom, and when. It further recommended that a contingency stock should be
set up to allow for a rapid response to cholera outbreaks and food crises. Recognising the
need to prepare for hiring of additional staff at times of crisis, OGB is in the process of
setting up an Emergency Response Team (ERT). This comprises a roster of surge staff who
can be drawn upon rapidly in a crisis from Oxfam former staff, or incorporating new staff with
specifically needed competencies. Importantly, the Oxfam staff interviewed acknowledge the
value of local partners who are already on the ground and understand the context intimately,
56
57

The RTE notes that staff felt the 2010 Plan was too long, not relevant and out of date.
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concluding that it is a better investment to train and work more closely with partners rather
than hire new staff. These measures are also currently (2013) being undertaken. Documents
show interviews with partners AIDER and CELIAF and plans for capacity-building exercises.
With respect to the environment, useful reports have been written about the increasing
desertification of parts of North BeG and of the possible impacts of additional well-drilling
there. These and other environmental studies need to be incorporated into preparedness
planning. In order to avoid the situation of the last Contingency Plan, which the RTE notes
many key staff did not know about, briefing should be given to all staff not involved in the
consultative process of drafting it, to sensitise them to what is expected of them, individually
and collectively, to meet its requirements.

11.3 Towards a judgement of the standard
Given Oxfam‟s commitment and efforts to strengthen preparedness – at a national level as
well as within its own operations – and in view of the ongoing preparatory work to raise
preparedness levels in communities and the need to incorporate environmental planning, an
„almost met‟ score is justified for this benchmark.

12 Advocacy
Benchmark
Number

Quality Standard

Met (3/3)

10

Programme has an
advocacy strategy and has
incorporated advocacy into
programme plans based on
evidence from the field
Table 12.1 Benchmark 10 – Advocacy

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

2

The advocacy work that Oxfam undertook can be separated into two parts; policy and
lobbying work targeted at international actors (governments, the UN, donors) to ensure
effective and timely measures to mitigate the effects of the crisis and provide timely
assistance to those affected by it, and programmatic advocacy undertaken by the two Oxfam
affiliates targeted at improving the national-level response. Oxfam undertook both, and both
will be reviewed separately.

12.1 International lobbying and advocacy
A Chad Advocacy Strategy was finalised on 30 December 2011. Its overall objective was to
„influence the response to the food crisis and contribute to attenuating its effects‟58 which
was relevant to the context and broadly defined Oxfam‟s intervention rationale. The strategy
is comprehensive in its coverage, centred on the need to lobby the government, UN, NGOs,
donors and influential individuals to take heed of the impending crisis and act early to
mitigate its effects. Its short-term aim is to encourage the government to take the lead for
advocacy and response to the crisis; its longer-term aim is to address the structural causes
of food insecurity. The strategy recognises the need to prepare key messages and to lobby
for a coordinated approach, learning from experience that the inadequacy of the 2010 crisis
58

Stratégie advocacy/media : Prévenir une crise alimentaire et pastorale au Tchad en 2012.
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was largely due to a lack of effective coordination. It does not refer to any specific timeframe,
but implies that advocacy must be sustained to keep the longer-term goal of addressing
structural causes of food insecurity high on the collective agenda: „interventions must be
continued beyond 2012 to reinforce the resilience of the population‟.
The strategy contained key messages, identified national and international lobbying targets
and assigned tasks to staff. Both a risk analysis and power analysis were undertaken as part
of the strategy. However, there is no evidence of how the process of elaborating the paper
engaged project staff, no gender and protection advocacy and no theory of change by which
to measure outcomes. It has therefore been impossible to assess how successful it was,
although considerable efforts were made to engage targets on issues outlined in the
strategy.
A review of the sitreps shows a significant range of lobbying and advocacy activities:
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Box 9: Lobbying and media activities reported in Oxfam sitreps, December 2011–January
2013:
December 2011 – Advocacy and media strategy finalised; meeting with HC emphasises
coordination lead
January – Lobbying with food security & nutrition clusters to meet more frequently
January – Preparation of Oxfam journalist visit to film programmes, focus on food crisis funding
January – Oxfam Chad Director meets with EU Commissioner Kristalina Georgieva
January – Oxfam/Save the Children report: A Dangerous Delay launched
February – Visit of British MP Ivan Lewis and two Chadian parliamentarians to Guera
February – Interview with Al Jazeera
March – Al Jazeera visit to IO programmes in Mangalmé, interview with BBC on food crisis
March – Interview with VOA on food crisis
April – Lobbying with government deputies in Guera to speed up drafting of national crisis plan
April – FS Cluster debates on FEWSNET analysis
April – Lobbying of OCHA to compile list of funding gaps, meeting with consultant on Food
Charter
May – Meeting with herders‟ associations to lobby authorities for greater response to herders
May – Participation in OCHA Press Conference to revise CAP
June – Oxfam HQ media visit to Guera – information gathering for advocacy through images
June – Oxfam hosts IRIN, holds interviews, monitoring of Food Charter process
July – Inputs to Chadian weekly paper on consequences of food crisis
July – Visit of journalist from La Repubblica to Oxfam programmes in Guera
August – Oxfam organises a televised debate on the food crisis in Chad
August – Preparation of article: „Oxfam: the establishment of PASISAT in Guera‟, for FAO
publication
September – Receipt and analysis of Food Charter first draft, discussions with author for
revisions
th
October – 39 session of Committee on Food Security. Prep meeting with Chad delegation
October – Workshop with civil society on Food Charter report and preparation of advocacy plan
November – Advocacy work on Food Charter with CNRPT
December – Advocacy media mission to Goz Beida to collect beneficiary testimony (food
vouchers)
December – Submission of Advocacy Strategy to IO/OGB managers for approval
January 2013 – Preparation for Advocacy manager to Paris in February – Oxfam‟s work in
Chad on the Food Charter to be presented as an innovative advocacy initiative.

12.2 Media
Through a press conference held in N‟Djamena on 12 December 2012, Oxfam Chad made a
timely and strong case, warning of the likelihood of a 2012 food security crisis and the need
to take prompt and coordinated action. There was a positive reaction to the conference: it
encouraged the government announcement of the crisis on 21 December 2012 and
influenced donors to agree to timely funding. Such advocacy may well have paid off: a
recent UN article indicates that early recognition of the crisis influenced donors to the extent
that „food aid and nutrition were well-funded in the 2012 appeal‟.59 The press conference
was followed by a series of interviews to media groups, and reactions from the press were
recorded. A review of news and radio articles, including in the BBC (English, French and
Arabic services), French, Spanish, Swedish and African news outlets shows the
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Why the Sahel needs $1.6 bn again this year, Irin, 19 Feb. 2013, http://reliefweb.int/report/niger/why-sahel-needs-16-billionagain-year
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considerable outreach of the Oxfam advocacy machine: at least 24 interviews were given
and 72 articles and radio news items written or aired in the first two days after the
conference.60
Throughout 2012, Oxfam kept up the media pressure reporting and blogging on the Sahel
food crisis.61 Some of these were linked to a parallel advocacy campaign – GROW – relating
to food production globally. Most of the news items refer to the Sahel in general while a few
are specifically related to Chad. As is to be expected from a renowned advocacy
organisation, Oxfam‟s media work was of high quality, though what is lacking is a change
review – how did media advocacy contribute to bringing about positive change? This is
difficult to assess, especially in proving a negative – what did not happen because of
Oxfam‟s advocacy, i.e. famine? The UN article mentioned above may be partial evidence of
its success. Oxfam‟s advocacy on the Food Charter is another initiative involving many
stakeholders in a bid to strengthen preparedness measures to food crises.
Oxfam has some excellent blog outlets and many of these provided feedback from
beneficiaries on what they had received from Oxfam that had helped them feed themselves
and their families during the crisis. Blogs are relevant and effective advocacy tools in
bringing Oxfam‟s work to the public in layman‟s terms. It would be useful for Oxfam to
analyse and document what effect blogs and the Oxfam website home page may have on its
fundraising efforts: given their colourfulness and „straight speak‟ they are likely to be useful
advocacy tools to raise individual awareness in Western countries and encourage the public
to donate – but how much?
Box 10: List of press releases, blogs etc. in support of Oxfam’s advocacy work*
Press Releases
•
15 November 2011 – As worries around food security for 2012 grow, new report shows learning
lessons from the past is key to preventing next food crisis in the Sahel
•
12 December 2011 – West Africa: Millions of people at risk of serious food crisis without early
action, Oxfam warns
•
20 January 2012 – African Nations Cup stars join Oxfam to win the match against hunger
•
9 March 2012 – Drought could become a catastrophe for 13 million if action not taken in West
and Central Africa, Oxfam warns
•
23 April 2012 – Millions of people across the Sahel will be left hungry in the coming months
unless funding shortage is addressed
•
17 June 2012 – Crucial pledging conference to save millions of hungry children and families
across Sahel
•
30 July 2012 – Oxfam Ambassador Baaba Maal aims to raise funds for Sahel food crisis
•
7 September 2012 – Announcement of improved harvest forecast for Sahel region: Good news
but government and UN should not take the foot off the gas
Statements
• 15 February 2012 – Oxfam reactive to WFO Emergency High-Level Meeting on the Sahel Food
Crisis
• 18 June 2012 – Oxfam Reaction to donor conference in Brussels to discuss the Sahel [food]
crisis
• 7 September 2012 – Oxfam Reaction to Announcement of Improved Harvest Forecast for
Sahel region
Blogs, articles and other media outlets
• December 2011 – Food crisis in Chad: looking for food in the anthills
• 27 January 2012 – Hunger calls in Africa‟s Sahel Region
• 2h February 2012 – Chad Food Crisis: Oxfam Goat vaccination

60
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Media Coverage FOOD CRISIS Press Release report, 14 December 2011; Revista de Prensa, Oxfam Spain.
According to the West Africa Annual Report Oxfam generated over 600 media articles in relation to the Sahel food crisis.
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•
•
•


13 March 2012 – Food crisis in the Sahel: A Chad Market Garden
13 August 2012 – We need to break Africa‟s hunger cycle – Chad human interest story
13 January 2013 – Sahel Food Crisis: Lifting a Heavy Load
Undated – Food Crisis in Chad: Selling the last ram

* Many of which have translations in the French, Spanish, Italian and Arabic-speaking press

12.3 Programme-level advocacy work
Efforts to document and raise issues of concern were undertaken at the programme level
and there is some evidence of issues being addressed proactively by the team across a
variety of different themes and directed towards different duty bearers. Sitreps shows that
Oxfam held several meetings with government agencies to direct them to areas needing
greater attention, e.g. water for herders, and with civil society actors to raise awareness on
special interests. Particularly impressive are the efforts to raise issues, such as food
shortages in markets, water shortages affecting cultivation and herders, and linking poor
nutrition to hygienic practices („Wash in Nut‟) at local, national and, at times, international
levels, which suggests a good level of coherence between programme issues and advocacy
agendas. However, while the RTE noted the positive results of advocacy on donors, it found
that beneficiaries‟ voices could have been more prominent in advocacy campaigns.
An evaluation of Oxfam‟s advocacy activities (date unknown) culminated in several
recommendations to strengthen Oxfam‟s advocacy role. A feedback session on the
evaluation with the participation of a wide range of staff agreed that while Oxfam‟s advocacy
work in Chad is appreciated and Oxfam is perceived by the government, UN and donors as
a pioneer and a leader in professional advocacy, it can do more to raise awareness: „Oxfam
should continue and go further in awakening people‟s minds‟. Objectives of the advocacy
strategy for the food crisis were „the right ones‟ but needed a concrete action plan with
prioritisation of objectives and results indicators.

12.4 Towards a judgement on the standard
While Oxfam‟s advocacy in respect of the food crisis was robust and effective, some
elements needed to reach the standard are missing. The quality checklist requires „that the
MEAL plan includes a theory of change, [and] regular monitoring‟, and it is in this area that
Oxfam has performed less well; the strategy does not include a theory of change or
indicators of success or evidence of advocacy monitoring. The checklist also requires that
the advocacy strategy „includes gender and protection as part of the response‟ and „that
country teams, programme teams and other advocacy staff have been consulted‟ [in the
elaboration of the strategy], of which there is no evidence of having been met. In the
absence of these quality measures an „almost met‟ score is awarded.
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13 One-programme approach
Benchmark
Number
11

Quality Standard

Met (3/3)

Programme has an
integrated one programme
approach including
reducing and managing risk
though existing longer-term
development programmes
and building resilience for
the future

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

2

Table 13.1 Benchmark 11 – One programme approach

Consistent with its development programming in Chad, Oxfam is highly aware of the need to
link crisis strategies with development programmes and is indeed a strong advocate of this
approach. Concept notes, country and regional strategies and the advocacy strategy, along
with funding proposals give ample evidence of the linkages that Oxfam‟s short-term relief
programmes seek to have with longer-term rehabilitation and development. Programme
logframes track issues to be addressed through to desired outcomes and impacts, providing
details on strategies and activities that need to be addressed to achieve sustainability.62
Sitrep #7 of 11 April suggests a certain frustration that this is not happening fast enough and
that crisis assistance represents only a drop in the ocean in comparison with overall needs:
„we cannot remain fixated on the current response, it will never be sufficient. The notion of
“needs coverage” seems derisory and inappropriate in Chad‟, the underlying message being
that much attention was being paid to the crisis (media advocacy, funding and staff time) to
the detriment of the long-term problems that create crises in the first place. In the same vein,
a staff self-evaluation of the country‟s humanitarian capacities in 2012 refers to the fact that
„90 per cent of Oxfam‟s funding and 80 per cent of the country programmes budget comes
from humanitarian interventions‟, signalling that once again donors continue to privilege
emergency relief interventions over longer-term development.
Documents reviewed63 have excellent descriptions of Oxfam‟s proposed activities in its relief
and development programmes with the linkages needed to connect them. The advocacy
evaluation indicated that „Oxfam is perceived as an innovative actor and a pioneer regarding
resilience and link between emergency and development‟. The feedback session further
suggested:
„Oxfam country managers should understand the One program approach because our
strength as Oxfam is based on programs + advocacy. Even our technical staff should
have briefings on advocacy and understand it so we need to make improvements
regarding internal communication and produce specific information tools. Turnover of
staff should be taken into account.‟

13.1 Sustainability and resilience
Oxfam‟s development programming prioritises activities and approaches that are sustainable
in the long term and are oriented towards building individual and community resilience.
62
63

Programme Logic for Improving Humanitarian preparedness and securing access to sustainable livelihoods in Chad.
JCAS, Chad Global Requirement LRRD, AIDER quarterly report, Chad Modèles des Opérations.
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Oxfam‟s knowledge of development approaches helped it to plan its emergency response,
grounded in sustainability and designed to be merged seamlessly back into development
modalities. For example:
•

•

•

Supporting small-scale farmers and households with agricultural inputs while
promoting behavioural and technological changes to build resilience over the long
term.
Timely veterinary support to households with small ruminants supplemented with
emergency food and cash support ensured that the most vulnerable families did not
have to decapitalise their assets, which would have made them more vulnerable.
Improving domestic access to clean water and building latrines combined with
hygiene promotion aims at a longer-term reduction of water-borne illnesses that
exacerbate malnutrition as well as through the entrenchment of healthy practices.

The approach of using direct implementation rather than partnering with local organisations
during the crisis was seen in retrospect by OGB as needing revision. While both IO and
OGB mention drawing on partners to implement emergency programmes, in reality this was
not done to the extent it could have been. There is little evidence from sitreps and other
reports that civil society partners were much involved in crisis activities with Oxfam –
although they did complement interventions with ongoing development activities in the same
areas and with the same beneficiaries. The women‟s organisation CELIAF is mentioned
several times in donor proposals, yet there is no evidence from the reports reviewed that
Oxfam engaged with CELIAF at any point during the crisis. The lesson has been learned
and OGB has undergone a policy shift whereby it will now focus more on building the
capacity of its partners, both to work with communities in building resilience to future crises
and to respond to crises when they do occur.
The thrust of the May 2012 Contingency Plan (CP) is to show how crises will be
accommodated within existing programmatic areas for long-term development (MED, MEV,
DDF and BGE). The assumption is: „we already have sustainable programmes, it should be
obvious that once the crisis is over we will revert to focusing on them‟. What is missing from
the CP and M&E documents is a theory of change which would show a) drivers of change
and b) indicators necessary to show at which point crisis interventions have met their goals,
allowing for agency focus to revert to the longer-term programmes.
The CP contains examples of risk assessments in case of crisis. It describes the negative
impact that a cholera outbreak would be likely to have on households‟ food security, nutrition
and livelihoods. It then notes how previous programmes could have a positive impact on
mitigating the risks: „Although the ratios of people applying basic hygiene rules is quite low,
certain reflexes have already been integrated by members of the community thanks to
sensitisation campaigns already conducted in previous phases.‟ A similar risk assessment is
described for the case of flooding of the Batha river where the Oxfam response to flooding in
2010 and 2011 equipped herders with sufficient training and veterinary inputs to withstand a
new crisis. In both cases, response strategies are given in detail (Section 6). The examples
are illustrative of how both long-term programmes and crisis interventions connect to and
reinforce each other positively.
Following an analysis of recurrent crises in the chronically vulnerable areas of Chad where it
is already working, Oxfam decided to amalgamate its vulnerable livelihoods programme
(MEV) with its crisis interventions (AH), aiming at improving the resilience of vulnerable
populations as a combined MEV/AH programme. The updated JCAS of April 2012 notes the
intention to merge these programmes, but it remains very much a strategic level document
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and does not provide an operational plan as to how it should be achieved. The document
„Modèle National des Opérations Chad‟ (May 2012) gives more indicative modus operandi
for links between relief and development programmes and provides a breakdown of funding
and staff needed for each intervention area.
The combined MEV/AH is a five-year programme (up to 2017) targeted at vulnerable
populations in Oxfam‟s traditional intervention zones, in particular, women, young people,
populations at risk and the very poor. Disaster Risk Reduction is a central pillar in the MEV
strategy, which differentiates it from classic development approaches. Outcome targets are
to strengthen people‟s capacities to improve their livelihoods and reduce their vulnerability
through a process of learning about their rights, lobbying with local authorities to defend their
interests and organising themselves within their communities to prepare for and withstand
knowable shocks. The logic is that better-organised and prepared communities can minimise
the impact of shocks that regularly deplete their assets and keep them in a cycle of poverty
and vulnerability. To attain this vision three resilience strategies have been fixed under the
MEV:
•

•
•

to strengthen community resilience by adapting their habits (hygiene, nutrition,
improved agricultural and animal husbandry techniques, protection and management
of water sources and infrastructure) through training and accompaniment in
innovative practices, to help them weather shocks
to strengthen individual and family resilience using similar but adapted techniques
to strengthen individual and community analysis of „shock indicators‟ and to put in
place early warning systems and contingency plans on how to adapt to different
scenarios, according to context.

The strategies lay heavy emphasis on training and community mobilisation using simple
messages designed to become ingrained in the individual and collective psyche, hence
sustainable. There is a sense in Oxfam‟s reports that senior staff understand the opportunity
afforded by crises to pass key messages that will lead to behavioural change, which in turn
will have a positive impact on reducing the nexus of bad hygiene and malnutrition. Training
and sensitisation are the transitional links between relief and development. For example,
conducting hygiene awareness activities at food distribution time can lead to improving the
knowledge and implementation of hygiene and sanitation practices among populations. This
is the logic behind longer-term implications for public health and the mitigation of mortality
related to malnutrition and water borne diseases. „The more that communities see the
benefits of adopting proper hygiene and sanitation practices, the more the health and wellbeing of future generations will be protected.‟64
There is also evidence of Oxfam‟s commitment to environmental issues that link both its
relief and development approaches. Recognising the fragile state of water resources and
their inexorable erosion, donor proposals (notably to ECHO) indicate the need to space
water infrastructure carefully in order to avoid fecal contamination and not over-exploit
dwindling water tables. Additionally, attention has been given to work with herders to prevent
over-stocking of animals on lands that cannot sustain them, both to avoid conflict between
herders and agriculturalists and to ensure that livelihoods activities can be sustained
according to available resources.
In terms of its own sustainability and to enhance the concept of a „one-programme‟, Oxfam
implemented the Single-management Structure (SMS) in 2012, aiming to achieve better
64

Concept Note to DfID, July 2012.

54

Evaluation of Oxfam’s Humanitarian Response in Chad – Project Effectiveness Review

synthesis and efficiencies between the two affiliates IO and OGB. The RTE indicates there
are still some challenges in sharing information and managing the disparities between the
two affiliates in terms of capacity and resources – a finding reinforced by interviews with
staff. The SMS is a work in progress while the delegation of roles and responsibilities are
refined, but it is a step in the right direction to achieving a more holistic approach towards
country-wide programming and administration.
Box 10: Synthesis of the ‘one programme’ strategy

Relief (crisis) programming
•
Two sectoral programmes established to address the 2012 food crisis: EFSL and
WASH
Development programming
•
Droits des Femmes (DDF – Rights of Women)
•
Moyens d‟Existence Durable (MED – Sustainable livelihoods)
•
Bonne Gouvernance Economique (BGE – Good Economic Governance)
•
Moyens d‟Existence Vulnérable et Action Humanitaire (MEV/AH)
Linkages
• Operating in the same zones targeting the same vulnerable population groups
• Retaining operational focus on WASH and FS
• Information dissemination on individual and community DRR techniques
• Contingency and preparedness planning – household and community
• Reinforcing livelihoods strategies to build resilience
• Capacity-building on lobbying authorities to claim rights
• Preventing conflict between producers and herders
• Local partners already known to communities enhance trust and build resilience
capacities

13.2 Towards a judgement on the standard
Documents reviewed gave no indication of village disaster plans and it would appear that
PCVAs have not yet been carried out. Given that these activities, required to meet the
standard, are still missing, but considering the commendable effort that both Oxfam affiliates
have put into joint planning towards programme sustainability, DRR, resilience and LRRD, a
score of „almost met‟ is justified.

14 Staff capacity
Benchmark
Number
12

Quality Standard
Evidence of appropriate
staff capacity to ensure
quality programming

Met (3/3)

Almost met
(2/3)

Partially met
(1/3)

Not met
(0/3)

2

Table 14.1 Benchmark 12 – Staff capacity

Although it has not been possible to review exhaustively all the staffing elements used
during the 2012 food crisis, documents received for review combined with interviews with
key staff have allowed for a considered assessment on the performance for this benchmark.
For instance, despite some lack of documents from IO, the evaluator has been able to
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compare the way it recruits public health promotion surge capacity staff against a generic
competency framework (template) that provides minimum indicators needed for the post.
The analysis below seeks to determine if sufficient indicators were included in the terms of
reference for the post, showing salient missing elements in red.
Box 12: Comparison of Humanitarian Competency Framework Indicators with Advertisement
for PHP professionals (IO)
Competency Framework Indicators – Level 3
Level 3 is a staff member recruited and managed against
specific Terms of Reference (TOR) with responsibility for
organising and supervising the work of level 4.
OPERATIONAL CONTROL OF PROGRAMME DELIVERY
Field level representation
Sector-specific programmes in one or more locations
in a conflict or natural disaster environment during one
specific programme phase meeting the needs of up to
50,000 beneficiaries within a programme which has an
overall budget of up to1.5 million USD
• Work collaboratively with PHEs to customise WASH
assessment tools for the local context e.g. household
and baseline surveys, focus group discussions
• Manage or co-lead WASH assessments
• Collect, record and interpret qualitative and quantitative
data
• Use assessment data to design participatory PHP
interventions appropriate for the local context and culture
• Produce internal and/or external reports
•

•
•
•
•

Implement PHP activities in WASH emergencies e.g.
baseline data collection, formation and training of WASH
committees and volunteers, working with logistics on
targeting, delivery and monitoring of NFI distributions,
design, implementation and monitoring of IEC strategy
Manage a team of community outreach workers
(including E level Oxfam staff and community volunteers)
Implement interventions for specific target groups, e.g.
schools, youth groups, men, religious leaders
Carry out capacity building activities with Oxfam staff,
partners and community members.
Supervise others to monitor and report against key
WASH and health indicators

Indicators contained in TOR
HSP/PHP
Reporting to the Water, Sanitation
and Hygiene Manager the person
selected will be in charge of the
humanitarian response for the
promotion of health and hygiene by
Intermón Oxfam in cases of natural
disasters or humanitarian crises.

To analyse and identify the needs
during an emergency or a
humanitarian crisis in order to
elaborate an operational plan based
on health and hygiene promotion.
Missing: produce internal and/or
external reports, cultural sensitivity
•

•

•

•

•

Contribute to advocacy and lobbying locally and
nationally
Lobby for changes and improvement in humanitarian
situation locally

To evaluate and implement
health and hygiene promotion
activities and the community
participation to the support of
those affected by the
emergency.
To work with the water and
sanitation team to ensure that
the technical solutions for the
supply of water and sanitation
include the affected population
cultural traits.
To evaluate the risk situations
concerning public health in the
affected area and rapidly and
efficiently answer to the
emergencies.
To lead the health and hygiene
promotion team and carry out
the follow up of the selected
activities and initiatives.
To select, form and train the
health and hygiene promotion
team

Missing: advocacy aspect
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•
•

Analyse resourcing needs and develop staffing structure
Recruit and manage (direct/matrix management) a local
PHP team which works effectively with PHE and EFSVL
colleagues

•

•

To identify and evaluate the
existing resources and the local
partners, humanitarian agencies
and governmental authorities
capacities.
To select, form and train the
health and hygiene promotion
team.

Missing: linkages with EFSVL team
•
•
•

Develop PHP programme budget
Report on PHP budget expenditure
Contribute to donor proposals and reports

Missing: all

•

Work with logistics to ensure timely procurement and
distribution of NFIs
Implement PDM according to agreed sampling frame
Accompany partner and Oxfam led implementation of
WASH activities, with oversight of at least 2 partners at
one time.
Ensure flexible modalities for working with partners
which reflect their capacity and experience
Apply Oxfam‟s minimum requirements on accountability
to beneficiaries in the implementation of PHP activities
Raise awareness and build capacity of Oxfam staff and
partners in adhering to Oxfam and international
humanitarian standards
Provide technical coordination of field teams to ensure
coherent and consistent programming.
Maximise the value for communities of integrated
working with PHE, EFSVL and logistics colleagues
Maximise opportunities for collaboration with country
programme staff
Play a lead role in facilitating cohesive working between
PHEs and PHPs
Facilitate communication and cohesive working between
PHEs and PHPs
Influence coordination at the local level through
contributing to WASH Cluster forums
Represent and advocate on behalf of Oxfam to local
authorities, NGOs and community leaders
Working with WASH Cluster technical working groups if
appropriate
Explain key local coordination mechanisms

Missing: all

Demonstrate understanding of humanitarian programme
phases including preparedness, contingency, DRR,
response and recovery
Relate an understanding of the political and cultural
context and underlying causes of crisis to programme
work
Understand and uphold basic principles of vulnerability,
gender and diversity awareness in humanitarian work
Understand and uphold International Humanitarian
principles, codes and standards
Understand individual role and the role of the
organisation and others in humanitarian crises
Demonstrate accountability to partners and disaster and
conflict-affected people and communities
Demonstrate flexibility to changing plans

•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Missing: all

Reflected in other boxes above.

Missing: accountability and standards
aspects

Missing: communications aspects

•

To represent Intermón Oxfam
before the humanitarian
agencies, the governmental
authorities and the media on the
field.
Missing: coordination aspects

To make sure the gender base
approach, the protection and the
HIV/AIDS are taken into account
in the water and sanitation
activities and in the health and
hygiene promotion.
Missing: preparedness, contingency,
DRR, role of organisation and others,
humanitarian principles

•
•

High flexibility and adaptation to
change.
Result orientated and
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•

Demonstrate understanding of when a decision can be
taken and when to involve others
• Maintain focus on delivery of timely and appropriate
results using available resources
• Incorporate perspective of different stakeholders
• Clearly communicate with people affected by disaster
• Contribute positively in the team to achieve programme
objectives
• Share information and knowledge with colleagues and
partners as and when appropriate
• Challenge decisions and behaviour which breach the
ICRC/NGO and individual agency codes of conduct
• Identify and communicate risk and threats and minimise
these for you and your agency
• Take appropriate, coordinated and consistent action to
handle situations of personal risk and situations of risk
for others
• Build and maintain a reputation in line with humanitarian
standards and acceptance for your work
• Reduce vulnerability by complying with safety and
security protocols set by your organisation and
contextualise appropriately to local scenarios
• Champion the importance of safety and keep the safety
of colleagues and team members in mind at all times
• Take measures to do no harm and to minimise risks for
your partners and the communities you work with
• Recognise stress and take steps to reduce it
• Remain constructive and positive under stress to be able
to tolerate difficult and sometimes threatening
environments
• Remain focused on your objectives and goal in a rapidly
changing environment
• Keep yourself emotionally stable when helping others
• Take responsibility for your own work and for the impact
of your actions
• Maintain ethical and professional behaviour in
accordance with relevant codes of conduct
• Demonstrate personal integrity by using one‟s position
responsibly and fairly
• Be aware of internal and external pressures and how
they might impact your effectiveness
• Show awareness of your own strengths and limitations
and their impact on others
• Demonstrate understanding of your skills and how they
complement those of others to support team
effectiveness
• Seek and reflect on feedback to improve your
performance
• Communicate humanitarian values and motivate others
towards them
• Speak out clearly for organisational beliefs and values
• Respect and incorporate team perspectives
• Influence others positively to achieve programme goals
• Demonstrate initiative and Ingenuity
• Demonstrate tenacity to achieve solutions
• Address difficult situations and make tough decisions
confidently and calmly.
• Suggest creative improvements and different ways of
working
Language skills are considered to be of high importance for
effective communication and coordination with internal and

organisational capacity.

•

Teamwork and collaboration.

Missing: safe programme aspects

Missing: stress, ethics, integrity

Missing: all

Missing: initiative, ingenuity, tenacity,
creativity aspects

•

Degree in Public Health; training
in Community Development,
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external audiences. Needs will vary according to context and
position. Language requirements should be factored in for all
managerial positions regularly involving representation and
coordination with partners, local government, UN and other
stakeholders.
No technical or experience standards required. Needed?

•

•
•
•

Water and Sanitation for
Communities, Adults‟ Education,
Health and Hygiene promotion,
HIV/AIDS will be valued.
Minimum of 2 years experience
in developing countries in
humanitarian programmes for
the promotion of health and
hygiene and preferably with
speciality in water and
sanitation. Experience in
emergency programmes is
mandatory.
Knowledge and experience in
working with communities.
Languages: English, French
and/or Spanish (Two language
are required)
Flexibility and availability to
travel/for stays on the field with no
notification, at any time and in any
country for the necessary time.
(80 per cent of time will be spent
on the field).

The above shows that there are certain key requirements of Oxfam staff that are not, but
should be, mentioned in Job Descriptions and TOR. While it is understood that the job in
question is „surge capacity‟ and therefore abbreviated, considering that persons external to
Oxfam are likely to apply, it would be advisable to mention the standards and principles that
Oxfam adheres to and requires from applicants on important issues such as accountability to
beneficiaries, safety, communications and sharing, ethics, etc. and that they should be
asked to provide demonstrable proof in their applications of their knowledge and experience
of these.
OGB Chad has in place interview sheets and test questionnaires that are not only detailed
and relevant to the competencies sought, but also require considerable practical knowledge
of all aspects of the job. For example, the test questionnaire for the post of logistics officer
requires the candidate to distinguish between different vehicle braking systems and how to
draw up a plan of activities to manage staff. It also demands a level of prior knowledge of
Oxfam and its donors as well as of Oxfam‟s guiding principles. Interview sheets require also
knowledge of Oxfam‟s SMS – both what it is supposed to achieve and the candidate‟s
experience of these structures, indicating that candidates could be filtered out if they had no
prior experience of working in Oxfam.
An example of a staff member‟s very informative „self-evaluation of the country‟s
humanitarian capacity‟ provides valuable details on what has worked well and which areas
need strengthening. From this document it is clear that Oxfam has many staffing challenges,
not least the high turnover of staff (due mainly to the short periods for which staff are hired in
emergency programmes) leading to challenges of preparing/training new staff adequately
before they are sent to the field. This is repeated in the report of a „lessons learned‟
workshop that OGB held in January 201365. Recommendations for the future included
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conducting a better up-front analysis of required staff resources to address an emergency of
this type and the need to conduct an analysis of why there was such a high staff turnover
during the crisis.
An example of a quarterly personal evaluation sheet (OGB) details activities undertaken
during different periods and allows for additional comments on performance or constraints in
meeting targets. This is a sound performance assessment management tool for both staff
member and supervisor.
The Contingency Plan contains a description of numbers and profiles of staff needed to fulfil
objectives for a cholera scenario. It indicates which staff are already on board and which
posts would need to be filled under surge capacity, for how long, should a crisis emerge.
This demonstrates realistic human resources planning, although there is no indication of the
lead time for recruitment procedures. Both affiliates have agreed on the need to set up an
Emergency Response Roster (ERT) with standby mechanisms to rapidly recruit new staff
nationally, regionally and internationally (mainly former Oxfam staff with ready knowledge of
the organisation but also new staff) to fill competencies in the fields of WASH, EFSL,
Logistics, Finance and Administration. The above Job Description is a generic vacancy
notice designed to recruit ERT standby PHPs for WASH.
Several staff competency weaknesses were noted in the RTE:
•

•
•

The WASH sector was suffering from a prolonged absence of the WASH
Coordinator, on loan to another programme. The report recommended that this
person needed immediate replacement given his crucial role in coordinating an
efficient WASH response.
Staff are required to „work at 130 per cent‟ even when there is no emergency‟,
reflecting a weakness in managing staff resources appropriately.
Inadequate knowledge on gender and accountability were noted among field staff.
This would suggest a greater need for in-house training, briefing and counselling to
field staff, especially in areas such as Oxfam‟s principles on gender, corruption,
participatory approaches and advocacy.

The „country self-evaluation‟ report and interviews with Oxfam staff recognise the limitations
to comprehensive capacity building when emergency staff have such short contracts. OGB
hopes that greater investment in partner capacity building will go some way to reducing the
need to hire short-term staff who may not have the same level of contextual knowledge. The
report also recommends a greater streamlining of WASH and EFSL approaches between
the two affiliates which the RTE also highlights, suggesting the possibility of „job swapping‟
between programmes and affiliates for staff to obtain wider knowledge and experience.

14.1 Towards a judgement on the standard
Given the real efforts that Oxfam is making to improve staff performance, the excellent tools
it has in place – and is using – to assess performance and to recruit people with needed
skills but considering several structural deficiencies that need addressing an „almost met‟
rating is merited.

Appendix 1: Secondary data sources
The table below lists documents referred to in the „documents used for evidence‟ guide and
lists the quantity (not quality) of the documents made available to the evaluator. The list also
60

Evaluation of Oxfam’s Humanitarian Response in Chad – Project Effectiveness Review

gives an indication of which documents were missing (0 in the No. of documents column)
and the suggested source.
Document
Initial assessment
Request for CAT Funds
Country food assessment/vulnerability studies
Proposals and Log Frames
OCHA data on crisis/CAPs/humanitarian snapshots
Other reports and studies
UN report for figures affected
Funding grid
Concept notes
Funding proposals
Sitreps covering duration of crisis
RTE report
Telecom minutes
WASH and EFSL strategies
Training agendas and presentations
Technical adviser visits
Donor reports
Monitoring reviews/learning events
Audit (Sida)
PIPs
MEAL strategy and annexes
MEAL coordinator field visit reports
Recovery/Exit plan
Feedback/complaints system mechanisms
Feedback/complaints monitoring reports
Evidence of complaints being addressed and
reported on to complainant
Evidence of consultation with community – strategies
and technical reports
Evidence that changes have been made to a
programme due to feedback – Sitreps, technical
reports, MEAL reports
Pictures of billboards, banners, ration cards
Media reports on accountability
Blogs, mention of Oxfam, press releases/reports
Partnership agreements and assessments
Planning meeting minutes
Partner reports
Gender analysis and strategy
Advocacy strategy and evidence of results
Affected population feedback session reports
Pictures of structures adjusted to vulnerable groups
Protection advisor/HSP visit reports
Other protection actor reports
JCAS/contingency plan
Country operating model
Interview questions and tests/TORs for HSPs
Environmental risk analysis
Long-term programme strategy
Technical handover notes/ end of deployment
reports

Source
Country
PPAT
KARL
KARL
Country/ReliefWeb
Internet/ALNAP
Reliefweb/OCHA
website
KARL
Country
KARL
KARL/country
KARL
HDOs/PPAT
Country
Country
KARL
KARL
Country
KARL
PPAT
KARL/PPAT
Country
Country
Country
Country
Country

No. of documents
0
4
7
7
7
2
10

Country

3

Country

0

Country
Oxfam website/KARL/
country /PPAT
BBC, Reliefweb,
Alertnet
Country

0
0

Country
Country
Country
KARL/ Country
Country
Country
Country
Country
KARL
KARL
HD HR/PPAT
Country
Country
Country/PPAT

4
5
4
24
2
0
10
0
7
2
1
1
0
10
1
4 (LRRD)
0
1
1

13
1 agreement, 0
assessments
0
2
5
7
0
0
0
0
3
1
2
0
3
1
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Country self-assessment reports
Job profiles and team objectives showing surge
capacity
GOLD information –turnover data + absence data
Capacity planning spreadsheet
Staff objectives and personal development plans

Sumus/PPAT
HD HR/PPAT

1
1

HD HR/PPAT
HD HR/PPAT
Country

0
0
1

Other documents reviewed:
A Dangerous Delay – The cost of late response to early warnings in the 2011 drought in the
Horn of Africa, Oxfam and Save the Children, 18 January 2012.
Pinera, Jean-Francois, Sphere and Sustainability: A matter of time,, Journal of Humanitarian
Assistance, 13 January 2011.
On the Right Track? A brief review of monitoring and evaluation in the humanitarian sector,
conducted by the Consortium of British Humanitarian Agencies (CBHA) and led by ACF
International, February 2013
What is protection? Oxfam, date unknown.
Why the Sahel needs $1.6 bn again this year, Irin, 19 Feb. 2013.
http://reliefweb.int/report/niger/why-sahel-needs-16-billion-again-year
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Appendix 2: Benchmarks and standards
The standards listed below are either internal to Oxfam International or are those which
Oxfam has made a commitment to delivering against. The evaluator was not given access to
Sumus where standards such as WASH, EFSVL, Oxfam programme and Oxfam
Programme cycle management minimum standards are found. On the other hand, the
benchmarks only refer to Sphere standards, which have been used extensively to assess
performance, as well as HAP for accountability.
Standard
Sphere standards
HAP standards
People in Aid standards
WASH minimum standards
EFSVL minimum standards
MEAL minimum standards
Gender minimum standards
Oxfam Programme
standards (standard 8
especially)
Red Cross Code of Conduct
Oxfam Programme Cycle
Management

Available where?
www.sphereproject.org
http://www.hapinternational.org/standards.aspx
http://www.peopleinaid.org/pool/files/code/code-en.pdf
https://sumus.oxfam.org/emn-emergency-food-security-andvulnerable-livelihoods-subgroup
https://sumus.oxfam.org/emn-wash-subgroup
https://sumus.oxfam.org/emn-meal-subgroup
http://sumus.oxfam.org/emn-gender-subgroup
https://sumus.oxfam.org/emn-meal-subgroup/documents/programstandards-oxfam-working-towards-agreed-set-standards-across-oi
http://www.icrc.org/eng/resources/documents/publication/p1067.htm
http://intranet.oxfam.org.uk/programme/pm/guide-topcm/index.htm#resources
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