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Executive Summary: 

 

The massive earthquake that struck Haiti on Tuesday January 12
th

 2010 at 5pm, with a 

magnitude of 7.0 on the Richter scale, had its epicenter 25 km southwest of the capital, Port-

au-Prince
1
. An estimated three million people were affected, with approximately 230,000 

deaths and more than 300,000 injured
2
. Two million people were displaced

3
, living in 

approximately 1,200 spontaneous settlement sites
4
.  

 

Over 97,000 houses were destroyed, and over 188,000 damaged
5
. NGO, INGO, and 

Government buildings collapsed. Roads, bridges, school buildings, hospitals, universities and 

businesses turned to rubble. Apart from the physical destruction, the psychological impact of 

losing family members, homes, possessions and livelihoods was immeasurable. 

 

The ACF country office in Port au Prince was itself demolished, its vehicles written off, and 

staff affected. However, communications were established between the HQ and the field, 

donors were contacted, a press release issued, and an “appel aux dons” launched
6
. Practical 

support from the Gonaïves operational office, the immediate deployment of the HQ 

emergency pool specialists together with experienced ACF staff, and the speedy provision of 

pre-deployed equipment
7
, meant the ACF response was rapidly operational, with the first 

water bladder installed within four days of the earthquake, at Canapé Vert
8
. 

 

At the same time in Gonaïves, as well as mobilising staff to be forwarded to Port au Prince, 

water supply, waste management, and latrine repairs activities, to cater for those affected who 

had migrated away from Port au Prince, were initiated and implemented in the inundated 

health centres
9
. 

 

Beneficiary needs were quickly assessed and a comprehensive response package drafted. 

Funding was secured and programmes expanded, going far beyond initial objectives. The 

operation has been fast, innovative, and expansive, timely, relevant, and appropriately 

delivered, according to beneficiary needs. 

 

This provision of staff and equipment on such a huge scale has made ACF a significant actor 

in the overall disaster response, raising its organisational profile with the Government, the 

Cluster Groups, and with international donors.   

 

At all stages the operation worked within the communities, facilitating communication links, 

organising local committees, and solving problems with a consultative approach. This has led 

to an organisational acceptance within the beneficiary community that has facilitated 

programme implementation and contributed to staff security. 

 

                                                 
1
 USGS http://earthquake.usgs.gov/earthquakes/recenteqsww/Quakes/us2010rja6.php 

2
 British Red Cross – Haiti background information. 

3
 IFRC Real time evaluation July 2010 

4
 British Red Cross – Haiti background information 

5
 IASC Consolidated Appeals Process – Haiti Revised Humanitarian Appeal, 18February 2010  

6
 12.00pm Thursday January 13

th
. 

7
 Euros 400,000 were allocated to the response, and a plane containing emergency equipment and five expat 

staff   was despatched on January13th 2010, arriving in Port au Prince the following day. 
8
 16.30pm Saturday January 16

th
. 

9
 Hôpital de Secours, Raboto, K-Soleil 



 

5 

 

The large sum of funds generated from the French public is indicative of potential national 

support for the organisation
10

. Modern methods of communicating with the public have been 

successfully experimented with, which need to be built on during future operations. 

 

Furthermore, the staff, both international, and local, have shown a high level of commitment, 

resilience, and determination throughout the operation. Experiences gained will be invaluable 

for future operations. 

 

However, there are underlying areas of concern that need to be improved for future 

interventions: programmes have been running as fast as they can, while support services were 

struggling to keep up, jeopardising financial control, as well as compliance with purchasing 

and human resource procedures. This is not to say the programmes need to slow down, 

although the potential implications of rapid expansion could be more carefully measured in 

advance, rather, more resources need to be allocated to the support services teams, at all 

levels, so the distance doesn’t become extreme. Emergency procedures, especially with 

respect to the allocation of donor funds, needs to be reassessed.  

 

There is a strong belief, and a well accepted understanding, of the need to learn lessons from 

activities undertaken. A great deal of work has been done to try to make this possible; 

however, information isn’t being consistently transferred. A system for knowledge 

management and information gathering needs to be established and rigorously upheld. 

 

There is a core of extremely hard working staff at both the HQ and in Haiti, including local 

staff, that are committed to the organisation. However, retaining such staff is difficult in a 

competitive market, especially when funding for programmes end. The concern is that ACF 

becomes a training organisation for other NGOs with better terms and conditions, therefore 

reducing the capacity, quality and impact of future programmes and interventions. 

 

Staff are committed and working very long hours, previously under very difficult working 

and living conditions. This is sustainable only for a certain period of time.  Management 

measures to control this, and improved living conditions, needed to be considered both earlier 

in the operation, as well as now, therefore avoiding under efficiency, fatigue, risk taking, and 

mistakes. 

 

Related to the above, contract lengths have overall been too short, and have possibly led to a 

short term approach at times. The high turnover of staff, and the difficulty identifying staff 

for some sectors, has occasionally led to a lack of continuity, and the inability of the 

operation to fully manage all aspects of its operations, and has also been a problem for local 

staff to deal with. 

However, there is a certain, justifiable, pride, within the ranks of ACF, at the extent and 

impact of the operation. Not only the largest ACF response to date
11

, the response has also 

undertaken innovative activities, such as the baby tents and the fresh food voucher systems, 

which were relatively untried beforehand, but have shown great success. 

 

The need now is to look to the future. The response has struggled to emerge from the 

emergency phase of the operation. To a great extent this is due to the lack of a national level 

recovery strategy, which, until the results of the current elections are forthcoming, is unlikely 

                                                 
10

 The appeal launched raised over 6 million Euros  
11

 The total budget for operations to date is €21 Million 
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to appear. However, a lack of experience, shortfalls in staffing levels, and heavy workloads 

have left less time for strategic thinking. Nevertheless, the reality is that donor funding will 

start to decrease, or become more specific. Exit strategies, currently under discussion, need to 

be finalised and initiated, and a funding plan for 2011 needs to be finalised
12

. 

 

Beyond this, a long term strategic plan needs to be designed aimed at stabilising, as much as 

possible, the ACF in country capacity, avoiding the boom and bust cycle of operational 

capacity, that peaks and troughs before and after consecutive national disasters. Inherent 

within this is the need to identify long term partners, both local, whose capacities will need to 

be built, and external, whose funding will need to be committed. 

 

Overall, a great deal of hard work and effort has gone into what is the largest ACF response 

to date. The general feeling of satisfaction from a job well done, whilst admitting it could 

have been better in some respects, is well justified. The response has been an extremely 

intensive capacity building, and learning experience, for the organisation, and its staff, both 

local and expat, whose knowledge and increased capacity must be retained in the organisation 

for future development.  

 

Key recommendations: 

 

A. Haiti Specific Recommendations: 

 

a. To elaborate, and present, a long term ACF strategy in Haiti, including all 

standard programmatical elements, and incorporating a cross sectoral DRR 

approach, to be publicly launched as early as possible.  

 

b. The current psychological support programme needs to be extended through 

2011, until the mental condition of the population can be seen to be recovering. 

 

c. Increasing levels of prepositioned stocks in country, and internationally, needs to 

be co-ordinated within ACF-IN as a matter of urgency before donor focus moves 

elsewhere.  

 

d. A consolidated lessons learnt exercise, covering all of the food security element of 

the response, including the CFW review feedback, needs to be undertaken and 

institutionalised for sharing with future responses. 

 

e. An analysis of average contract lengths should be undertaken covering the 

“second wave” of expats staff in the response. This should be used as a 

benchmark to be improved upon for future large scale operations. 

 

f. Development plans for selected staff in Haiti need to be outlined for their future 

training needs and capacity building.  

 

g. An evaluation of possible implementation partners in mind with establishing a 

long term capacity building implementation partnership needs to be undertaken. 

 

                                                 
12

 Available as of January 2011. 
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B. General Emergency Response Recommendations: 

 

h. Future operations need to see more rigor applied to the observance of standard 

operating procedures. 

 

i. HR and Admin/Finance departments need to attain the necessary expat and local 

staff capacity levels to ensure basic compliance with standard operating 

procedures.   

 

j. For future operations of a similar size, in a location with a turbulent history, the 

exceptional deployment of a “sec ref” should be considered from the offset of the 

operation. 

 

k. Future large scale operations should follow the example of this operation and 

deploy a communications officer with the emergency team. 

 

l. As much as possible, interventions should provide WASH facilities for disabled 

users.   

 

m. The deployment of a logistician to each sectoral department should be 

encouraged in large scale operations. 

 

n. Improved living conditions for staff need to be prioritised earlier in interventions 

to encourage contract extensions and the retention of staff. 

 

o. Local media relations need to be focused upon from the outset of responses. 

 

p. Guidelines on data management need to be outlined and a system established that 

incorporates all beneficiary data and site information in one place.  

 

q. The establishment of a radio system for vehicle management, as well as a 

functional internet connection, need to be prioritised in the very early phase of 

any interventions. 

 

r. Posting ACF experts in the cluster structure has been very positive in terms of 

influence and profile and should be replicated, if possible, in future operations 

 

s. Evaluation reports need to be shared with programme managers in the field. 

 

t. All budget holders need to be trained in budget management techniques such as 

variance analysis and cost forecasting. 

 

C. ACF Policies and Procedures Recommendations: 

 

u. A comparison of ACF terms and conditions, compared to other NGOs, needs to be 

undertaken, and wherever possible improvements made. 

 

v. Precise donor budgets need to be negotiated, and signed, if not immediately at the 

onset of a disaster, then within a clearly set timeframe of when a preliminary 

funding agreement has been negotiated. 
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w. An internal recruitment drive, aiming at turning targeted local staff into potential 

expat staff, needs to be undertaken and established as a long term HR approach to 

staff training and retention. 

 

x. The necessity for new staff to work for two years on an “internship/volunteer” 

posting, before being eligible for a salaried role, needs to be reviewed.  

 

y. Recruitment drives, for specific sectors that displayed a lack of depth during the 

Haiti response, need to be undertaken targeting new sources of staff for future 

operations. 

 

z. Responsibility needs to be clearly designated to a specified department for the 

establishment of a matrix based information gathering and knowledge sharing 

system. 
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Background information: 

The republic of Haiti is a predominantly Francophone, Christian country, with an 

increasingly urbanised population of approximately 10 million
13

, located in the western one-

third of the mountainous island of Hispaniola, between the Caribbean Sea and the North 

Atlantic Ocean, west of the Dominican Republic, with a landmass of 27,750 sq. km, and a 

coastline of 1,771 km
14

.  

 

The first black republic to declare independence in 1804, Haiti is the poorest country in the 

Western Hemisphere
15

, with a human development index of .404, ranked 145
th

 in the world, 

just above Angola. Life expectancy is 61.7 years
16

.  

 

Plagued by a history of political violence, an armed rebellion led to the forced resignation and 

exile of President Jean-Bertrand Aristide in February 2004, after which an interim 

government took office to organise new elections under the auspices of the United Nations 

Stabilization Mission in Haiti (MINUSTAH). Continued violence and technical delays led to 

repeated postponements, however, eventually the current president, Rene Preval, was elected 

in May 2006. New elections are planned for November 28
th

 2010. 

 

It is estimated that 80% of the population are living below the poverty line and 54% in abject 

poverty, with two-thirds of all Haitians depending on the agricultural sector, surviving on 

mainly small-scale subsistence farming
17

. Haiti has minimal industrial activity, with the other 

mainstay of the economy being the informal small business sector, readily seen at local 

markets and city intersections, and at roadsides while driving through the small towns and 

villages in the countryside. Here, locally produced products, grown on small land holdings, 

are sold alongside the small “table top” businesses selling health products and small 

necessities. Haiti imports oil and natural gas, and as such is vulnerable to price fluctuations. 

Many families are reliant on remittances from the Haitian diaspora, the country’s primary 

source of foreign exchange, for their economic survival. 

 

Public services, such as the provisions of healthcare, education, water, and waste disposal are 

inherently weak and inefficient, and to large extent have been privatized putting them beyond 

the reach of a large part of the population. Governance is weak, and public discontent is 

rising regarding with what is seen as a slow response in rebuilding the country. 

 

The climate is tropical, with a hurricane season that last from May to November, rendering 

the country highly vulnerable to natural disasters such as floods and landslides, as well as 

damage caused by the strong winds and rain
18

. Environmental degradation has worsened the 

scenario, with an estimated 98% of the natural forestation now destroyed
19

. Furthermore, 

Haiti sits on the Enriquillo-Plantain Garden fault line between two tectonic plates moving in 

opposite directions. Further earthquakes cannot be discounted
20

.  

 

                                                 
13

 BBC country file. http://news.bbc.co.uk/2/hi/americas/country_profiles/1202772.stm#facts 
14

 CIA World Factbook https://www.cia.gov/library/publications/the-world-factbook/geos/ha.html 
15

 Ibid 
16

 UNDP Country profile: http://hdrstats.undp.org/en/countries/profiles/HTI.html 
17

 CIA World Factbook 
18

 Tropical storms Jeanne 2004, Fay 2008, Hurricanes Gustav, Hannah, and Ike 2008.  
19

 Wikipedia 
20

 http://www.guardian.co.uk/world/2010/oct/31/haiti-earthquake-warning 
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The massive earthquake that struck Haiti on January 12
th

 with a magnitude of 7.0 on the 

Richter scale, had its epicenter about 25 km southwest of the capital, Port-au-Prince
21

. An 

estimated three million people were affected with approximately 230,000 deaths and more 

than 300,000 injured, including 2000 amputees
22

. Two million people were displaced
23

, 

living in approximately 1,200 spontaneous settlement sites
24

, or relocating, throughout Haiti, 

to live with “host families” i.e. friends and relatives, with many returning to where they had 

originally migrated from. 

 

Government authorities and national response agencies themselves lost numerous staff, as did 

the UN, whose building, along with numerous other public and private properties, collapsed 

during the quake, thus hindering the immediate response.  The earthquake is the worst in this 

region for over 200 years and a massive international assistance operation has been launched 

to help with the immediate aftermath, as well as to start the rehabilitation process, which is 

expected to take many years. 

 

 Haiti map: 

 

 
 

The recent Cholera outbreak (October 2010) has exacerbated the situation, causing more than 

3,500 mortalities by the end of 2010, and raising tension between the population and the 

MINUSTAH forces, whom many believe to have created the problem, although the UN have 

stated there is no evidence to support this suggestion. However, the situation has led to a 

heightened security level, with regulations having to be put in place, restricting the movement 

of aid workers, and therefore slowing down the rehabilitation process.

                                                 
21

 USGS http://earthquake.usgs.gov/earthquakes/recenteqsww/Quakes/us2010rja6.php 
22

 British Red Cross – Haiti background information. 
23

 IFRC Real time evaluation July 2010 
24

 British Red Cross – Haiti background information 
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Purpose of the Evaluation: 

 

The purpose of the evaluation is to enhance operational performance as well as a way to 

increase ACF-IN accountability towards beneficiaries, partners and donors. 

 

Objective of the Evaluation: 

 

To assess the three-month deployment of ACF in response to the needs of the Haitian 

population following the January 12, 2010 earthquake which affected the urban area of Port-

au-Prince and surrounding areas, and its ability to maintain its current activities on the other 

regions of Haiti 

 

Scope of the Evaluation: 

The evaluation will cover five key areas relating to ACF’s emergency response in Haiti 

 

Programmes (30%): 

• Timeliness of the response in each area of operation/activity 

• Appropriateness of the technical response in relation to the needs 

- Appropriateness of needs assessment methodology & findings 

• Appropriateness of the strategy for the response 

-Coherence with other humanitarian interventions 

• Ability to project the organization in a second (reconstruction) phase 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Systems (30%): 

 

Human Resources: 

• Deployment of expatriate staff 

• Adaptation of HR structure in country and in on-going projects 

• Adaptation of procedures for integrating and deploying expatriate staff (e.g. job 

descriptions, training, briefing, etc.) 

• Recruitment of national staff 

• Adaptation of support teams at headquarters 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Logistics: 

• Deployment of logistical systems & support 

• Adaptation of logistics’ procedures to context (in terms of the emergency nature of 

the response, volume, funding) 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Administration: 

• Deployment of administrative systems & support 

• Adaptation of administrative to context (in terms of the emergency nature of the 

response, volume, funding) 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 
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Security: 

• Security Protocol and Management 

• Impact of security protocols on programme activities 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Funding (15%): 

• Timeliness of the disbursement of funds for the emergency response 

• Capacity to raise private and public funds at country and HQ level. 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Communication & Coordination (15%): 

• Integration with different coordination mechanisms (at field and HQ level) 

• Coordination with other stakeholders (e.g. UN, Government, NGOs) operating in 

Haiti 

• Internal Communications 

• Communications between different HQs (Paris, Madrid, London, Montreal & New 

York) 

• Effectiveness of external communication mechanisms 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 

 

Advocacy (10%): 

• Timeliness of advocacy efforts 

• Appropriateness of advocacy efforts 

• Integration of lessons learned from previous emergency responses (e.g. Tsunami, 

Darfur) 
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Methodology:  

The evaluation will be undertaken by an external consultant, during the period November 8th 

– December 14th, including a 10 day in-country assessment visit. 

 

Methodologies for the evaluation will be as follows: 

  

 Desk research and secondary data review of key documents: the consultant will carry 

out a detailed review of all relevant documentation available including: 

- ACF Policies and disaster response procedures and protocols 

- ACF HR and Financial procedures and protocols 

- ACF Haiti/Paris Programme Funding documentation  

- Operational updates  

-       ACF Haiti Strategic Plans 

- Assessment reports 

-       Key findings of ACF staff mission reports 

-       Reports or documents from other key actors (i.e. UN agencies, etc.) 

- Chronological history of operation, organograms, and team lists 

-       Any relevant information prepared by other stakeholders. 

 

 Field Trip to the affected area: 
 

 A 10 day field visit to the affected region was be undertaken, whereupon the consultant 

the relevant operational areas to witness the programmes first hand and interviewed key 

staff, community leaders and beneficiaries. 

 

 Key informant interviews / group interviews as appropriate:  

 

- Relevant ACF staff in Paris  

- Key ACF Management in Haiti 

- ACF Programme officers and staff involved in the operation. 

- Community Leaders. 

- Key external stakeholders such as members of the Government of Haiti, 

UN co-ordination agencies, NGOs and other actors. 

- Interviews will also be held with randomly selected members of the 

affected population with whom the operation has worked at community 

level.  

 

 Additional Methodologies to be utlised: 

 

- Semi structured questionnaire 

- Review Matrix 

- Lessons learnt workshops 

- Telephone interviews with identified personnel 

 

Initial findings should be available for discussion before the consultant leaves Haiti on 

December 2
nd

, with a draft report available by December 10
th 

2010. 
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Findings, conclusions and recommendations: Programmes: 

 

 

Water, sanitation, and Hygiene Promotion (WASH): 

 

For the hundreds of thousands of people affected and displaced, there could be no clearer 

need than the provision of life saving, potable, water. Initial assessments discovered that the 

wells and reservoirs were not seriously affected, and with the water trucking infrastructure 

already inherent to the country, the potential to supply water to the affected population was 

evident. Everybody needed water; there was no need to target particular communities or 

beneficiaries at that point.  

 

The sanitation programme would not be so straight forward. A lack of space, the ground was 

too rocky, and authorisation was not forthcoming with permission for latrines to be built in 

the equivalent of the Royal Gardens. Nobody wanted a toilet installed next to their house. 

 

The WASH programme, however, has been the “flagship” of the consolidated ACF 

operation. Supporting 115,000 persons in Port au Prince, Léogâne, and Gressier, and 

exceeding its original target of 75,000 persons, by sixty per cent, the programme has been the 

driving force of the ACF Haiti earthquake response
25

. 

 

The programme was made up of three main elements: the regular provision of potable 

water
26

, either by trucking in treated water, or through treatment stations, and stored on site in 

bladders
27

, the establishment of a sanitation system made up of either “portaloos
28

” or  more 

typical pit latrines, together with door to door, and later, more targeted hygiene promotion 

dissemination. 

 

The first bladder was installed four days after the earthquake. This extremely timely, 

response was possible due to the immediate deployment of the emergency team and 

experienced staff deployed by Paris, the mobilisation of the team based in Gonaïves,  the 

rapid provision of necessary equipment  from Paris HQ, and the availability of  ACF 

prepositioned contingency stocks in Nord-Ouest and Artibonite. From this moment on, ACF 

were sure to become a major actor in the overall earthquake response. 

 

Wherever possible the water provision was integrated with the complete range of ACF 

activities, however this wasn’t possible everywhere at first. The water provision was 

supplemented by the distribution of non-food items including buckets for the transportation 

of the water, plus hygiene items, beneficiaries were unable to afford
29

. 

 

The response was very well co-ordinated with DINEPA
30

, the government agency nationally 

responsible for all water and sanitation issues, together with other NGO actors in the cluster 

group. Although assessments were initially brief, the NGOS were able to quickly divide the 

areas to be covered (small scale duplication only became an issue later in the response when a 

                                                 
25

 Up to 230 000 additional persons benefitted from the Water Trucking programme, against the proposed 

216,000 (DINEPA) 
26

 An average of 766,800 litres of water, per day, between January and June 2010. 
27

 With a standard capacity of 10,000 litres each. 
28

 Plastic stand-alone toilets that need to be emptied on a daily basis. 
29

 Sanitary pads were not included in the hygiene kits, but perhaps could have been. 
30

 Direction National de L’eau Potable et de L’Assainissment 
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large number of other NGOs arrived). ACF selected those quartiers close to their office; a 

perfectly logical choice. Previously established partnerships with European based 

organisations, Aquassistance
31

, and The Véolia Foundation, also augmented the WASH 

response capacity. 

 

Beyond the hardware of the programme, hygiene promotion has been undertaken at the sites, 

from the first days of the response, predominantly in two forms: mobile door to door 

dissemination, and group dissemination exercises
32

. Without this, less evident, element of the 

programme, educating the population, thus reducing the transmission of water-born diseases, 

the impact of the programme would have been much reduced. 

  

There was however, a shortage of international staff in the first few months of the response, 

and at various stages throughout. Considering this specialist area of emergency response 

could be considered the “forté” of ACF this is quite surprising. This has led to a lack of 

supervision at times and issues regarding the supervision of the Hygiene Promotion staff, 

which at one point reached as many as 100. Unfortunately the WASH specialist in the Paris 

emergency pool had resigned the week before the earthquake. 

 

Also, the “portaloo” option only became available some weeks after the earthquake. Without 

this, it is hard to say if a solution would have been found. ACF need to theoretically prepare 

for an urban response, with a similar scenario re the unavailability of land, and design 

possible solutions, as the expensive “portaloos” may not always be available elsewhere, or 

costs may be too prohibitive. 

 

There are separate male and female toilets, and a paid assistant readily available to ensure 

soap is available and the toilets are kept clean
33

. A larger toilet for disabled users needs to be 

made available
34

. The shower facilities were a very welcome addition. All facilities visited 

were exceptionally clean.  

 

It should be noted that the camp population in Port au Prince were urbanised and, for the 

most part, used to reasonable sanitary conditions, and have complained of the noise and smell 

when the toilets are desludged. This often has to be done by hand, as the trucks have 

difficulty accessing the toilets from the road. Considering the cleanliness of the operation in 

general, and the high quality of the facilities provided, this is more a reflection of the mental 

state, and the previous living conditions of some of the population. 

 

The formation of community committees has been beneficial in improving relations with the 

beneficiaries, targeting vulnerable individuals, and in organising distributions. However more 

could have been done to formalise their input into the programme design and implementation 

process. A complaints procedure could also have been established
35

. 

 

Sadly, it has not been possible to convince the majority of the population that they should 

drink the chlorinated water. The preference is still for the taste of the reverse osmosis water 

they have grown up with. 

                                                 
31

 Established the treatment station at Léogâne. 
32

 More recently local restaurants, schools, hospitals and public premises, have been target 
33

 An element of the cash for work programme. 
34

 2000 people had limbs amputated as a result of the earthquake – British Red Cross Haiti background 

information.  
35

 Establishing a complaints procedures is equally applicable to all the programmes. 
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Sphere standards were impossible to meet during the emergency phase, and as such, were 

relaxed by the cluster working group. In recent months an increased standard has been 

formulated, which the programme is now trying to meet. 

 

Although it is a year since the earthquake, the need to supply potable water on the sites still 

exists. Donors however, will not cover this expense for much longer
36

. An “exit strategy” 

based, in co-ordination with DINEPA, upon communal responsibility
37

 and beneficiary 

payment for the provision of water
38

 organised through the ACF established water 

committees, has been outlined and the community engagement process has started. Already, 

the number of sites where water is provided has been gradually reduced over recent months, 

as the trucking activity winds down. Private and public water entrepreneurs, a great many of 

which have been put out of business by the earthquake, will need to repair their storage 

facilities. This will not be done however while the local population receive their water for 

free. 

 

A similar process has been foreseen for cleaning and desludging the latrines, however, this is 

an expensive operation as the portaloos need to be desludged daily, and it is unlikely that 

DINEPA, to whom they will be handed over, can afford that
39

. The program was very 

proactive to establish the first agreement, with CRS, who have been funding the desludging 

of the latrines located on the Champs de Mars so far. 

 

How successful this strategy will be is hard to predict. One concern is that the programme has 

a funding shortfall of €1.5M (due to the additional time period and increased beneficiary 

numbers) without which the programme may have to close on December 31
st
 2010

40
. 

Obviously this leaves little time to handover responsibility to the communities. 

 

The long term sustainability of water and sanitation provision in the country lies with the 

ability of DINEPA to manage this sector. ACF need to maintain strong links with the 

organisation, and through them the local authorities, where possible, increasing local 

governmental capacity, both in terms of the national infrastructure, as well as actively 

encouraging its trained local staff to follow a career path that will result in an eventual 

transfer to that organisation. In effect, running the WASH programme for the country. 

 

Conclusions: 

 

This has been a highly appropriate and timely intervention with a high coverage of the 

affected population. Staff involved are right to feel proud of their achievements. 

 

There are also lessons to be learnt from working on such a large scale response in a mostly 

urban context
41

, and elements of the response that can be improved upon for future 

operations. 

 

                                                 
36

 The Cholera epidemic has extended support for some additional months. For how long is uncertain. 
37

 A simple extraction process which electrifies salt reducing it chlorine, to be used to treat the water, has been 

introduced to the communities. 
38

 As they did before the earthquake. The current cost of a truck of water is approximately $65 
39

 There are more than 1000 latrines currently in operation. The cost to desludge each latrine is $6,5 per day for 

the portaloos and 3,5USD for the pit latrines.  
40

 Since resolved, by the transfer of ACF France’s own funds to cover the deficit. 
41

 Léogâne was a more typical rural intervention. 
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The programme has raised the profile of ACF at both a governmental level, and within the 

NGO community. 

 

Transition to a long term intervention is overdue, due mainly to the lack of a clear 

governmental strategy on how to relocate the beneficiaries. Once agreed, the envisaged exit 

strategy needs to be implemented as a matter of urgency, with a long-term programmatic and 

funding strategy to be outlined and pursued.  

 

The capacity and infrastructure of the national and local water authorities should be 

supported wherever possible, when in line with local ACF objectives, and perhaps could have 

been supported more within the response, in terms of repairs to water pipelines and local 

storage facilities. 

 

Recommendations: 

 

 Recruitment sources for experienced expatriate WASH staff need to be expanded so 

as to deepen the resource “pool” in preparation for future responses.  

 To “Utilise” the Cholera epidemic to “buy time” with respect to extending the period 

available to implement the WASH exit strategy. 

 Results of the current “Groupe URD” evaluation of the WASH programme be shared 

with the staff in the field and be institutionalised for future operations. 

 Alternatives, in similar terrain, to the “portaloo” solution need to be identified. 

 As much as possible, to provide facilities for disabled users in future operations.   

 Prepositioning of increased levels of emergency stock items nationwide needs to be 

considered whilst donor interest remains. 

 Long term planning must be undertaken in co-ordination with DINEPA. 

 

Food Security (including cash for work): 

 

As much as possible the distribution of food and non-food items was integrated and co-

ordinated with the WASH and Nutrition activities, supporting the same beneficiaries, in the 

same sites, and communities, generating an almost holistic approach to the situation
42

. 

 

The initial distribution on January 21
st
 2010 of 14 days of high protein biscuits (BP5) to 

children under 5, which continued until early March, whereby over 450,000 daily rations 

were distributed in approximately 84 districts of Port au Prince, was both timely, relevant, 

and appropriate
43

 covering a large part of the affected targeted population. 

 

Similarly, starting in March, replacing the BP5 distribution, supplementary Plumpy, or CSB 

with oil and sugar, targeted at children between 6 months and 5 years old, as well as pregnant 

or lactating mothers, was also distributed for four months, to over 6,000 children, in almost 

5,000 families.  

 

                                                 
42

 In co-ordination with other actors e.g. for health and for large scale food distributions (although the operation 

distanced itself somewhat from the military protected WFP food distributions). 
43

 Although it is accepted that, despite disseminating information as to the best consumption usage of the 

biscuits, the parents, at times, would also consume a certain percentage.  
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The affected population, clearly in need of funds for basic needs
44

, benefited from the cash 

for work initiative, targeted at 17,441 vulnerable families in Port-au-Prince and 5,436 in 

Artibonite, identified by local committees, with a reduced earning capacity
45

, undertaking 

useful public works, clearing away the rubble and cleaning out water channels and drainage 

systems. Similarly, the cash for work initiative was also relevant and effective. This was 

undertaken in both Port au Prince and with displaced communities in Gonaïves commencing 

in February 2010, and lasting for 6 months. Some 4,899 families, deemed unable to qualify 

for the cash for work, were given cash grants to purchase basic needs or to initiate a small 

income generating activity.  

 

Assessing that families had lost most household items, the programme also distributed, 

starting on February 4
th

, “Emergency kits” to over 15,000 families
46

.  

 

Furthermore, the fresh food voucher system, starting in May 2010, had the duel impact of 

improving the quality of targeted families’ food consumption, and also of regenerating the 

local fresh food market. This complimented the WFP distributions of staple food items. 

 

The usage of reusable distribution cards, together with distribution lists, for each site was 

important
47

, as it meant beneficiaries did not need to be re-selected and identified for each 

distribution
48

. It also showed an ongoing commitment to communities, therefore improving 

working relations. Furthermore, it enabled staff to know if enough stocks were available, and 

how much needed to be taken to the site to ensure there was enough to cover a full 

distribution (and avoid unnecessary crown trouble).  

 

The activities have not been without difficulties. It is hard to say if the cash for work teams 

were selected on a purely beneficiary needs basis by the community leaders. External 

pressures from groups in the sites and internal pressures from families and friends will surely 

have affected the content of the work groups
49

. The possibility that people have paid to get 

onto the work team has also been raised. A shortage of ID cards, lost in the earthquake, made 

the situation difficult to control. 

 

Verifications of lists were undertaken on a sampling basis, however considering the high 

levels of population movement this was hard to do. It was estimated that it took 

approximately three months to get lists correct. 

   

Such issues are unavoidable, and perhaps are a cultural reality. However, different working 

methodologies need to be compared and assessed. The current evaluation, mentioned above, 

is a positive initiative. 

 

It is questionable also as to how well community committees represent their relevant 

population. Although perhaps not always a source of income, being the member of a 

                                                 
44

 Initial “walk though” visual assessments were quickly undertaken and appropriate to identify immediate 

needs. 
45

 A minimum of 40% females and families with infants under 5, handicapped family members, or who have 

lost an income earner in the earthquake, widows/widowers, or those who have completely lost their house. 
46

 Blankets, tarpaulin, plastic buckets, mosquito net, soap, etc. 
47

 There were 15/20 different distribution sites – one for each sector that ACF was operational. 
48

 This has not always been that easy or effective, with lists regularly changing and sometimes incomplete. 
49

 A separate evaluation, currently underway, specifically investigating the methodologies of the CFW 

programme will provide more information of the best procedures to follow and the pitfalls to avoid. 
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committee brings with it a certain amount of power, influence, and social esteem. Where 

gangs have been in control of settlements, this has created a security risk for operational staff. 

However, for the most part, based on the considerable amount of support provided, ACF have 

gained the respect and appreciation of the communities. This has helped them deal with the 

small security incidences that have happened on some of the distribution days.  

 

Post distribution assessments were undertaken after each distribution. This is a pleasing 

aspect, demonstrating a professional approach to the programme.  

 

Having a Food Security Co-ordinator accompanying the emergency team, who stayed until 

the end of May 2010, and has since returned, has given the programme a strong sense of 

continuity, which would have been beneficial to other departments had they managed to do 

the same.  

 

Looking forward, it is disappointing that proposals for a longer term intervention, written in 

May, were not acted upon due to a gap in expatriate staff. This is still not finalised, and needs 

to be followed up in co-ordination with other elements of the in-country long term strategy. 

There are certainly needs throughout the country that could be addressed. 

 

Like all other projects, the programme suffered from a lack of budgetary feedback and 

control. Innovative projects were being undertaken on the basis that there was funding 

available. However, as mentioned below
50

, this needs to be worked on and improved for 

future interventions. 

 

Conclusions: 

 

The well-targeted diverse range of responses has been effective in supporting the affected 

population to cope with the first few months after the earthquake. Activities have been 

relevant to the beneficiary needs and conducted in an appropriate manner. Coverage has been 

widespread, and well appreciated. 

 

A number of new interventions were undertaken during the programme, including the 

voucher system. The availability of ACF’s own funds took away some of the risk of 

venturing into these projects. 

  

Having one distribution team, trained and efficient, for all sectors of the response, worked 

well.  

 

Similarly, the availability of a logistics person within the food security department proved 

beneficial, enabling greater control of its own operations and purchasing.  

 

The decision to distance itself from the military protected WFP distributions was well made, 

as this set ACF aside from the Government and MINUSTAH.  

 

Co-ordination with other internal departments has been beneficial to the overall programme 

impact. 

 

 

                                                 
50

 See the admin/finance section below. 
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Recommendations: 

 

 A consolidated lessons learnt exercise, covering all of this element of the response, 

including the CFW review feedback, needs to be undertaken and institutionalised for 

sharing with future responses. 

 The vouchers system needs to be well documented for future usage.  

 The inclusion of logisticians in sectoral departments could be duplicated in future 

responses. 

 

Nutrition: 

 

Prior to, and after, the January 12
th

 earthquake, malnutrition levels, in general, have not been 

particularly high in Haiti. As such, the decision to target, in co-operation with the food 

security and psychological support programmes, nutritional support to particularly vulnerable 

groups, i.e. infants under 2 years old, breast feeding toddlers, less than six month old, and 

their lactating mothers, so as to avoid those, perhaps borderline cases, becoming 

malnourished, was both appropriate and effective. 

 

Support to lactating mothers, who may have suffered an acute shock as a result of the 

earthquake and its ongoing tremors
51

, and may longer be able to produce sufficient quantities 

of milk, as well as to orphaned children, who had lost their mothers, was conducted at 

specific “Baby Tents” or “Milk Tents”, where, as well as the provision of milk in a sanitized 

environment, thus reducing chances of diarrheal or other infections, the dissemination of 

maternal and child health and hygiene informational was undertaken.  

 

The systematic measuring of a child’s vital signs on a daily basis, and the moral support 

provided to the mothers by the staff, and from their neighbours, has proved an effective 

approach with positive results. 

 

This was a comparatively new intervention for the organisation which, overall, has had a 

welcome impact in the beneficiary communities, and, of course has been of particular help to 

those screened children, found to be undernourished, who were supported back to good 

health in the cost efficient “Mobile Malnutrition Clinics”
52

.  

 

As such, the programme teams were well accepted in the communities, once more raising the 

profile of the organisation amongst its target beneficiaries. 

 

The programme, however, was not without difficulties: attendance dwindled after a while, 

and there was a shortage of experienced staff to manage the program. However, in general, it 

certainly qualifies as a programme than can be utilised and built on for future interventions.  

 

Lessons learnt must be taken forward to future operations. This should not be difficult as the 

programme is already documented, as it was used as the basis for the national protocol on the 

establishment of baby tents orchestrated with the Ministry of Health/ PCNB. 

 

Working together with the psychological support programmes makes the programme an 

attractive package for donors, and for the general public as well. 

                                                 
51

 Aftershocks were common in first few days after the earthquake. 
52

 PTAs “Programmes Thérapeutiques Ambulatoire”, spending a day or two in each community a week.   
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In general the programme did not have difficulties recruiting expat staff (on short contracts), 

however finding expat staff with experience of managing staff and resources was an issue. 

There were enough qualified and trained nursed in need of work so that recruiting local staff 

was fairly straight forward.  

 

Conclusions: 

 

The nutritional program in general has been a success. However, it is now time to look to the 

future, and to consolidate a longer term approach to nutritional issues in the country. Initial 

steps have been made in this direction, which perhaps could have been made sooner, that 

need to be resourced both financially and in terms of human resources.  

 

Recommendations: 

 

 The programme needs to be well documented for future replication elsewhere. 

 Sources for the recruitment of experienced expatriate nutritionists need to be 

expanded. 

 The programme should be sure to be well promoted by the communications 

department during future operations. 

 

Psychological Support: 

 

There is currently no government level structured plan as to how to deal with the displaced 

population affected by the earthquake, and until the election process is finalised, and 

politicians appointed to their new positions, which is unlikely to be finalised until the second 

quarter of 2011, there is unlikely to be any progress. People have already been living in 

cramped, confined, unsociable, and unhealthy conditions for almost a year, and with no end 

in sight, the psychological condition of the affected communities will only deteriorate over 

the coming few months. Only with a co-ordinated national approach to the problems faced, 

will the mental condition of the people start to recover. 

 

The provision of psychological support, within communities that normally don’t have access 

to such services, is even more appropriate and important now, as it was at the very onset of 

the response. Losses in terms of family members, homes, livelihoods, schools, and social 

structure cannot be easily measured psychologically, but the effects can be clearly 

understood. The additional fear of a nationwide Cholera outbreak has only exacerbated the 

problem. 

 

Although the vast majority of the affected communities have carried themselves with dignity 

over the past year, stepping smartly out of their makeshift accommodation in freshly pressed 

clean clothes, the increasing number of people, taking advantage of the psychological support 

available, which is not something individuals are accustomed to doing, is an indication of the 

rising levels of desperation and depression. Although the impact of such support is difficult to 

measure
53

, the provision of such a service clearly needs to continue for the foreseeable future. 

 

                                                 
53

 In terms of quantity, each psychologist can only realistically see 6 people per day. Total numbers of people 

supported are sometimes not enough to impress donors. 
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In terms of the immediate response to the earthquake, psychological support started in 

February 2010 dealing mostly with post-traumatic stress cases. This could have been 

available earlier had a specialist been deployed with the emergency team. Since then however 

the problems are more diversified, related to the living conditions, and trying to manage 

family life faced with a full circle of social difficulties and family issues.  

 

The second element of psychological support to the communities has come through the baby 

tents initiatives, which has not only provided support of a nutritional nature for mothers, but 

also provided a safe haven, away from their living conditions, where women could join other 

mothers to discuss and share their problems. The psychological support element of this is 

clear. Mothers identified as needing psychological support are referred to the psychologist, 

based nearby. 

 

One problem faced is that of reaching the most desperate cases that remain at home, and do 

not visit the facilities available. One facet of the programme is its mobility. Whereas 

mornings are spent in the tents, afternoons are spent making home visits within the 

communities themselves. However, there has been some reticence amongst the local staff to 

undertake sessions in the homes of affected individuals, due to the nature of the conversations 

to be had, and the need for a peaceful environment to get the best results. This has gradually 

changed over time, so that home visits are now undertaken.  

  

There has been, and still is, a shortage of expat staff on this programme. The initial expat 

stayed until the end of February, the next till the end of June. There have been gaps in 

between and there is currently no co-ordinator in post. Without psychological supervision the 

baby tents have focused on the nutrition aspects of their objectives, reducing programme 

effectiveness, and diminishing the impact of the overall programme. 

 

Local staff have been relatively easy to recruit, particularly in Port au Prince, although most 

of the graduates recruited have yet to fulfill their final thesis obligations to fully graduate 

from the course
54

. Being their first work experience, this of course means their level of 

expertise is not so high, and as such there is a constant need for on the job training and 

support from the expat staff. Local staff look for additional responsibility, but as yet are not 

able to manage it. Experienced expat psychologists are therefore needed to both manage the 

programmes and also to train the programme staff. This process will improve the efficiency 

and sustainability of the programmes in the long run, reducing costs as local staff take over 

from the expats. 

 

The programme is unable to cover the whole of the affected population, although working in 

separate sites, on different days of the week improves the programme coverage and impact. 

An upcoming problem is the increasing incidences of pregnant young women, or young 

mothers, victims of sexual aggression after the earthquake, who are ostracised by the 

community, and have little means of self support. 

 

Psychological support to the programmes own staff has been addressed at various stages. 

How successful this has been is hard to say. Certainly the availability of a psychological 

debriefing at the end of the mission has been well appreciated. Responsibility for the mental 

well-being of all expat and local staff cannot be placed on the psychologists in the field; 

however, they could be used as a resource if required. 

                                                 
54

 There are currently 10 local staff working on the purely psychological element of the response.  
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Funding for the programmes has come internally for the purely psychological support 

element, and externally for the baby tents
55

. This internal support reflects a possible 

commitment to the need for psychological support to become an inherent part of an 

emergency response, however, the feeling is that this sector still has to prove itself to the 

organisation as a whole. For future responses, however, either within Haiti or externally, if 

necessary, this funding initiative should be replicated if external funding is not available. 

 

The visibility of the programme has been raised recently through good co-ordination with the 

communications department, which could improve the chances of future external funding. 

Specific donors with a history of supporting such programmes need to be identified and 

targeted.  

 

Conclusions: 

 

Faced with a “package” of problems, the psychological condition of the population is on the 

decline. The current programme needs to continue to operate for the foreseeable future. In 

house funds need to be set aside to support this, if outside funding cannot be secured. 

 

The baby tents programme is a comparatively new initiative, but has provided support to 

mothers at many levels and should be replicated in future responses. The programme has 

gone well although there have been a few teething problems initially. Methodologies utilised 

need to be documented to be passed on to future programmes.  

 

The Psychological support guidelines, which are currently being drafted in Paris, need to be 

finalised as soon as possible and shared within ACF- IN. 

 

The shortage of psychological staff available for deployment needs to be addressed. 

Furthermore, considering the nature of the role, and the need to invest substantial amounts of 

time to develop local staff, for future interventions, short term deployments should be 

discouraged, with long term contracts much more preferable.  

 

As a result of this response, ACF has become one of the main actors for psychological 

support programmes in Haiti, supporting and co-ordinating well with the Ministry of Health, 

IASC, and IOM.  

 

Recommendations: 

 

 The current psychological support programme needs to be extended through 2011, 

until the mental condition of the population can be seen to be recovering. 

 A full lessons learnt process be undertaken on the baby tents programme so as to 

ensure experiences gained are passed onto future interventions. 

 Sources for the recruitment of expatriate psychologists need to be expanded. 

 

 

 

 

 

                                                 
55

 ECHO. 
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Advocacy: 

 

Advocacy in the operation has been undertaken in many forms, and within different sectors. 

 

As mentioned above, good co-ordination with the Ministry of Health/ PCNB has led to a 

national protocol on the establishment of baby tents, within which ACF has played a major 

role, similarly, the psychosocial programme, through IASC have contributed to the national 

protocol for mental health. 

 

Attending and providing staff for the co-ordinating cluster groups
56

, and as a member of the 

Humanitarian Country Team, ACF have put forward their views on necessary reforms. 

Strong links with DINEPA, (a former ACF manager is now their current programme co-

ordinator) with the WASH cluster (again a former ACF colleague as the focal point), and 

with donors, have enabled initiatives to gather momentum, and support. 

 

This work has been undertaken by Programme Co-ordinators and Managers, and not only by 

the Communications/Advocacy officer, however, this role would be able to attract media 

attention to issues should the need arise. 

 

In future, there will be a clear role for the Psychological support programmes for monitoring 

the situation of violence against women in the communities. 

 

Conclusions: 

 

The approach towards advocating issues has been undertaken in an appropriate manner, 

concentrating on relevant issues to the programmes that have been and are being 

implemented. 

 

Recommendations: 

 

 To increase advocacy amongst donors, at both HQ and field level, regarding the need 

for a long term funding strategy for future programmes. 

 

Disaster Risk Reduction: 

 

Although not part of the emergency response, DRR is an important element of the long term 

strategy for ongoing ACF operations in all areas of Haiti. 

 

Included in the 2010/2012 Operational Strategy document, clearly there is an understanding 

of the need, considering the extent to which Haiti is vulnerable, and susceptible, to natural 

and man-made disasters, noting also its low capacity to manage such risks, for the inclusion 

of DRR strategies in the long term planning process.  

 

The 2010/2012 strategy highlights a number of potential courses of action, relying mostly on 

the current range of programmes to strengthen resilience. Equally important is the 

strengthening local capacity, and for this element of the strategy, there is currently no defined 

structure, and perhaps no funding available, unless ACF uses its own resources. 

                                                 
56

 An ACF staff member was appointed as the focal point for the Nutrition cluster group. 
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Working with partner organisations, and with local authorities, is an iterative, time 

consuming process, which needs to be started on as soon as possible. Should the “Cash for 

Work” projects in the community be mobilised, and infrastructure rehabilitation be 

undertaken, this will need staff to manage these activities. Currently there is only one person 

in Port de Paix identified with that role, covering only that part of the country.  The details 

and deployment of the staff structure necessary to establish this activity, needs to be finalised 

and organised as soon as possible. 

 

A more integrated DRR approach has been put forward by the Paris based, DRR advisor
57

, 

suggesting a dual approach supporting both urban and rural communities. Whatever approach 

is decided upon needs to be outlined soon, while there is still sufficient media and donor 

focus on the country to make securing funds a possibility. 

 

Conclusions: 

 

A concrete plan of action needs to be drawn up, together with a detailed budget, and a human 

resource plan, for the long term DRR activities to be undertaken in Haiti, highlighting 

methods of implementation related to programme sustainability, and how this is integrated 

within current programmes. This needs to be forwarded to interested donors, with a similar 

viewpoint, at the earliest opportunity
58

. 

 

DRR needs to fall within the long term strategy of the ACF response in Haiti, and has to be 

based on local capacity, community and local authority ownership. Implementing partners 

need to be consulted from the outset in terms of programme design and identifying local 

needs.  

 

Recommendations: 

 

 To elaborate, and present, the long term ACF strategy in Haiti, including all standard 

programmatical elements, and incorporating a cross sectoral DRR approach, to be 

publicly launched as early as possible.  

 

Systems: 

 

Human Resources: 

 

Staff, both local, and international, in Haiti, and in Paris, have shown exceptional levels of 

resilience and commitment to the operation which should not go unrecognised. The 

practicalities of communication (there is a six to seven hour time difference), and the tasks to 

be undertaken, meant that long hours were being worked both at the HQ and in Port au 

Prince, where staff were squeezed into the site of the former guesthouse, living in tents, or 

sleeping outdoors, in whatever space was available, enduring repeated aftershocks, and, 

initially, lacking in resources
59

.  

The deployment of the emergency pool team, together with experienced, current, or former 

ACF staff, quickly mobilized by the Paris headquarters went well. Furthermore, the three 

                                                 
57

 Field Visit Mission Haiti, 4-14 September, 2010, Andrew Mitchell 
58

 ECHO has shown some interest in DRR activities. 
59

 Vehicles were damaged in the earthquake and rendered un-operational. Computers and printers were lost in 

the collapsed office, and some local staff did not return to work for seven days after the earthquake. 
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pronged approach of the existing CDM, his successor, and the head of the emergency pool 

team, split the workload in three, covering the current programmes, the earth quake response, 

and the co-ordination with other actors in the field. The only question that arises is the 

appropriateness and efficiency of utilising the in country staff, affected by the disaster, to 

respond to it. It would be useful to confer with other partners in the field, so as to understand 

their experience in this matter so as to formulate some guidelines on the issue. 

 

As would be expected, the emergency team, together with the first expats to arrive in Haiti, 

were, for the most part, on short term contracts of one or two months. This “first wave” was 

made up of only experienced staff, “old hands” well accustomed to working together, and 

“old friends” meaning co-ordination and co-operation were well managed. This stage laid 

excellent foundations for the remaining operations. Credit should be given to the HQ HR 

staff and sectoral “pool” managers for locating and recruiting such a large number of staff at 

such short notice
60

. 

 

The “second wave”, arriving approximately in early March 2010, were a mixture, some 

experienced with ACF, some experienced with other organisations, and seemingly, quite a 

high percentage of first time deployments. This “second wave” were mostly to leave in June / 

July 2010, to be replaced by the currently operational “third wave”.  

 

The issue here is that the contract length of the “second wave” staff should, on average, have 

been longer, preferably a minimum of six months. One factor affecting this is the living and 

working conditions. Two months after the programme starting, expat staff should no longer 

have still been living in temporary accommodation
61

. It is obviously difficult to persuade 

incoming expat staff to sign a contract for six months or more, when they are aware that the 

living conditions in the field are still extremely difficult, and of course, especially in the 

closely knit French NGO sector, communication between potential starters with former 

colleagues in Port au Prince would have been easily available
62

.  

 

Contractual terms and conditions, the reputation of Haiti as being a difficult location in which 

to work, availability, and security concerns, would, no doubt, have also affected contract 

length negotiations as well, however, the lack of suitable living and working conditions will 

have generated fatigue and stress, and contributed to expat staff not wishing to extend their 

contracts, and another round of incoming, short term, expat staff. In general, the turnover of 

staff during the first six months of 2010 was too high
63

.      

 

Operationally, this has, at times, contributed to a lack of programmatical continuity, a 

possible lack of long term planning by some staff, valuable time spent training new staff to 

understand the ACF systems, additional time needed for briefings and debriefing and 

evaluation reports, and local staff having to adopt to new managerial styles, levels of 

knowledge, and ways of working, which they found difficult. There is also the additional cost 

factor of the additional flights and associated recruitment and briefing expenditures.  

 

Some sectors with a “pool” of dedicated staff to draw from did not see any major gaps 

between expat staff deployed to, or returning from, the field. Others, however, were less 

                                                 
60

Approximately 60 staff were deployed within the first two months. 
61

 There were no major security concerns; housing and funding were available. 
62

 Staff moved into their current, acceptable accommodation in June 2010. 
63

 This needs to be avoided in the Cholera response where, I was informed, there are currently 55 staff operating 

out of one office location in Port de Paix. 
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fortunate. Both the WASH and the Psychosocial programmes have been short on staff 

especially in the first three months of the operation concerning the WASH programme
64

. 

Specific attempts need to be made to identify those “pools” that displayed a lack of depth, 

and a recruitment drive needs to be undertaken to ensure enough staff will be available for 

future large scale responses. 

 

As mentioned above, the terms and conditions offered by ACF do not compare well with 

other INGOs. This applies to specifically to expat staff, however, national staff salary levels, 

although having been upgraded in October, need to be compared with other NGOs on an 

ongoing basis, to ensure they don’t slip behind once more. The cycle of boom and bust 

operational levels in Haiti, correlating to an upsurge in staff required for each emergency, 

often means the immediate recruitment of local staff when funding becomes available. 

Naturally, once the short term funds have been utilised most staff will need to be laid off. 

Now trained however, they are then able to obtain more permanent employment with other, 

developmental NGOs, or other local organisations, and as such time and resources training 

and capacity building such staff is lost
65

. 

 

Similarly, for expat staff, especially it seems at a more senior level, the improved salaries and 

conditions offered by other INGOs to experienced expats are often difficult to refuse, and 

once gone, few are likely to return. This is as equally applicable to HQ staff members as in 

the field, in fact terms and conditions for staff in the field are considered better than for those 

at HQ.  

 

Although there is a core of experienced staff, dedicated to ACF, the concern is that ACF has, 

or will become, a training organisation for other aid organisations. Unless terms and 

conditions are revised and improved, this will continue to be the case for the foreseeable 

future, affecting the capacity, quality and impact of future programmes and interventions, not 

only in Haiti, but also elsewhere
66

.  

 

Although there were some staff deployed from within the ACF-IN structure operational in the 

response, this was a minor contribution compared to the number of expat staff deployed. This 

is a source of potential expat staff, fully versant with ACF procedures, operational on arrival. 

This potential resource needs increased utilisation. Furthermore, it is one method of retaining 

local staff within the organisation, building their capacity, and increasing disaster 

preparedness levels. There is a need to develop a more long term approach to staff 

recruitment and development. 

 

Similarly, more emphasis needs to be placed in the coming months on training local staff in 

Haiti to replace the expats, thus reducing costs
67

, creating greater sustainability and local 

capacity, therefore improving the organisation’s ability to respond quickly and more 

efficiently. It is clear, however, that some roles are more suitable to local managers than 

                                                 
64

 The Psychosocial programme is still missing a national co-ordinator. 
65

 A review of local staff salaries, compared to other INGOs, was undertaken this summer, with salaries 

upgraded accordingly. This was much appreciated by local staff members.  
66

 Interestingly, of the currently predominantly female staff in Haiti, none of them have children. The conditions 

offered are, for the most part, only suitable for employees at a certain stage in their lives and careers, evident in 

the demography of current staffing levels.  
67

 One donor did state that ACF was an expensive NGO to support. Not in terms of the high salaries of staff, but 

in the high number of staff employed. 
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others. External pressures
68

 on local staff in senior roles can sometimes lead to conflicts of 

interest, whereby it can be easier for him/her to defer responsibility to the expatriate.  

 

One unfortunate result of the influx of international staff was the marginalisation of some 

influential local staff. This, for a while, robbed the programmes of the local perspective and 

input. Normally an important ingredient for operational success, and support for local 

security controls. 

 

Particularly successful operational deployments are the logisticians within each sectoral 

department, and the recruitment of an Expat Life Facilitator (ELF), an idea copied from the 

Sudan. Both should be replicated in future large scale interventions. The down side of this 

however is the number of expat staff employed, the risk of becoming an expensive 

organisation to support, and possible confusion in the logistics hierarchal structure.  

 

The role of the programme support co-ordinators in Port au Prince need to be assessed in 

detail, as although this may have allowed the country co-ordinator to think more strategically 

at times, not all indications point towards the role as bring a success. Similarly, the country 

level programme co-ordinators seemed to have focused on Port au Prince, not providing the 

necessary support required to the non-earthquake programmes in Artibonite and the North-

West. The functioning of these roles need to be closely monitored if replicated in future large 

scale interventions. 

 

Separately, the attachment of additional staff members to particular departments in Paris, had 

the beneficial effect of reducing the workload on identified individuals and teams, enabling 

them to allocate more time to the Haiti programme. The reallocation of countries to other 

staff members and departments had a similar positive effect. 

 

With respect to the initial and continued operations, both in Port au Prince and in the North 

West (Gonaives and Port de Paix), it is clear that staff have been, and still are, committed to 

the operation, working very long hours (minimum 10 hours a day), probably six, and 

occasionally, seven days a week, (although for the expats in Port au Prince at least, a lot of 

effort has gone into improving the working and living conditions, which are now much better 

than previously). This is sustainable only for a certain period of time for any individual. 

Eventually, staff become burnt out, run down, susceptible to illness, and moreover, are 

extremely unlikely to stay beyond the initial contract period. This again contributes to the 

high turnover of staff and its inherent problems. 

 

Management measures, for example a “buddy system” or small “self-support groups”, to 

monitor stress levels, and ensure fellow colleagues’ welfare, could have been introduced, 

both now, and earlier in the operation, attempting therefore to avoid such a high turnover rate 

of staff, under efficiency, fatigue, risk taking, and mistakes. Improved R&R possibilities 

could also be looked into to tempt expats to remain in post for a longer term
69

.  

 

Guidelines on stress management should be regularly distributed, and should be continually 

reinforced to expats, and local staff, stating that they need to ensure they manage their own 

time and energy accordingly.  
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 For example, neighbours and family members looking for work, or even intimidation to steal or provide 

access. 
69

 The current practice of a 3 month working period before R&R is granted, is similar to other NGOs in the 

country, however, this is currently limited to paid trips to the Dominican Republic.  
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Furthermore, it needs to be re-enforced that staff don’t need “to go home a complete wreck to 

impress the HQ staff that they have worked hard and done a good job”
70

.  

 

If staff are continuing to work 60 hours a week once the emergency phase is over, then the 

organisation is either under resourced, or the staff on hand are either not appropriate or not 

well trained for the task at hand
71

. The tendency to stay at the office, as there is little to do at 

home, should be discouraged.     

 

Furthermore, with respect to expat deployment, the issue of “first timers” deployed on 

“internship/volunteer” contracts
72

, theoretically to reflect their commitment to the 

humanitarian cause, raises a number of contrasting matters of interest. Firstly, ACF’s 

willingness to provide willing, potential aid workers, with the possibility of a first contract 

overseas, is admirable.  

However, the minimal salary would only be enough to support expat staff at a certain time in 

life, for example, graduates with few commitments, and with certain (lower) experience 

levels unable, perhaps, to get a first time paid contract elsewhere. It is less likely to be 

acceptable to more senior potential staff, with greater work experience, who, once having 

gained some experience overseas, are unlikely to see out the full two years of the internship, 

leaving at the first opportunity of a paid salary.  

 

It is unlikely also, for the more experienced “internees”, that the decision to move into the aid 

sector has been taken lightly, and as such the need to prove this, with two years of low wages, 

is most likely to lead to frustration and an eagerness to depart.  Ironically, these are the exact 

staff that ACF, and other aid organisations, need to be recruiting. 

 

This system needs to be reviewed, possibly with an incremental scale for more experienced 

first time staff, or replaced by a short term volunteer program for graduates or applicants 

from relevant sectors. 

 

With respect to the adaption of systems to reflect the enormity of the operations, at a local 

level, there seems to have been little in terms of ready-made systems to utlise (no recruitment 

policy was in place prior to the earthquake) and, although the establishment of systems have 

been undertaken, these seem to have happened perhaps, rather late in the proceedings. That 

said, updated emergency recruitment and staff evaluation procedures have been outlined, and 

the need for increased HR staffing levels during an emergency have been understood, 

reflected in the appointment of a HR person in the Cholera response to manage that increase 

in activity.  

 

This was not the case however during the earthquake response. Having only one expatriate 

staff, and a shortage in local HR staff members, has led to a shortfall in the capacity of the 

HR team to maintain proper operating procedures for staff recruitment and management as 

local staff numbers shot up from 20 to 500. Operations need to focus not only on 

programmatical matters but also on support services issues. The bias is evident in that six 

logisticians were sent out to support the response compared to one HR and one 

Admin/Finance Manager. There is no HR person included in the Emergency Pool 
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 Quote from an expat staff member in Port au Prince. 
71

 “there is no such thing as a bad employee, it is either someone appointed, that is  not suitable for the job, or 

someone not adequately trained” – 1990s “management catchphrase”. 
72

 Reflecting the necessity for many first time staff to work for 2 years on a minimal wage (Approximately 

Euros800 per month)  before they can be considered for a salaried position. 
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deployment team. This could be considered for similar large scale deployments in the future 

where it can be see, as in the case, that the country office will have to expand rapidly, and 

that the response will not be over quickly, as it would facilitate having correct procedures set 

up and followed from the beginning.  

 

In future, similar responses, increased levels of both expat and local staff need to deployed 

and recruited to ensure emergency HR procedures (for which guidelines need to be 

established as to when they are applicable, and for how long), if not normal procedures, can 

be met. Furthermore the HR department often has a role that calls for privacy and discretion. 

That space is currently not available in the current country office, but should normally be 

made available.    

 

A great many local staff were quickly recruited on short term, one month contracts, without 

real interviews and the proper documentation in place. This may not have been feasible at the 

time, as speed was a priority, and many items of identity had been lost in the earthquake, 

however, the payment of salaries to staff without signed contracts indicates a shortfall of 

necessary control, and a lack of rigor in applying basic procedures, which may be of concern 

to donors.  

 

Over recent months, however, an exercise has been undertaken, and, wherever possible, the 

missing documentation has been filed, and any errors have been rectified. The lesson learnt 

has been understood, whereby, again in the Cholera response, all new staff have been placed 

on indefinite contracts, which can be terminated with a given notice period, and don’t need to 

be renewed every month.  

 

With respect to expat staff deployment, the recruitment process was also shortened to 

facilitate the process
73

. This was a necessity, due to the high numbers of staff recruited. 

However, sometimes the real burden of inducting first timers into the organisation was then 

left to those, similarly over-worked, in the field.  

 

The question arises also, considering the high proportion of “first mission” expats in the 

second and third waves, whether or not some of the very experienced first wave expats could 

have been held back and spread more evenly of the expected long term programme lifespan.  

 

That said, during the initial part of the operation, arriving expat staff were sometimes re-

assigned on arrival to more urgent tasks, a practice fully endorsed by the CDM, which may 

have made some elements of the briefing redundant. The flexibility of this practice has 

programmatical benefits, but should be agreed in advance with the incoming, hopefully 

flexible, expat. The practice, however, should only be used in initial stages of an operation; 

otherwise it gives the impression of an unstructured approach to staff management. 

 

Handovers between expat staff happened whenever possible, however, inevitably a few were 

missed. The practice of using the job description to outline expected activities in coming 

months is a useful tool, however, this requires a time consuming validation process each time 

an expat staff member leaves, and an ever changing job description to be filed. This process 

could be simplified by keeping the job description separate from action plans, relevant to the 

role, which could be outlined in the end of mission report. However, this relies on EOM 
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 A one day induction briefing replaced the normal one week introduction to the organisation and its 

procedures. 
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reports always being submitted, which was not always the case. When submitted, however, 

they also needed senior management validation, before they could be utlised. This need to 

validate documents centrally need to be reviewed. 

The availability of discussions with the members of the debriefing group was well 

appreciated, and should be replicated for future operation, and planned for financially should 

this need to be outsourced. Feedback from this, together with the completed debrief 

questionnaire, would help monitor, for example, departing staff satisfaction with conditions 

in the field, the overall recruitment process, the debrief experience, and generate a 

management tool to review satisfaction over time, that would enable senior management to 

remain aware of staff issues and problems and maintain an overview of staff satisfaction with 

their overall experience. 

   

Although a number of non-French nationals were employed in the operation, the vast 

majority of the expat staff were, and are, French. This, of course, has benefits in terms of the 

working culture and social environment of the team, and also that the native language ability 

in itself is useful for dealing with local authorities, and in some co-ordination groups.  

However, the minimal number of French speaking representatives from the rest of Europe 

and West Africa implies a lack of outreach in such countries. Noting the shortfall in staff in 

certain fields, and although clearly more appropriate to have a French speaking expat if 

possible, it would also have been worth considering basic or non-French speaking expats for 

certain beneficiary focused roles, as the beneficiaries, after all, speak Creole
74

, and a good 

proportion of the expat staff in Port au Prince speak very good English as this is a recruitment 

requirement.      

Conclusions: 

 

It is clear that there are many talented, high motivated individuals, who hold ACF close to 

their hearts, and who are willing to respond, in both the short and long term, to the needs of 

beneficiaries, and to the organisation itself. Staff, both expat and local, have exceeded 

themselves in terms of the dedication and commitment they have shown to the operation. 

Unfortunately, some staff have suggested that the do not feel that their efforts have been fully 

appreciated. 

 

Human Resources staff, both in Paris and Port au Prince, have worked extremely hard, 

recruiting, briefing, deploying, and debriefing staff in very high numbers since there start of 

the operation. 

 

Staff shortages however have led to gap in operational performance, and the high turnover of 

expat staff had led to a lack, at times, of programmatical continuity, a loss of information, and 

issues for donors and local staff. Recruitment sources need to be augmented in some sectors, 

and expanded both internally and externally on a global scale. Shortages in HR staff in the 

operation have led to the non-compliance with procedures, which may be of concern to 

donors. Local staff training needs to become a focus for the future sustainability of the 

operations in Haiti. It is clear also that with the staff resources available, ACF Paris can only 

manage one rapid onset large scale response at a time. 
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 English/Creole translators are available in Haiti, with many INGO staff in Port au Prince not speaking French 

at all.  
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Lessons from the operation, however, are already being taken on board, locally, in the 

Cholera response, but need to be disseminated throughout the organisation to have a lasting 

effect. 

 

Programmes are only as good as the staff who run them. Improved working and living 

conditions for all staff needed to be prioritised earlier in the operations, and maintained 

throughout. 

  

Recommendations: 

 

 An analysis of average contract lengths should be undertaken during the “second 

wave” of expats staff in the response. This should be used as a benchmark to be 

improved upon for future large scale operations. 

 Improved living conditions for staff need to be prioritised earlier in future 

interventions to encourage contract extensions and the retention of staff. 

 Recruitment drives, for specific sectors that displayed a lack of depth during the Haiti 

response, need to be undertaken targeting new sources of staff for future operations. 

 A comparison of ACF terms and conditions, compared to other NGOs, needs to be 

undertaken, and wherever possible improvements made. 

 An internal recruitment drive, aiming at turning targeted local staff into potential 

expat staff, needs to be undertaken and established as a long term HR approach to 

staff training and retention. 

 Development plans for selected staff in Haiti need to be outlined for their future 

training needs and capacity building.  

 The possibility of an ELF deployment in future large scale operations should be 

encouraged. 

 The necessity for new staff to work for two years on an “internship” posting, before 

being eligible for a salaried role, needs to be reviewed.  

 Future operations need to ensure HR departments attain the necessary expat and local 

staff capacity levels to ensure basic compliance with standard operating procedures. 

 The expat staff recruitment network needs to be expanded into the Rest of Europe and 

Worldwide. 

 The role of the programme support co-ordinator in Port au Prince needs to be assessed 

in detail before replication in future responses. 

 

Administration/Finance:  
 

Financial and administrative matters have suffered in a similar way to the Human Resource 

problems mentioned above. Again, although, a Finance/Admin person was included in the 

quickly deployed, emergency pool team, and the incumbent local staff finance manager was 

well experienced, the department has been overrun by the volume of the transactions 

involved, the difficulty of multi-donor programmes, and the number of budgets in need of 

preparation and control.  

 

Once more there has been a quick turnover of expat staff, in this instance three 

Finance/Admin managers in the first three months of the response, which is clearly far from 

ideal. The system for the coding of expenses has been chaotic, with some items coded, 
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reversed and then recoded a number of times
75

. Budgetary analysis was available, for the first 

time, only in June 2010
76

.  

 

Again a great deal of effort, time, energy, and expense
77

 has gone into making good what 

went wrong, so that today, with a very willing and competent local team, and with strong 

support from a dedicated funds manager in Paris, the finances are under control, although 

catching up with past mistakes is making managing the present workload difficult. 

 

As such, for future interventions, an agreed approach as to how to handle multi donor 

programmes, when detailed budgets have not been agreed with donors from the outset, needs 

to be established.  

 

In this instance, initial proposals, indicating programme activities
78

, but not detailed budget 

lines, were sent out by Paris HQ in the days immediately after the earthquake, so as to release 

the task from those busy in the field, who would normally perform this role. In itself this is a 

reasonable approach, born out of the need for expediency, and the need to secure funding 

very early in the response timetable, which it was successful in doing. This approach should 

be replicated in future large scale operations, although a time limit needs to be set after which 

donor management should return to the field level. Strong communication links are a 

necessity for this to work well.  

 

However, this preliminary funding agreement needed to be followed up with a detailed 

budget almost immediately so as to fully tie down the donors to the specific elements of the 

programme they would support, and as such clarifying which expenses should be charged to 

which donor, and which would be allocated to ACF’s own funds.  

 

Done properly, this would have negated the coding and recoding exercise, as well as any 

lingering uncertainty as to whether or not donors will contribute the full amounts expected of 

them on the submission of final reports. Furthermore, a quick follow up would have reduced 

the validation date issue
79

. The current concern that any shortfall in donor funding, due to 

budgetary concerns, will have to be taken from ACFs publically raised funds, and could have 

an impact on the planned activities for 2011. 

 

The visit of the internal auditor to the response, with the report arriving in September was too 

late, and merely highlighted information already known in the operations. What was needed 

was additional staff to help rectify and resolve the issues.  

 

The task of generating detailed budgets in the field has to be a team effort, co-ordinated by 

the CDM, and the Admin Co-ordinator, however, all staff have to know how to generate a 

reasonably accurate budget, and how to code their costs. If unable, they need to be trained to 

do so. Furthermore, budget management practices need to be instilled into all budget holders, 

whose awareness of variance analysis and forecasting techniques, in general, needs to be 

improved.  
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 Problems with the Saga software need to be rectified as soon as possible. 
76

 At which point a large underspend in the Nutrition budget was noticed. 
77

 One staff member currently on a two month mission to “ameliorate” the situation, and the HQ funds manager 

having previously spent two weeks in Haiti to look at the expense/donor coding issue.  
78

 Notably the Global Response budget for 12M Euros. 
79

 Only expenses incurred after the validation date can be charged to a particular donor. 
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Had a second expatriate, or more, experienced staff, been available in the early stages of the 

operation the budgetary preparation and payment processing tasks could have been separated. 

This may have facilitated the process, leaving one person to concentrate on budgetary and 

donor issues. 

 

Cash management aspects of the operations have gone well, with no major insecurity 

incidents occurring despite large numbers of temporary employees being paid cash in hand, 

and initially having to exchange large sums of money on the streets. The importance of 

complying with HR procedures, recording staff bank details in order to pay staff through 

bank transfers was neglected at first. However, salaries have always been paid on time, 

thanks in part, to the timely transfer of funds to the operations from operational counterparts 

in Paris. Thankfully, at no stage were the operations short on liquid funds.  

 

With respect to ongoing programmes in Port au Prince and the rest of the country, budgetary 

reports are now available, three weeks after the end of the month in a hardcopy report format. 

Programme managers therefore can now be made fully responsible for their programme 

budgets. 

 

The three week delay, however, does not give much time for manoeuvering should a 

programme be coming to the end of a funding cycle. Furthermore, there is no remote/online 

access facility to the accounting system, save for the Finance/Admin Manager. In order to 

fully make Program/Budget managers responsible for their programme’s financial 

performance, then improved access to the details of their expenditures should be provided. As 

well as training on how to use the software.  

 

Conclusions: 

 

The financial administration of the programme, especially in the initial timeframe of the 

response, has not been well managed despite the hard work and efforts of those concerned. 

Donors might be discouraged from funding future operations if they cannot see that such 

issues are being addressed. More staff needed to be dedicated to the tasks at hand, while 

accounting and budgetary procedures needed to be followed more closely.  

 

As a support service provider, together with the Human Resource department, the priority 

assigned to their activities has been set at a level lower than the programmatical needs of the 

beneficiaries, and while the programmes have been running forward as fast as they can, 

support services have been struggling to keep up, jeopardising financial control, as well as 

purchasing and staff management procedures.  

 

This is not to say the programmes need to slow down, although the potential implications of 

rapid expansion could be more carefully measured in advance, rather, more resources need to 

be allocated to the support services teams, at all levels, so the distance doesn’t become 

extreme. 

 

There was a need for a strong voice in the operation to support these departments and to 

ensure their needs were met. The deputy CDM role would qualify for this responsibility. 

However, the role was established only in March 2010, and the job description outlined was 

very similar to that of the incumbent CDM. For future, large scale, rapid onset operations, the 

Deputy CDM role may be designated specifically as a support services manager, providing 

the necessary focus and therefore support of these departments, or, depending on the size of 
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operation, perhaps a second deputy CDM enabling a separation of duties between operations 

and support services. 

 

The proof that the lessons learnt have been fully digested will be clear in how the support 

services activities are managed within the Cholera response that is currently ongoing in 

country. The worry is that focusing on programmes, and assuming the other departments will 

eventually catch up, is a common approach. Although practical in terms of the humanitarian 

imperative, the risk is that external auditors will take this as unprofessional and an 

institutional concern.   

Recommendation: 

 

 Future operations need to ensure Finance departments attain the necessary expat and 

local staff capacity levels to ensure basic compliance with standard operating 

procedures. 

 Precise donor budgets need to be negotiated, and signed, if not immediately at the 

onset of a disaster, then very quickly after a preliminary funding agreement has been 

negotiated. 

 All budget holders need to be trained in budget management techniques such as 

variance analysis and cost forecasting. 

 The possibility of nominating the deputy CDM, or one of the deputy CDMs, as a 

support services manager needs to be considered. 

 Greater access to accounting information needs to be provided if budget managers are 

to be expected to accept full responsibility for their programme’s financial 

performance. 

 An agreed date for internal auditors to visit emergency response operations, for 

example, after three months, should be regulated and should not be open for 

negotiation. 

 

Logistics: 

 

The initial deployment of equipment and supplies was well organised and swiftly undertaken, 

providing the staff in the field with the means to instigate their initial activities within four 

days of the earthquake. Prepositioned stock in France and Panama (courtesy of ACF Spain) 

were flown to the region to be discharged in Port au Prince or the Dominican Republic, 

where a logistical team was quickly established
80

 to forward the goods onwards. The use of 

preselected suppliers facilitated this process. The speediest suppliers were prioritised. 

 

Unlike other departments, there was no shortage of logistical staff available for the response. 

Time spent nurturing the logistics “pool” has proved beneficial when needed most. The 

appointment of a logistician within each sector has been well received and should be 

replicated in future, large scale operations.  

 

A lot of the deployments were short term, and obviously those logisticians with previous 

experience of ACF, or those who had received the full training, were able to hit the ground 

running. However a lot of the logisticians were new to organisation and would have benefited 

from a full induction and training programme in Paris en route to the field. A clear 

hierarchical structure, whereby all logisticians have a reporting line, albeit dotted, to the 
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 ACF Madrid provided the staff for this deployment. 
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logistics co-ordinator, needed to be established from the start, irrelevant to which department 

they sat in. 

 

Stocks have been well managed, although the necessity to be able to store goods separated by 

donor has proved difficult at times, due to the budgetary issue mentioned above. This issue is 

in hand however, and is being rectified for the Cholera response. 

 

The radio system supporting vehicle usage is currently working well, however this has taken 

six months to become operational which is unacceptable and a security risk. Similarly, it took 

over a month for the internet connection to be successfully installed. These areas need to 

receive higher priority in future responses. Mobile phones are widely in use, and satellite 

phones are available for security purposes. Initial problems with communication between 

bases during the first days of the response were quickly rectified; however, provisions must 

be in place to avoid a reoccurrence of such an issue. 

  

The operation has been well resourced in terms of vehicles, computers, and communications 

equipment. However, vehicles have taken a long time to receive customs clearance (common 

in Haiti), and the efficiency of their usage has been questionable at times, with departmental 

vehicles sitting idle whilst staff struggle for the allocation of a pool car. This is currently 

being evaluated. However, with the cost of rental vehicles in Haiti being very high ($1500-

$2500 per month) there seems to have been a lack of efficiency with financial resources in 

this instance. A further drawback with rental vehicles is that radio equipment cannot be 

installed in them. That said, it would have been impossible to manage the operations without 

the rental vehicles.  

 

More disconcerting is that despite having numerous logistical staff in the field, non- 

compliance with operational procedures has again led to an inadequate paper trail regarding 

purchasing procedures, authorisation levels, and approval signatures. Again, this could be a 

matter of concern for donors, affecting future financial support, and furthermore, additional 

costs have once more been incurred to rectify the situation
81

.  

 

Procedures were available, but were not followed, and although expediency and a beneficiary 

focus are appropriate priorities, the logistical staff needs to adhere to the organisational 

principle of professionalism, and not allow themselves to get carried away in the moment.   

 

The deployment of so many expat staff during the initial phase of the response left little space 

for the development of local staff capacity. This needs to be focused upon now using a long 

term perspective to local staff career and capacity development, reducing costs and 

facilitating staff retention. Training for expat and local staff on the “logs 3” procedures 

should be undertaken as soon as possible. 

 

One further concern is the provision of contingency supplies. Current, local stock levels, are 

very limited, and need to be built up whilst there remains some donor focus on the country. 

Furthermore, this needs to be co-ordinated with ACF Spain to ensure emergency stocks in 

Panama compliment what is stored locally, and not to duplicate items stored in France, thus 

enabling the possibility of an integrated response. 
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 One HQ logistical representative has been deployed to the operation to support the rectification process.   
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Knowledge of what is available on the local market, and the pre-selection of local suppliers 

are an integral part of the equation
82

. Similarly, information regarding anticipated specific 

equipment needs, by country, should be built up, facilitating country specific storage 

practices, and therefore, the speedy dispatch of items once a disaster strikes. This would also 

avoid dispatching items that are not pertinent to certain locations. 

 

Conclusions: 

 

An excellent job has been undertaken by the logistic teams in Paris and Port au Prince to 

furnish the operations with the necessary equipment and supplies to run the operation. In 

future however, more rigor needs to be applied to the observance of standard operating 

procedures. 

 

As mentioned above. Whether or not lessons have been learnt will be reflected in the 

performance of the logistical teams in the ongoing Cholera response. 

 

Emergency stock could be prepared in a country specific structure so as to be sure that only 

those absolutely necessary items of equipment are sent, so as not take up valuable space on 

the first plane loads, or not to incur additional freight costs 

 

A focus on the long term development of local logistical staff needs to be instigated with 

development plans elaborated for targeted staff members. 

 

Recommendations: 

 

 Best practices observed within the management of the logistic staff “pool” need to be 

documented and shared with other departments. 

 The deployment of a logistician to each sectoral department should be encouraged in 

future large scale operations. 

 Future operations need to see more rigor applied to the observance of standard 

operating procedures. 

 The establishment of a radio system for vehicle management, as well as a functional 

internet connection, need to be prioritised in the very early phase of any future 

interventions. 

 A long term perspective with respect to staff capacity building needs to be developed.  

 The prepositioning of stock needs in country, and internationally, needs to be co-

ordinated within ACF-IN as a matter of urgency before donor focus moves elsewhere.  

 

Security: 

 

Security procedures are clearly taken seriously by the operation’s senior management, and 

have been, since the start of the operations. However, until the arrival of a fully dedicated 

expat security “reference” officer in May 2010
83

, security was managed by the CDM 

supported by the logistics department, and currently by one local staff member. Although this 

is standard operating practice, considering the number of staff deployed, the turbulent history 

of the country, the four thousand prisoners that escaped, the “gang” culture that exists in parts 

of the capital, the reduced capacity of the Haitian Police force, and the numerous other 
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 Many items were bought in France and shipped to Haiti during the response. This should be minimised in 

future responses. 
83

 Unfortunately he only stayed until August, after which there was a gap until the end of November 2010. 
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distractions both the CDM and the logisticians had to deal with, it would have been more 

prudent to have had a full time dedicated “Sec Ref” expat, deployed from the start of the 

response, so as to ensure attendance at co-ordination meetings, security procedures are kept 

up to date, and to ensure newly arriving, particularly first time expats, received a full security 

briefing. 

 

Co-operation with MINUSTAH, regarding the provision of security updates, works well 

enough, as does the text messaging, and communication system with the drivers of 

manifestations and road blocks that occur from time to time in the country. The ongoing 

contribution of local staff insight is also an important contributing factor to operational 

security that needs to be encouraged and recognised.   

  

For the ongoing programmes, security plans and evacuation procedures are well documented, 

and should be distributed to all arrivals, guests included, in a welcome pack. The situation, 

particularly in Port au Prince, can change on a daily basis, and as such it is important that 

security briefings are held on arrival to ensure the most up to date information, and updated 

emergency contact details, are conveyed. The recent arrival of a dedicated “sec ref” should 

add consistency to this process. A security overview should be a part of all deploying staff’s 

briefing schedule in Paris, en route to the field. 

 

The operation has been closely involved with the beneficiary communities from the start of 

the operations. Cleverly distancing itself from the UN/WFP military protected food 

distributions, the operation has relied on community acceptance and visibility as its main 

“pillars” of security. Staff however, need to be reminded of the need to maintain the visibility 

of the organisation, especially taking into consideration the high turnover of staff. T-shirts or 

ID cards, with ACF clearly displayed, must be worn when visiting community sites, so as to 

maintain the organisational profile and its ongoing community acceptance. 

 

There have been incidences of disturbances at distribution sites that have been dealt with 

calmly, closing down the activity, returning the following day to discuss the issue with the 

community involved, before the distribution was restarted. 

 

Ongoing driver, and selected expatriate training, on how to react in react in dangerous 

situations, should be undertaken as soon as possible, in light of current concerns regarding the 

election process and the upcoming anniversary of the earthquake.  

 

Conclusions: 

 

There have been no major security concerns during the operations to date. Staff security has 

been taken seriously, whilst also allowing them some possibilities to relax after working 

hours. 

 

Security procedures have been maintained and updated, however, all staff need to be made 

reminded of their ultimate responsibility for their own security, within a system designed to 

protect them. 
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Recommendations: 

 

 For future operations of a similar size, in a location with a turbulent history, the 

exceptional deployment of a “sec ref” should be considered from the offset of the 

operation. 

 Security updates should continue to be a feature of regular staff meetings.  

 Driver and selected staff security training should be undertaken as soon as possible. 

 Staff should be encouraged to wear ID cards or ACF t-shirts when visiting community 

sites.  

 

Fundraising: 

 

This is the largest disaster response that ACF France has ever undertaken. The overall cost of 

approximately €21 Million has been raised though a mixture of traditional donor support, 

from a variety of international sources, and from the general public, where a record sum of  

€6 Million has been donated via the “appel aux dons” system.  

 

The latter is a tremendous performance, highlighting the prestige the organisation holds 

within France, as well as being a great potential source of future funding. Furthermore, it has 

also provided an operational flexibility, and independence, that has given the response scope 

to move forward at speed, secure in the knowledge that funds are available, enabling the 

programme managers to innovate and expand activities as required, without having to wait 

for the donor’s agreement to proceed.   

 

At the same time, however, the concept that funds are available has led to a lack of planning 

for ongoing funding. Gaps in staff recruitment, have led to the delay in programmes 

proposals. It is of concern that, as of today, there is no clear funding plan for the operational 

activities in 2011
84

. 

 

The response has struggled to escape the “emergency phase” especially as conditions in the 

field have changed little over recent months. However, donor attention and funding levels are 

already in decline and although attempts are being made to hand over responsibility to the 

community for the management of certain elements of the response, for example, the water 

trucking and the latrines, this process needs to be speeded up, although to a certain extent the 

Cholera situation has put this on hold. 

 

Donor interaction, however, has been well managed in the field and in Paris, where the 

programme response proposals were originally written
85

. The practice of multi donor support 

for one overall approach has worked well in terms of raising funds, however, the budgetary 

management element, mentioned above, needs definite improvement. Donor dialogue has 

been maintained throughout the operation. 

 

The immediate response has seen ACF cement its position as a major stakeholder in Haiti, 

and has improved its reputation with donors both locally and internationally.  

 

With respect to ongoing projects, in Port au Prince, and elsewhere, the country needs to move 

away from the boom and bust operational levels to a more strategic, long term intervention, 
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 To a certain extent the situation is beyond ACF control, as donors are awaiting the results of the current 

election process before deciding how to proceed themselves.  
85

 A standard format for logistical frameworks, wherever possible, needs to be outlined  
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and donors need to be persuaded of the need for such. The inherent health and social 

problems in Haiti, including, but not restricted to the effects of the earthquake, will endure for 

many years to come. The Strategic Plan of September 2010 is a step in this direction, 

however, this is merely a two or three year perspective. 

 

In the short term, it is surprising that, after such a huge response from the public for the 

earthquake, no specific appeal was launched for the Cholera response. Although mentioned 

on the ACF website, where contributions can of course be made, when searching for how to 

donate, there is no designated format, which, in this financial climate, is a missed 

opportunity, both in terms of raising funds, but also in terms of maintaining the corporate 

profile. 

 

A fund “tracking” system has been established for earthquake donations. This is a good 

initiative. Public feedback on how well this has been managed, and how useful public 

contributors feel this was, should be undertaken.  

 

The operation has also been a learning exercise in understanding the working of the 

UNOCHA “Flash Appeal”, and is currently awaiting feedback from applications to the CAP 

fund. 

 

Conclusions: 

 

ACF has proved it has the capacity to raise substantial amounts of funds, and to convert such 

funds into programmatic success.  

 

Publicly raised funds have given the response a flexibility and independence that has enabled 

the programme staff to react quickly to beneficiary needs. Continued feedback on the 

utilisation of the funds needs to be maintained so as to keep the organisation in the public 

eye. 

 

Short term gaps in funding need to be followed up and finalised, and a long term funding 

strategy needs to be elaborated.  

 

  Recommendations: 

 

 A five year strategic plan needs to be outlined for the country, with long term 

programmes and donor requirements highlighted. 

 A specific appeal for the Cholera response be launched to support ongoing 

programmes, outside of the earthquake zone. 

 A funding plan for 2011 needs to be elaborated as a matter of urgency
86
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Communication  

 

For the first time in a major response ACF deployed a full time communication person to the 

field
87

 to cover the initial days of the response and its ongoing progression. Modern methods 

of communicating with the public have been experimented with, such as the blog from the 

field, which have been very well written and such practices need to be built on for future 

operations. The correlation between this and the excellent public funding result is there to be 

seen. 

 

One surprising element however, was the need for the blog to be “validated” by the Paris HQ. 

This is completely unnecessary, and could have had damaging results. Whilst awaiting 

validation, other organisations, competing for the same public donation, will have their blog 

already posted. An interested contributor, watching developments, might notice another 

organisations prompt feedback to, for example, the arrival of the first plane load of supplies 

whilst the ACF plane may have landed earlier but has not yet been reported but to the lack of 

authorisation. As such that donation may go elsewhere. 

 

If we appoint a person to talk live to international media, then we can trust the same person to 

write a blog. If anything inappropriate is released, then this can be retracted anyway. The 

activity should be left to the field, without any need for HQ validation.  

 

Local reporting and media relations have gone well, although this could have started earlier 

in the response, raising the profile of the organisation, previously only know in Gonaïves. 

There is a staff security element that is attached to this which enhances its importance. Public 

awareness of the work undertaken, increased transparency, and acceptance by the community 

can facilitate programme implementation and improve staff security.  

 

In this respect, work undertaken establishing and co-ordinating with local committees has led 

to good long term relations with beneficiaries. Also, beneficiary support provided on Champs 

de Mars, although at times difficult, has been a high profile operation. Furthermore, the fact 

that ACF is one of only ten members of the “Humanitarian Country Team
88

” is recognition of 

the major role the organisation has played, bringing with it high profile visits, and again, 

increased visibility. The use of ACF stickers on latrines and trucks has also been useful to 

maintain this visibility. 

 

The communications team has also done well to raise the profile of some of the less obvious 

elements of the response, such as the psycho social programmes. This has improved public 

awareness of the need for such activities, which will hopefully facilitate ongoing donor 

support. 

 

Benefits of this experience are now evident in that local radio and TV stations are being used 

to disseminate information and raise awareness regarding the ongoing Cholera response.  

 

Apart from a short gap, the operation has benefited from the same expat communications 

officer from the start of the intervention, with obvious rewards in terms of programme 

knowledge and institutional memory. Having such a focal media position also draws media 
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 Albeit that the role also included advocacy responsibilities. 
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 Established by UNOCHA. 



 

42 

 

attention away from the emergency pool and the desk officers, enabling them to continue 

their work undistracted. 

 

Internal communication, between staff, and between Haiti and Paris, has also gone well. 

Regular and ad hoc staff meetings have been held to monitor programme implementation and 

to highlight any particular security concerns or upcoming events. 

 

Monthly reporting by each sector is somewhat statistical at a program manager level before 

becoming a more narrative report from the sectoral co-ordinators. These are seemingly up to 

date even if a little late at times. There have been no monthly sitrep reports from the senior 

management in the field for some months, which either makes this report redundant or 

excessive, as long as each sectoral advisor in Paris receives their specific programme updates.  

 

Donors are satisfied with the quality of reporting they receive, and relay their appreciation of 

good communication links in the field. 

 

Conclusions: 

 

The deployment of a communications officer has clearly had a positive impact on the 

organisation’s capacity to attract funding, as well as its ability to raise public awareness of its 

activities locally, increasing transparency, community awareness and acceptance. 

 

The profile of the organisation has been significantly raised, both at a national level and in 

the inter agency co-ordination groups.  

 

The use of modern communications techniques has gone well, and needs to be expanded on 

for future emergency operations. 

  

Recommendations: 

 

 Future large scale responses should include blogs and twitters that should be left to 

the operations to manage, without the need for validation from the Paris HQ. 

 Future operations should follow the example of this operation and deploy a 

communications officer with the emergency team. 

 A pool needs to be established of experienced journalists or similarly qualified 

communications officers available for deployment at short notice. 

 Guidelines for future communications officer deployments need to be outlined by the 

current incumbent. 

 Local media relations need to be focused upon from the outset of future responses. 

 Public awareness surveys need to be conducted more frequently to monitor 

community awareness and the organisational profile. 

 

Co-ordination: 

 

Co-ordination between Paris and Madrid at the very start of the response enabled a 

procurement and freight forwarding team to be established in Santo Domingo, and the 

provision of supplies from the ACF Spain warehouses in Panama. Co-operation with both 

Aquassistance and the Véolia Foundation has augmented the capacity of the WASH 

programme and expanded operational support to beneficiaries over a wider area. 
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In Port au Prince, despite the collapse of the UN building, and the associated reduced 

capacity, in the first days of the emergency response, inter agency co-ordination went well, 

almost in an informal manner. There was a reasonable division of beneficiary coverage, and 

problems of duplication only surfaced when the number of actors started increasing 

exponentially. 

 

The wash cluster and log cluster meetings were both chaired by ACF expats (posted at cluster 

central level with UNICEF and WFP. Plus, an ACF nutrition expert worked for three months 

to develop the nutrition cluster strategy, again, posted at UNICEF. 

 

Being operational at an early stage has enabled the response to establish excellent relations 

with other actors in the field. Catholic Relief Services had funds available but not capacity, 

and consequentially decided to fund the desludging element of the Champ de Mars latrines 

operation. Conversely, DINEPA were unable to sustain their water trucking operations, 

which ACF then took over, consolidating a relationship between ACF and the Government 

agency responsible all national water and sanitation issues in the long term.   

 

Internally, co-ordination between departments for the most part has been good. Senior 

management have run weekly co-ordination meetings. However, more could have been done 

with sharing beneficiary data, and information on activities at each site where programmes 

were working
89

. This would ensure that beneficiaries of one programme enjoyed the benefits 

of another, implemented in the same location.  

 

With respect to future programmes, although ACF is working alongside selected local 

organisations
90

, there is a need to enter into long term capacity building agreements, with 

either the same organisations or similar implementation partners, so as to meet long term 

local objectives, targeted by ACF, in a more sustainable manner.  

 

Conclusions: 

 

There has a great deal of good co-ordination throughout the response, both internally within 

ACF-IN at a HQ level, and externally with WASH partner organisations, and in Port au 

Prince, with the international community. Relations already established should be maintained 

and built upon for future interventions. 

 

ACF needs to establish look at long term strategic partnerships to meet identified long term 

objectives in a sustainable manner. 

 

Recommendations: 

 

 Guidelines on data management need to be outlined and a system established that 

incorporates all beneficiary data and site information in one place. 

 ACF initiates an evaluation of possible implementation partners in mind with a long 

term capacity building implementation partnership. 

 Posting ACF experts in the cluster structure has been very positive in terms of 

influence and profile and should be replicated, if possible, for future operations 
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Cross Sectoral threads: 

 

“Capitalisation” / Learning from experience: 

 

There is an admirably strong belief, and a well accepted understanding, of the need to learn 

lessons from activities undertaken, so as to improve future performance. A great deal of work 

has been done to try to make this possible; however, information isn’t being consistently 

transferred. 

 

Lessons learnt have been transferred to Haiti from operations in the Sudan, Myanmar, Sri 

Lanka, and from the Tsunami response. These experiences have tended to travel in the heads 

of the expats involved and not in an integrated information gathering and knowledge sharing 

system. 

 

There have been many “capitalisation” reports written, filed, but not necessarily shared. 

There are many evaluations undertaken
91

 but the information they produce doesn’t always 

seem to feedback to the managers in the field. 

There is, apparently, a person responsible for information gathering at the Paris HQ, if so, 

this was not clear to all the staff, and furthermore, it was suggested that the person might be 

overloaded with other work to do. In any case, the process needs to be allocated enough 

resources to enable it to function properly. There is no need to undertake a cost/benefit 

analysis to see the logic in this.  

 

It is not exactly clear where the breakdown in information transfer happens. Perhaps it is a 

lack of time for the arriving incumbent, perhaps a lack of communication, more likely a lack 

of a concrete system, or a clearly designated responsible person. 

 

This process is particularly important considering the number of first time expats deployed. 

Not only would s/he need up to date information on the country, and the programme he is 

about to manage, but s/he should also receive information on the lessons learnt on all similar 

interventions internationally within ACF-IN, and where possible externally. A matrix based 

filing system could alleviate this problem. 

 

Without this, staff are running without the knowledge to walk, and moving forward without 

making a backward glance. The issue needs to be re-prioritised and allocated funds. 

 

Conclusions: 

 

A great deal of knowledge has been acquired, by a large number of staff, as to how to initiate, 

operate, and co-ordinate, a large scale emergency response. This information needs to be 

retained in the organisation, and not wander wherever the owner takes it. 

 

The process, to harness this information, and for sharing it with emergency staff, on 

upcoming responses, needs to be clearly documented, communicated, and institutionalised. 

 

Again, more rigor is needed in the approach to information gathering and sharing, so that 

valuable lessons learnt are not lost. 
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Recommendations: 

 

 Responsibility needs to be clearly designated to a specified department for the 

establishment of a matrix based information gathering and knowledge sharing system. 

 Resources need to be committed to the department to ensure the feasibility of the 

process. 

 Evaluation reports need to be shared with programme managers in the field. 

 

Gender: 

 

Unusual in an aid organisation, there is currently a much higher percentage of female 

expatriate staff operational in the field than male, which reflects the programme to date. This 

goes some way to counter balance the male majority local staff, although for the most part 

this is made up of guards and drivers, a typically male domain. Women are also well 

represented in the Paris HQ as well. 

 

Operationally, interventions have as much as possible taken into account the specific gender 

aspects of the working environment. Cash for work initiatives insisted on a 40% female 

participation, and have provided a source of revenue for women, as has as the latrine 

programme, where there is a rota system for women to clean the toilets and showers, so that 

each family can receive some benefit. Certainly, the nutrition and psychological support 

programmes, although targeted at both male and female parents, are utilised more commonly 

by the mothers of the children involved, specifically the baby tents intervention. Wherever 

possible also, the security aspects for women utilising the toilet and shower facilities have 

been taken into consideration, although a light at night near the shower facilities would be 

advantageous; arranging this, without it being stolen could prove difficult. 

 

There was an increase in the reported incidences of violence against women in the aftermath 

of the earthquake which may return as frustration grows with the lack of progress in finding a 

solution to the community’s problems. The baby tents have provided, as well as its intended 

objectives for lactating mothers, a sanctuary for women to come and talk and to share their 

problems and grievances. ACF, through this daily interaction with mothers in the baby tents 

and the nutritional centres, are in a prime position to monitor such occurrences, and to 

respond, however possible, if necessary.  

 

Conclusions: 

 

Programmes in general have certainly taken into account the needs of all members of the 

community. However, the specific needs of mothers have been particularly well targeted. 

 

There is a role for ACF to monitor levels of violence against women in the displaced 

communities, and to highlight and advocate against such incidences should the need arise. 

 

Recommendations: 

 

 To ensure that women accessing the nutritional points tents, the baby tents, and 

talking to the psychologists are aware that whatever they say is not repeated or passed 

on to the community 

 To co-ordinate with other community based organisations to monitor trends in violent 

acts towards women. 
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HQ Support to the field: 

 

Overall, the Paris HQ staff, particularly in the emergency phase of the emergency, has 

worked hard to provide excellent levels of support in all sectors. The provision of equipment, 

supplies, expat staff, funds, psychological support, and technical expertise, has gone very 

well. There have been problems, of course, staff shortages in particular sectors, and delays 

with the signature of some funding agreements, but none of these can put be put down to a 

lack of willing.    

 

What is needed, however, is guidance and support, to take the country level activities forward 

at a strategic level. The Haitian operations have spiraled and plummeted over recent years 

dependent on whatever natural disaster has prevailed. This has to be switched to a long term 

approach so that the future programmes, beyond Port au Prince can flourish in the long run. 

Technical advice will be needed in all traditional sectors, as well as other, for example, how 

to integrate environmental issues into the programmes on a consistent basis. 

 

A number of staff, both at the HQ and in the field, questioned the organisation’s recognition 

of the hard work and effort that they had put into the operation. This may be purely be related 

to particular managers, at particular moments, not quite expressing their full appreciation.  

 

However, for an organisation that relies on the loyalty of their staff and their sense of 

belonging for their continued commitment to the organisation this is somewhat worrying. 

Without this, the sustainability of current and future operations will be questionable.  

 

Similarly, some expatriate “pools” will need to be expanded and improved, exploring new 

sources of staff across the board, so that the concept of “the seasonality” of expats can be 

avoided. 

 

Technical advisors are of course useful support mechanisms for staff in the field, however if 

their response it not timely, then at times, it can be of little use.  

 

Finally, the centralised validation procedures of small matters such as the blog, the 

organisation of external training, and elements of the recruitment of expat staff in the field, 

and the proposal and recruitment process for local staff to become expat staff, need to be 

released somewhat to the field.  

 

Having supervised the largest ever ACF France emergency response, the Paris HQ needs to 

ensure that the processes are firmly in place for the lessons learnt from the operation can be 

widely dispersed throughout the ACF-IN, so that next, as there will no doubt be a next time, 

the organisation will respond as well if not better than this time, and that programmatic 

success is matched by professionalism in all support services sectors. 

 

Conclusions: 

 

Media, as well as donor attention, will not remain for much longer on Haiti, although the 

Cholera epidemic has prolonged interest levels in the short term. Strategic plans for future 

operations need to be outlined as soon as possible, and donor support needs to be secured. 

 

Staff sensibilities and job satisfaction should be monitored to gauge the sense of employee 

ownership, and the desire of staff to remain employed by the organisation. 
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The decentralisation of some processes should be encouraged, signifying more trust in the 

field staff to administer their operations. 

 

Recommendations: 

 

 To support the country operations with the preparation of a long term, programmatic 

and donor strategy, which will enable operations levels to function at a comparatively 

higher level than prior to the earthquake. 

 Managers must be sure to undertake regular formal and informal reviews of their 

designated staff performance and to show their verbal appreciation when applicable. 

 To expand recruitment activities to ensure quality and depth in all sectoral “pools”. 
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Appendix 1: Information gathering 

 

1. Secondary reading (please see evaluation methodology). 

 

Additional reading material as follows: 

 

- Response to the Humanitarian Crisis in Haiti, Achievements, Challenges and 

Lessons To Be Learned IASC July 2010. 

- Haiti Earthquake Response – Context analysis July 2010 ALNAP/UNEG. 

- IFRC Real Time evaluation – Haiti July 2010. 

- Haitian National Food Security Co-ordination Group - A rapid evaluation of 

the post-earthquake food security situation – March 2010. 

 

 

2. Key informant interviews: 

 

Monday November 15th – Paris ACF HQ: 

Nicolas Villeminot – WASH Advisor, Haiti Pool 

Jean-Baptiste Lamarche – Logistics Support Manager 

Gaétan Bommel – Supply and shipping Manager (Former Logs advisor for Haiti earthquake 

response). 

Sophie Llobell – Procurement Manager 

Catherine Coffinières – Supply and Shipping Manager  

 

Tuesday November 16th – Paris ACF HQ: 

Sophie Cretin – HR Manager - National Staff (Overseas). 

Julien Eyrard –  Technical Advisor  Sanitation (Programme Co-ordinator – WASH – Haiti 

November 2008 – June 2010). 

 

Wednesday November 17th – Paris ACF HQ: 

Marie HERAIL – Operational Finance Manager 

Frédéric Bardou – International Security Manager 

Julia Belusa – Communications Manager 

Andrew Mitchel – DRR Advisor 

 

Thursday November 18th – Paris ACF HQ: 

Cécile Bizouerne – Mental Health and Healthcare Advisor 

Elisabetta Dozio – Psychosocial Co-ordinator 

Florent Devouge – Financial Controller - Haiti 

Thomas Gonnet – Director of Operations 

Julien Morel – Food Security Advisor 

 

Friday November 19th – Paris ACF HQ: 

Isabelle Moussard – Desk Officer – Haiti 

Abel Sollier – Emergency Pool Co-ordinator - Logistics 

Raphaël Jarrige – HR Manager – International Staff  

 

Tuesday November 23rd – Port Au Prince Haiti: 

Pierre Tripon – Chef de Mission ACF Haiti 

Caroline Broudic – Food Security Co-ordinator 
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Pauline Peenaert – PM – Mental Health 

Anne Fillorizo – PM – Mental Health 

 

Wednesday November 24th – Port Au Prince Haiti: 

Anne Charlotte Schneider – Support Services Improvements and Rectifications Co-ordinator 

Samir Maleh – Deputy CDM  

  

Thursday November 25th – Port Au Prince Haiti: 

Gwen Garnier – Nutrition Co-ordinator  

Lucile Grosjean – Communication and Advocacy Officer 

 

Friday November 26th – Port Au Prince Haiti: 

Field trip with Claude Bubendorff - DINEPA Water Trucking Logisitician  

Marie Charlotte Massonnet - Finance/Admin Co-ordinator  

Estelle Robert - Co-ordinator – HR Co-ordinator 

 

Saturday November 27th – Port Au Prince Haiti: 

Julie Gauthier -WASH co-odinator (during emergency phase Jan- March 2009) 

Muriele Thery - Evaluator, Cash for work programmes  

Pierre Tripon - Chef de Mission ACF Haiti 

 

Monday November 29th – Port Au Prince Haiti: 

Julie Patinet, Evaluator – WASH Progamme 

Olivier Truchetet – Logistics Co-ordinator 

 

Tuesday November 30th – Port Au Prince Haiti: 

Nutrition/Pschological Support Field trip to Petit 7: 

 -   Maryse Ettienoul – Programme Manager, Nutrition Treatment 

 -   Anne Fillorizo - Psychosocial Programme Manager 

Anne Gaelle Lebeau - WASH Co-ordinator 

Raoul Pierre-Louis - KASEK Sixth Secteur Port au Prince  

Marie Claude Desiets - UNICEF Representative Haiti (by telephone) 

Pierre Yves Rochard - Programme Co-ordinator - DINEPA 

 

Wednesday December 1
st
 – Port Au Prince Haiti: 

Damien Berrendorf – ECHO Head of Office Haiti (by telephone) 

Berengere Tripon – Programme Co-ordinator – Cholera response (Deputy CDM Earthquake 

response) (by telephone) 

Nicolas Meron – Programme Co-ordinator – North West Region (by telephone) 

Sanitation Dept Field Trip –  Charlotte Bailleul, Programme Manager Sanitation 

Pierre Piccolo – Security Officer 

Claire Gaillardou – Programme Manager, Hygiene Promotion 

Zaza Gvelesiana – HQ Logistical Representative 

 

Thursday December 2
nd

  – Port Au Prince Haiti: 

Berthony Innocent – Finance Administrator 

Cartas Cara Jean Philippe – Deputy HR Manager 

Jean Daniel Coimin – Logistician – Porte Au Prince 

Debriefing - Pierre Tripon – Chef de Mission ACF Haiti 
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Appendix 2 – Abbreviations: 
 

ACF:  Action Contre la Faim  

ACF-IN: Action Contre La Faim International Network 

PSP:  Psycho-social Support Programme 

DRR:  Disaster Risk Reduction 

PDA:  Post Distribution Assessment 

NFI:  Non food items 

WASH: Water, Sanitation and Hygiene Promotion 

DINEPA: Direction National de L’eau Potable et de L’Assainissment 

INGO:  International Non-Governmental Organisation. 

ELF:  Expatriate life facilitator 

UNOCHA: United Nations Office for the Co-ordination of Humanitarian Affairs. 

CAP:  Consolidated Appeals Process. 

IASC:  Inter Agency Standing Committee 

IOM:  International Organisation for Migration. 

PCNB:  Point de Conseil en Nutrition pour Bébé  

CRS:  Catholic Relief Services 


