Quality and Accountability Initiatives: Questions and Answers

ALNAP, People In Aid, The Sphere Project, Humanitarian Accountability Partnership

Extracts from a paper published in October 2006

Introduction 

During the past decade the humanitarian community has initiated a number of inter-agency initiatives to improve accountability, quality and performance in humanitarian action. Four of the most widely known initiatives are the Active Learning Network for 

Accountability and Performance in Humanitarian Action (ALNAP), Humanitarian 

Accountability Partnership (HAP), People In Aid and the Sphere Project.  

Representatives of these initiatives began meeting together on a regular basis in 2003 in order to share common issues and harmonize activities where possible; since 2006 these four have been joined by Coordination SUD (Solidarité, Urgence, Développement), Groupe URD (Urgence Réhabilitation Développement) and the Emergency Capacity Building Project (ECB).
Who are we and what do we do? 

ALNAP: established in 1997, the Active Learning Network for Accountability and 

Performance in Humanitarian Action is an international, sector-wide membership forum which aims to promote a culture of learning across the humanitarian sector in order to improve performance. ALNAP is involved in a range of activities including the production of an annual Review of Humanitarian Action which monitors the performance of humanitarian action though a synthesis of evaluative reports provided by the Membership. It monitors the quality of the evaluations themselves using the 

ALNAP quality pro-forma, and works with agencies to improve their evaluation skills. 

The ALNAP Secretariat hosts a comprehensive evaluative reports database. ALNAP’s 

Biannual Meetings provide the membership with extensive opportunities for networking and learning on a range of important issues. ALNAP also produces papers that draw together lessons learned for particular types of emergencies, and practical tools, such as guidance booklets and training modules, on subjects and themes prioritized by the Membership. The ALNAP Secretariat hosted the Tsunami Evaluation Coalition during 2005 and 2006 and is taking responsibility for its follow up. At the time of writing, ALNAP has 57 Full Members and over 700 Observer Members; its Secretariat is based at the Overseas Development Institute in London. www.alnap.org
Humanitarian Accountability Partnership – International – HAP: was founded in 

2003 by a group of humanitarian agencies committed to making their work more accountable to its intended beneficiaries, following on from several years of research and field trials conducted by HAP’s antecedents, the Humanitarian Ombudsman 

Project (1999-2001) and the Humanitarian Accountability Project (2001-2003).  HAP is now finalising a system of voluntary self-regulation and quality assurance to be based upon the HAP Accountability and Quality Management Standard due to be published in late 2006. Registered as a Swiss NGO, the HAP Secretariat is based in Geneva with 14 full members as of September 2006. New members are required to submit an Accountability Workplan mapping out how their organisation will seek to implement the HAP Accountability Principles. Eventually, through the accreditation of affiliated NGO networks and associations with the authority to certify their own members as being compliant with the HAP Standard, it is hoped that HAP’s vision of an accountable international humanitarian system at large will eventually be realised. 

www.hapinternational.org 

People In Aid: formally established in 1995, People In Aid promotes good practice in 

the  management  and  support  of  employees  and  volunteers  working  in  relief  and development.   The  People  In  Aid  Code  of  Good  Practice  is  a  quality  framework 

covering  all  aspects  of  human  resources  and  people  management.  It comprises  7 principles, each with specific  indicators. The Code supports continuous improvement of  NGOs’  HR  practices,  facilitates  stakeholder  engagement,  and  measures improvement. People In Aid’s mandate as a central resource to the sector, supporting 

agencies  in  improving  the  quality  of  their  human  resources management,  is  further 

carried  out  through  workshops,  published  guidelines,  research  and  exchange  of information between the 100+ members based in over 25 countries. 

www.peopleinaid.org   

www.managing.peopleinaid.org  

www.epn.peopleinaid.org 

The Sphere Project: launched in 1997 by a group of humanitarian NGOs and the Red 

Cross/Red Crescent Movement, Sphere has developed a handbook of standards for 4 sectors (Water/Sanitation and Hygiene Promotion; Food Security; Nutrition and Food Aid; Settlement and non-Food Items and Health Services). The cornerstone of the book is the Humanitarian Charter, which describes the rights of people affected by disasters. The standards, each with key indicators and guidance notes (covering ‘cross-cutting issues’ such as people living with HIV/AIDS and gender) aim to articulate the implications of fulfilling these rights. An introductory chapter outlines standards which are common to all sectors, such as Participation, Initial Assessment and Evaluation. The Code of Conduct for the International Red Cross/Crescent Movement and Non-Governmental Organizations (NGOs) in Disaster Relief is an annex in the Sphere handbook. 

Sphere is not a membership organization. The process of developing the handbook, and its revision for 2004, were based on extensive collaboration involving over 4,000 people from 400 organizations in 80 countries. Following consultations in 2004 with people and organizations that use Sphere, the Sphere Management Committee became a Board. The small project office based in Geneva was restructured to allow greater emphasis on gathering and managing knowledge on Sphere, and better support those developing materials and training to facilitate its use. The interactive website and online database are a key tools in these tasks. ‘Offline’ activities include ‘learning activities’, which are being held around the world to allow people to reflect on and record their experiences of using Sphere (see also below How do we know that we are making a difference?. 

The project operates in three languages: English, Spanish and French. Most project materials are available in all three languages, and the handbook has been translated into several more. 

www.sphereproject.org 
What are the similarities between us? 
All initiatives share a common goal which is to improve accountability, quality and performance in humanitarian action. There are many paths to achieving this goal and while each initiative takes a different route, they sometimes overlap and they have a shared destination. All the initiatives are governed, managed and supported by humanitarian agencies and individuals, and there is a commitment to work closely together towards greater harmonization and impact. 

What are the differences between us? 
Although the initiatives share the same goal, there is also a necessary distinctiveness. 

Quality and accountability in the humanitarian sector are multi-faceted and each initiative has chosen or been mandated by the sector through its membership to take a distinct entry point and methods for addressing specific component(s). In this way, each one requires a different combination of skills and competencies, and has developed its own unique way of addressing its specific objectives. 

Distinct Mandates: Each initiative aims to improve one or more component parts of humanitarian quality and accountability. ALNAP is concerned with promoting learning, especially through improved evaluation, whilst HAP aims to improve the quality and impact of humanitarian action through helping agencies to become more accountable to disaster survivors. People In Aid’s remit is to help NGOs to improve their human resource practices through the use of the Code of Good Practice and other targeted services and outputs.  Sphere has developed and supports the use of standards and a humanitarian charter in disaster response, in order to improve the quality and accountability of performance by humanitarian professionals. 

How is complementarity assured? 

Several mechanisms are in place to ensure that the work of each initiative is harmonized sensibly. For example, all the initiatives come together twice a year to review their respective workplans and to discuss overlaps and gaps. The minutes from these meetings are posted on each of the initiatives’ websites. HAP, People In Aid, Groupe URD and Sphere are all Full Members of ALNAP and are in constant touch through circulars, e-mail and face to face meetings. The ALNAP Biannual Meetings provide a forum for regular updates and discussing work-plans. There is also crossover on various working groups – for example HAP was on the Working Group of the ALNAP Global Participation Study and is also a member of People In Aid.  During 2006 Sphere participated in the Editorial Steering Committee for the development of HAP standards. HAP, Sphere and ALNAP are all in an advisory group to ECB. Increasingly, the initiatives are looking at ways of working together on certain projects and in certain countries.
Additions to ‘Who are we and what do we do’.
Coordination SUD - Synergie Qualité is the national coordination committee of 

French international solidarity NGOs. It produced the Synergie Qualité methodology 

in 2003. The aim of the Synergie Qualité approach is to help NGOs implement their own 

‘quality approach’ by suggesting that they incorporate these five elements:

·  humanitarian ethics 

·  governance within the agency 

·  human resources management 

·  project cycle 

·  the role of the affected populations 

According to Synergie Qualité, the quality criteria vary according to the context in which the actions occur, so it focuses on the right questions to ask rather than on responses. 

The guide is being translated into English and some of the chapters can be downloaded in English.  

www.coordinationsud.org   

Quality COMPAS has been produced by Groupe URD, which undertakes research, evaluation and training in humanitarian action. It has its roots in operational research carried out from 1999 to 2004. 

It enables steering and evaluation of projects with the aim of improving the quality of service provided to these populations. It is complemented by an information handling system (Dynamic COMPAS), which makes it possible to record key data about the project. Groupe URD is now supporting leading humanitarian organizations as they adopt this method and its tools. 

The Emergency Capacity Building Project’s Accountability and Impact 

Measurement Initiative. The Emergency Capacity Building (ECB) Project is a collaborative effort of the seven agencies of the Inter-agency Working Group on 

Emergency Capacity: CARE International, Catholic Relief Services, the International 

Rescue Committee, Mercy Corps, Oxfam GB, Save the Children US, and World Vision International. These agencies and their partners are jointly addressing issues of staff capacity, accountability and impact measurement, risk reduction and the use of information and communication technologies (ICTs) in emergencies, with the objective of improving the speed, quality and effectiveness of emergency response.  

Those involved in the Project have agreed that our primary accountability is to people affected by disasters. For ECB, accountability means involving men, women, and children affected by an emergency in such a way that they can voice their opinions, influence project design, say what changes they want to see and judge results achieved. The “good enough” approach stresses doing what is safe, essential, quick and simple in complex emergency situations, to ensure that even in these challenging contexts staff take some initial, practical steps towards accountability to disaster-affected people. These practices have been published in a brief Guide entitled ‘Impact Measurement and Accountability in Emergencies: The Good Enough Guide’ in early 2007.    
Further reading available: http://www.hapinternational.org/pool/files/qandafinalpaper.pdf
