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1. Introduction 
This report concerns the raising of some GBP 20 million pooled funds and £15 million retained 
funds from the UK Public for a humanitarian response to the 2004 Humanitarian Crisis in 
Darfur, Sudan by eleven DEC Member NGOs and their partners.  Of this sum, GBP 19,655,867 
has been allocated. 
 
The study was carried out between 23rd January 2006 and 31st March 2006 by:  

John Wilding, an agricultural economist with a wide experience of Relief and 
Development issues in Africa and Asia; and 
 Pierre Capdegelle, a French national and medical doctor, with a long experience of 
clinical care and public health in emergency humanitarian situations in Africa, Asia and Central 
America. 
 
The consultants met some DEC Members in Oxford and London, studied documentation in 
London and at their home bases, interviewed Member country staff and concerned international 
organisations in Khartoum and travelled widely to visit Member interventions in North, South 
and West Darfur.  Eleven NGOs were visited along with their local partners over a sixteen day 
period in the field.   
 
The Terms of Reference required that the Team should, inter alia, present a concise look, based 
on the evidence found in the field, across Members’ response as a whole and focusing on the 
‘core public accountability’ issues which will be the basis of what the Board puts into the public 
domain 
 
2. Methodology 
The consultants undertook Document Review, carried out Field visits and made Observations as 
a result of carrying out discussions with Key Informants as well as participatory semi-structured 
interviews with a number of beneficiaries of particular projects.  Discussions were held with 
other donors (DFID and USAID), UN institutions (WFP, UNICEF, UNOCHA) and the 
Government of Sudan through its Humanitarian Aid Commission (HAC). 
 
Information was triangulated with the different respondents and a debriefing workshop was held 
with a representative cross-section of participating Member staff in Khartoum and feed-back 
gathered.   
 
Time constraints severely limited the number and depth of interviews, particularly in the field 
and with regard to beneficiaries.  Similarly, pressure to meet reporting deadlines severely limited 
the Team’s ability to follow up post-mission lines of enquiry. 
 
 
 
 
This report was prepared with financial assistance from Disasters Emergency Committee.  
The views expressed herein are those of the consultants and do not represent any official 

view of the DEC Secretariat or its Members. 
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3. Background  
The humanitarian crisis in Darfur represents a complex emergency resulting from a politico-
military dispute which is currently the subject of a very tenuous ceasefire and ongoing peace 
negotiations in Abuja, Nigeria.  The issues are complicated and set against a background of 
decades of political (and economic) neglect by central powers in Khartoum and competition on 
the ground for an ever reducing natural resource base exacerbated by rapid population growth. 
 
Understanding the dispute(s) is like peeling an onion – to answer one question requires the 
raising of several more issues.  Beneath the disputes lie innumerable ethnic and cultural levels 
and sub-levels, factions and sub-factions.  It is not simply a question of Arab against African, 
slaver against slave, nomad (or transhumant) against the sedentary, livestock keeper against 
agriculturalist, pastoralist against farmer – these are issues which have existed for millennia.  
Disputes were, until very recent years, settled according to traditional mechanisms in recognition 
of the dependent symbiotic relationship between players. 
 
At the national level, the more developed central belt of Sudan with few natural resources, but 
now availed of oil revenues, has to be compared to a far less developed Darfur with an agro-
livestock economy and a less-educated population.  Behind this lies a history of colonial 
occupation, empires and independent states.  A complication lies in the fact that Darfurians have, 
in recent history, formed the backbone of the military in the country. 
 
Against this background, the response to armed revolt in Darfur in 2003 constituted the arming 
of certain groups and the age-old strategy of denying insurgent support by clearance of the rural 
area and concentration of its population.  By late 2003/early 2004, this had developed into a 
major humanitarian crisis involving some three million people - half of them in IDP camps, 
others spontaneously hosted by existing settlements, while the totality suffered from restricted 
mobility, trade and access to resources.  The scale of the crisis was quite evident by the end of 
2003 but the world paid no attention until well into 2004.  
 
The humanitarian conditions imply overcrowding of up to 120 000 persons in unsanitary camp 
concentrations, the associated epidemic disease risks, lack of potable water and food, as well as 
lack of access to medical facilities and the normal services of education and social support.  In 
response, DEC, representing eleven British NGOs, launched a media fund–raising campaign on 
20th July 2004 in order to support the efforts of Members already operating on the ground and 
those ready to mobilise. These funds were distributed as indicated in Table 1 below. 
 
4. Appropriateness  
The DEC Members’ response which brought camp management responsibility, shelter, NFIs, 
clean water, sanitation, bulk food supplies, treatment of severe acute malnutrition, basic health 
services, public health promotion and rudimentary education (including hygiene messaging) 
were absolutely relevant to the normalisation of a settlement environment in which disease, 
starvation and widespread loss of life presented a severe risk.  
 
Member services were delivered in a form and manner quite appropriate to the ethnic and 
cultural norms of the beneficiary population and utilised the considerable expertise of other  
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African nationals (and Southern Sudanese) who were ideally placed to understand the 
practicalities of the situation then prevailing.  
 
Table 1 – DEC allocation of funds according to IOC (Indicator of Capacity) 
 

Agency DRP Allocation 
9 months to 30th 

April 2005 
(A) 

Total expended to 30th 
April 2005 

 
(B) 

ERP Allocation 
  9 months to 31st 

January 2006 
(C) 

Total  
 Allocated 

 
(B + C) 

British Red Cross 3,055,500 2,894,025   1,000,000 3,894,025 
CAFOD/Christian Aid 2,041,500 2,041,500   1,122,500 3,164,000 
CARE 1,905,000 1,686,565     461,475 2,148,040 
Concern    450,000   450,000 -     450,000 
Help the Aged    555,000   555,000        95,000     650,000 
Merlin    555,000   554,923      197,990     752,913 
Oxfam 3,768,450 3,768,451   1,122,500   4,890,951 
Save the Children 2,345,449 1,333,892  1,011,618   2,345,510 
Tearfund    831,000   831,000 -     831,000 
World Vision    856,500   529,428 -     529,428 
Total        17,617,399            14,644,784            5,011,083         19,655,867 

source:  DEC 
 
The very presence of ‘foreign’ personnel delivered a level of protection to potential victims of 
violence which undoubtedly had a deterrent effect on far wider aggression towards civil 
populations and possible genocide.   
 
Nevertheless, this presence has been unable to prevent ongoing abuses and violence in IDP 
camps and towns1 and this lack of protection constitutes a major failing of the international 
response.  NGOs, slow to address this aspect of protection, have not really worked out what to do 
about it or whether, if at all, they are qualified or mandated to do so. 
 
5. Timeliness 
Despite warnings from some Members in Khartoum in late 2003, the humanitarian community 
did not measure the magnitude of the crisis looming in Darfur in 2003.  The response was very 
late partly because international preoccupation lay with the peace process in South Sudan and the 
need to maintain its momentum.  It is widely believed that Darfur was ignored at that time for 
fear it could derail the peace process.  The small number of NGOs already present in Darfur 
experienced difficulties in adjusting their activities and building a coherent and incisive response 
to the growing humanitarian needs.  Though a large mobilisation of aid was achieved in 2004, 
service delivery remained chaotic, leadership was weak and objectives were ill-defined - NGOs 
were still in a learning process2.  Conversely, 2005 is perceived as a ‘good year’ in which the 
humanitarian community delivered concerted assistance in a more rational and effective manner. 
 
The pervasive feeling of insecurity and unpredictability prevailing amongst communities and 
NGOs were not conducive to proactive management of the projects.  NGOs were adequately 
reacting to new developments of the crisis but found it difficult to make projections for the 
                                                 
1 Often at night (eg Kebkabiya town and Kalma camp in S Darfur) but also an extremely high level of sexual 
violence in and around the camps in broad daylight. 
2 personal communication - UNICEF Representative in South Darfur, 
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future3.  Consolidation of previous achievements seemed to override the pursuit of good 
planning and, at times, the improvement of service quality.   
 
6. Effectiveness 
In a context where displaced populations find refuge in camps close to urban areas, the nature of 
humanitarian operations tends to be rather straightforward and codified.  Accordingly, IDPs in 
camps and towns, being the easiest to reach and to serve4, were prioritised.  
 
With regard to the overall problem, this was anything but straightforward.  The resident rural 
population was also severely impacted by the humanitarian crisis not least because of restricted 
mobility and the fact that many of Darfur’s livelihoods depend upon trade over large distances.  
It has taken agencies5 a long time to start to address the populations of rural areas6 and other 
affected groups.  This initial focus on IDPs in government-held areas has raised issues about the 
impartiality of the response. 
 
A major hindrance to effective programme planning and monitoring was the lack of reliable data 
on the number of beneficiaries.  Since population estimates were based on general food 
distribution figures, targeting was largely biased7 and, consequently, the concepts of target 
population and coverage could have been, at times, meaningless.  The extreme mobility of 
communities between the camps and villages exacerbated the problem and may account for the 
large number of defaulters in such as the Supplementary Feeding Programmes. 
 
A number of Members failed to reach Sphere standards.  Many, however, had to thinly spread 
their efforts in various fields where they did not necessarily have specific competence8.  
Shortcomings can also be explained by heavy workload, lack of adequate human resources9 and 
overwhelming logistics and administrative issues.  It has to be recognised that Sphere standards 
are a target not an objective and, in a desperate situation, the objective is to reach all 
beneficiaries with something. 
 
The human resource problem has been crucial and does not so much concern the calibre of staff 
but rather the rapid turn-over of international staff which, inter alia, has resulted in striking gaps 
in Members’ institutional memories and presumably affecting their ability to learn. 
 
Management staff manifested a reasonable level of understanding of the determinants of the 
crisis10 but aid workers’ analysis of current developments and stakeholder objectives were patchy 
if not contradictory.  All NGOs identified protection as a top priority for their interventions but, 
as indicated in Section 4. (Appropriateness) above, are not all clear as how they can better 

                                                 
3 The Team found no evidence of basic scenario planning. 
4  Not least because they were often in government-held areas. 
5 With the exception of ICRC. 
6 Where access often has to be negotiated with rebel groups. 
7 A re-registration exercise undertaken in Kalma IDP camp manifested that only half of the targeted population was 
physically present in the camp. 
8 A case in point is overall camp management. 
9 Many staff were on their first mission which was extraordinary given the complexity and harshness of the Darfur 
emergency. 
10 Although it is uncertain whether this could have been said in 2004. 
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address the question of protection against abuses and violence.  The ‘Do No Harm’ principle 
received due consideration and the Team witnessed no cases of massive or indiscriminate 
delivery of humanitarian aid which could endanger the stability of intended beneficiaries.   
 
Security concerns were paramount with regard to international and, more particularly, national 
staff and the Team observed no blatant breaches of basic security measures by Members.   
 
DEC funds indisputably contributed to the effectiveness of the humanitarian response.  Rather 
than the sheer volume of funds provided, it was their easy access and quick disbursement with 
little earmarking which was praised by NGOs.  Even those NGOs, which benefited from 
relatively modest DEC funding, acknowledge the crucial role of these funds in kick-starting a 
number of their projects. 
 
Though not strictly within the scope of this evaluation, better DEC information on Member 
deployment, chronology, funds allocation, updated locations and scope of works would 
significantly facilitate the tasks of monitoring and evaluation. 
 
7. Cost effectiveness 
An economic approach to aid delivery is far from ingrained in NGO culture and the NGOs could 
not provide simple data such as unit costs11.  At the same time, some of the intended results such 
as protection and human rights advocacy are of an intangible nature and do not easily lend 
themselves to economic analysis.  Data, made available to the Team, regarding beneficiary 
numbers were too unreliable to make the even the most simple calculation of cost per 
beneficiary. 
 
The Team’s opinion is that the cost-effectiveness of the different programmes in Darfur was 
relatively poor owing to high commodity transport costs, delivery and customs delays, high 
opportunity costs and high personnel costs.  The UNJLC ‘Common Pipeline’ initiative would 
seem to have allowed some economies of scale but no study of the subject was available.  With a 
few exceptions, the Team did not observe significant wastage or provision of inadequate goods.  
 
A number of strategic choices adopted by Members, such as Community Therapeutic Centre  
versus Therapeutic Feeding Programme, mobile versus static clinics, were potentially cost 
effective options. 
 
The Team recognises the need to enhance accountability by improved cost-effectiveness analysis 
and recommends that DEC design a set of economic indicators to be built into the Member 
reporting format. 
 
8. Coherence  
The Team did not elicit obvious cases of duplication of activities or geographic overlapping and, 
in that respect, Members acknowledge OCHA’s prominent role.  Clearly, Members have had to 
work strictly within GoS policy frameworks through the strictures of its Humanitarian Aid 
Commission (HAC) and, while this has proven to be frustrating and restrictive on their Human 
                                                 
11 Eg. cost of pumps, cost of recovery of CTC patients etc. 
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Resource options, they have managed to perform their work well while, at the same time, 
meeting the exigencies of the Red Cross/NGO Code of Conduct in Disaster Relief, DEC 
Membership Criteria and the People in Aid Code. 
 
9. Coordination  
The Team was highly impressed by the level of coordination established between the different 
agencies as a whole and herein lies a very important message.  Have those effective coordination 
mechanisms been prompted, paradoxically, by the absence of a strong governmental 
coordinating body or have high levels of insecurity and overwhelming humanitarian need 
necessitated the avoidance of egocentric NGO attitudes which so often prevail in less stressful 
theatres of crisis? 
 
Even more remarkable was the level of collaboration observed in the field.  Again not a salient 
feature of agencies’ deployment, the closeness of international as well as national operators was 
one of the very positive results of the crisis.  
 
NGOs which had a comparative advantage in a specific sector did not hesitate to assume 
leadership in that sector and to play an advisory role on issues pertaining to their field of 
competence.  Similarly, NGOs benefiting from higher logistics or other capacities readily 
extended their support to lesser privileged NGOs. 
 
10. Impact  
From a serious emergency situation in 2004, the physical condition of a large part of the IDP 
population has been stabilised and leaves no major cause for worry12 as long as current delivery 
levels of humanitarian aid continue13.  However, the condition of IDPs in areas that are currently 
inaccessible to aid agencies because of insecurity, notably in parts of West Darfur, is not known 
and this situation is deteriorating. 
 
The humanitarian response, after a slow start, had a large impact in mitigating the effects of the 
crisis and in improving the health status of the affected populations.  While alarming rates of 
malnutrition were observed in 2004 (e.g. 25.8 % of Global Acute Malnutrition in West Darfur), 
the trends in the nutrition status of children were quite favourable by international standards and 
even better than the ones observed in Khartoum Estate - this has been a major achievement of the 
operation in 2005/6.  Similarly, the EPI coverage has shot up (86% for DPT and 85-90% for 
measles, in South Darfur) and is only second to Karthoum Estate in Sudan.  No significant 
outbreaks of water borne diseases were recorded which is impressive considering the prevailing 
overcrowding in the camps.  Villagers now have access to health services which were only 
available in urban centres prior to the crisis and the demand for those services is growing.    
 
Those statements regarding substantial improvement in the health status of IDPs must not be 
interpreted as a call to scale down relief operations.  As of today, no durable solution to the 
conflict is forthcoming and the Darfur population remains seriously food insecure.   
 

                                                 
12 With the exception of protection against abuses and violence. 
13 Which are currently far from assured. 
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It is most likely that the present crisis and its humanitarian response will have longer term 
durable effects.  A possible impact may be a shift of some of the rural population to an urban 
lifestyle in the towns around which they have settled and particularly so for the younger 
generation.  It clearly appears that education is a major concern to parents and better provision of 
this service and, along with improved health care, water supplies and perceived physical security, 
is expected to be a significant factor in preventing early return.  As the younger generation grow 
into this environment while time passes, it is expected that a proportion of them will prefer not to 
return to the hardships of village life.  
 
From an ecological perspective, this would paradoxically be a positive change, particularly in 
respect of those families returning to the Goz (sandy) soils which are already exhausted and 
anyway more suited to forest and livestock production.  This is an unfortunate point to conclude 
in light of the very (violent) reasons for which the populations departed from their farms. 
 
In expectation of such a change, however, those Members who operate in the livelihoods sector 
should seriously consider skill training in trades for which there is an urban demand.  In the 
shorter term, the displacement linked environmental damage in terms of deforestation and 
inappropriate exploitation of non-rechargeable water tables is serious and needs to be addressed 
by NGOs. 
 
While some partners do offer assistance to nomadic or transhumant Arab populations, most of 
the aid has been disproportionately targeted towards the non-Arab, largely sedentary, population 
because it is largely they who have been displaced.  This can only have very negative medium 
and long-term impacts in terms of peace and reconciliation – not all Arabs are Janjaweed 
aggressors.  While noting that Tufts University made the recommendation about one year ago 
(and upon which there has been little action), the Team would recommend that the subject of 
impartiality be addressed without delay.   
 
11. Conclusions and Recommendations 
Conclusion 11.1 
DEC funds presented the members with timely and flexible resources with which to mobilise a 
very significant response to the crisis in Darfur.  For those already in theatre, the funds facilitated 
the necessary changes for a rapid adjustment from development to emergency relief.  For those 
Members without a presence in the country, the funds eased the very difficult process of their 
establishment in Darfur. 
 
Recommendation 11.1  
The flexibility, rapidity of distribution and lack of ear-marking of DEC funding, which is most 
appreciated by all Members, should be defended in the face of other, sometimes valid, criticisms 
of the DEC institution. 
 
Conclusion 11.2 
The difficulties of working in Darfur and the frustrations placed in the path of agencies  may 
explain much of the slowness in the achievement of results. 
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Recommendation 11.2 
While not wishing to reduce management rigueur, a level of patience is recommended to meet 
the challenges of Darfur. 
 
Conclusion 11.3 
Nevertheless, 2004 has been perceived as a lesson learning year in which humanitarian 
performance was mediocre and could be described as a sequence of ‘trial and error’ before 
NGOs were able to ‘come up to speed’.  The Team considers that the cause of such was the 
result of several issues: 
i) a lack of newcomer NGO experience both in Darfur and in the complex circumstances 
they encountered there - exacerbated by recruiting inexperienced staff; 
ii) an inability (or maybe an unwillingness) and a lack of capacity of NGOs, already present 
in theatre, to swiftly make a change from development to emergency relief; 
iii) an inability to benefit from the knowledge, experience and loyalty of existing local staff; 
iv) a lack of investment in emergency preparedness capacity, notably for long-term staff. 
 
Recommendation 11.3 
While not necessarily recommending that every Member should maintain an international 
emergency response unit, there is a place for emergency preparedness, motivation and training of 
all staff to cope with unforeseen disasters.  This needs to be built into their ongoing development 
programmes and not left until an emergency happens.  At the same time, the value of local staff 
and local knowledge needs to be better appreciated. 
 
Conclusion 11.4  
2005, on the other hand, was a year in which Members established a coherent humanitarian 
response and brought the condition of the victims to a degree of stability and to a tolerable living 
environment.  Some of the key factors in turning the situation around were: 
i) the leadership of some of the stronger Members; 
ii) the willingness of specialist Members to help out more ‘generalist’ ones; 
iii) the unprecedented cooperation, collaboration and coordination amongst all agencies. 
 
Recommendation 11.4 
Point iii), above, is one of the key lessons of this operation and which must not be forgotten. 
 
Conclusion 11.5 
Most Members experienced a major constraint in attracting (or keeping) international aid 
workers in Darfur.  Many expatriates were debutantes and a number of staff moved on to the 
well-resourced tsunami response at the expense of Darfur operations.  This is a poor reflection on 
western humanitarian motivation.   
  
Recommendation 11.5 
A better knowledge of emergency disaster relief, its challenges in terms of mental hardship and 
its ethos in terms of dedication need to be instilled in Member staff.  Development and retention 
of cadres of expatriates with specific skills to deal with emergency humanitarian aid operations is 
recommended to each Member. 
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Conclusion 11.6 
The proportion of unspent funds at the end of the DRP (nearly 17%), and the volume of ‘returned 
funds’ anticipated at the end of the ERP, supports most Members’ argument that the time 
limitations on DEC funds’ expenditure is too tight. 
  
Recommendation 11.6 
This is a subject which needs to be seriously addressed within the DEC Board of Trustees. 
 
Conclusion 11.7 
A certain amount of information provided to the Team was not always correct and some figures 
could not be reconciled.  This could be of concern to audit but is most likely to be due to poor 
institutional memory and slack information updating. 
 
Recommendation 11.7 
From Members in the field to the DEC Secretariat, financial and physical information control 
needs to be tightened in order to avoid audit problems and loss of control. 


