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This Final Project Report for the FOREWARN 
Initiative aims to outline the work undertaken over 
the course of the Initiative, the deviations from 
plans made at various stages, and the outcomes 
related to its objectives. The report then assesses 
the overall impact and sustainability, as well as 
the lessons learnt. It is based on the Initiative’s 
outputs, the input of the project partners, and the 
fi nal FOREWARN Steering Committee meeting in 
November 2014.

This report should also be read in conjunction 
with the independent evaluation undertaken in 
late-2014 of the overall Initiative (see Annex I). 
The independent evaluation was done in parallel 
with the completion of the fi nal project activities 
and the drafting of this report due to delays in 
implementation resulting from the limited capac-
ity made available by ECOWAS in late-2014. As 
a result of these scheduling challenges, and the 
limited time and resources available for the evalu-
ation, some discrepancies between the reporting 
contained here and that contained in the evalua-
tion may exist.

This report can be found at: www.humanitarian
futures.org/publications/forewarn-initiative
-fi nal-project-report
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Front Cover Image: Illustration, Soapbox

http://www.humanitarianfutures.org/publications/forewarn-initiative-final-project-report/


FOREWARN Initiative: Facilitating enhanced organisational responsiveness for effective West African risk reduction  03

Acronyms

 ACMAD African Center of Meteorological Application for Development

 AECID Spanish Agency for International Development Cooperation

 ALC African Leadership Centre

 ASEAN Association of Southeast Asian Nations

 AU African union

 AusAID Australian Agency for International Development (now DFAT)

 CCA Climate Change Adaptation

 CEWS Continental Early Warning System

 CSDG Conflict, Security & Development Group

 DFAT Department of Foreign Affairs and Trade of the Australian Government

 DRM Disaster Risk Management

 DRR Disaster Risk Reduction

 ECOWAS Economic Commission of West African States

 EU European union

 EWD Early Warning Directorate, ECOWAS Commission

 FOREWARN Facilitating Enhanced Organisational Responsiveness for Effective West African Risk Reduction 

 GNDR Global Network for Disaster Reduction

 HSA Humanitarian and Social Affairs Directorate, ECOWAS Commission

 HFP Humanitarian Futures Programme

 HPG Humanitarian Policy Group

 ICVA International Council of Voluntary Agencies

 IECAH Institute of Studies on Conflicts and Humanitarian Action

 KCL King’s College London

 LG-SAT Local Government-Self Assessment Tool

 M&E Monitoring & Evaluation

 NDMA National Disaster Management Authority

 NGO Non-Governmental Organisation

 OSAT Organisational Self-Assessment Tool

 PPO Principal Programme Officer

 RRI Risk Reduction Index

 RTU Representative Territorial Unit

 UNDP United Nations Development Programme

 UNISDR United Nations International Strategy for Disaster Reduction

 UNOCHA United Nations Office for the Coordination of Humanitarian Aid

 UNOPS United Nations Office for Project Services

 WEF World Economic Forum

 WFP World Food Programme



04  Humanitarian Futures Programme

Contents

03 Acronyms

04 Contents

05 Executive Summary

06 Section 1: Project Overview

10 Section 2: Activities and Outcomes

23 Section 3: Independent Evaluation

25 Section 4: Development Impact

26 Section 5: Lessons Learned

28 Endnotes

29  Annex I: Independent End of 
Project Evaluation



FOREWARN Initiative: Facilitating enhanced organisational responsiveness for effective West African risk reduction  05

West Africa is likely to experience the impacts of 
climatic, demographic and environmental 
change faster than almost any  other world 
region. Meeting this challenge will require 
enhanced anticipatory capacity and improved 
coordination through innovative mechanisms 
at the regional level, focusing at existing and 
future transnational crisis drivers.

In recognition of this challenge and the 
essential role of the Economic Community of 
West African States (ECOWAS), the Facilitating 
Enhanced Organisational Responsiveness for 
Effective West African Risk Reduction, or the 
FOREWARN Initiative, sought to identify and sup-
port the institutional capacities and conditions 
necessary for effective Disaster Risk Reduction 
(DRR) in West Africa. 

The FOREWARN Initiative was implemented as 
a partnership between the Humanitarian Futures 
Programme (HFP) at King’s College London (KCL), 
ECOWAS, DARA, a Madrid-based research institute, 
and the African Leadership Centre (ALC) at King’s 
College London and the University of Nairobi. 

From 2011–2014 The Initiative combined 
applied research with capacity building activities 
to pilot innovative methodologies and approaches. 
Among it key activities were demonstrating the 
criticality of cross-sectoral approaches to DRR 
and ways in which non-traditional actors, such 
as the scientific community and the private sector, 
can play substantial roles while helping to foster 
innovative DRR strategies; analysing perceptions 
of challenges ECOWAS faces from within the 
organisation and offering recommendations for 
entrenching innovating approaches to collabora-
tion; collecting and analysing, and disseminating 
local and national conceptions of risk in selected 
Member States; building the DRR-related capac-
ity of key ECOWAS directorates; and helping fos-
ter links between EOCWAS and the Association 
of Southeast Asian Nations (ASEAN) for DRR 
and beyond. 

However the Initiative did face substantial 
implementation challenges. As a broad and 
multi-faceted project which sought to challenge 
long-standing barriers to collaboration and 
bring together new partners, it could be consid-
ered overly ambitious and too demanding of the 
ECOWAS Commission. Though it did substantially 
contribute to ECOWAS’ capacity over the course of 
its three-and-a-half years of implementation, to be 
fully successful it required far more capacity to be 
made available at the ECOWAS Commission and 
greater adherence to agreed-upon plans. 

Nonetheless, the Initiative has had a substan-
tial effect on the profile of DRR at ECOWAS, the 
understanding of the risks Member States face 
individually and collectively, the perceptions of 
responsibility for DRR, and the willingness of the 
key interlocutors at the ECOWAS Commission to 
work across traditional organisational and secto-
ral boundaries to address longer-term DRR.

Executive Summary
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Facilitating Enhanced Organisational 
Responsiveness for Effective West African Risk 
Reduction, or the FOREWARN Initiative, was a 
three-and-a-half year programme (2011–2014) 
which sought to identify and support the insti-
tutional capacities and conditions necessary for 
effective Disaster Risk Reduction (DRR) in West 
Africa. It combined applied research with capacity 
building activities to pilot innovative methodolo-
gies and approaches. 

The FOREWARN Initiative was implemented as 
a partnership between the Humanitarian Futures 
Programme (HFP) at King’s College London (KCL), 
the Economic Community of West African States 
(ECOWAS), DARA, a Madrid-based research insti-
tute, and the African Leadership Centre (ALC) 
at King’s College London and the University 
of Nairobi. 

The overall objective of the Initiative has been 
to contribute to the enhancement of effective dis-
aster risk reduction in the West Africa region by 
strengthening organisations’ capacities in antici-
pation, adaptation, collaboration, innovation 
and strategic leadership to reduce vulnerability 
to emerging and evolving threats related to both 
natural hazards and conflict.

The challenges that FOREWARN sought to 
address are complex. The programme therefore 
adopted an evolving multi-pronged approach that 
utilised the strengths of four partner organisations 
and addresses institutional engagement in disaster 
risk analysis from several angles. 

Implemented in two phases – the initial phase 
from July 2011 to June 2013 and an extension 
phase from July 2013 to December 2014 – the 
Initiative sought to achieve its overall objective 
though six specific objectives, which evolved over 
the course of implementation, namely:1

 • Building capacity
 • Deepening Links for DRR
 • Stimulating Cross-Sector DRR
 • Embedding Innovation
 • ECOWAS-ASEAN Exchange
 • Leaving a Legacy

Further information on the project and its 
activities can be found at: www.humanitarian 
futures.org/projects/forewarn

The Final Project Report aims to outline the 
work undertaken over the course of the Initiative, 
the deviations from plans made at various stages, 
and the outcomes related to its objectives. The 
report then assesses the overall impact and sus-
tainability, as well as the lessons learnt. 

This report should also be read in conjunction 
with the independent evaluation undertaken in 
late-2014 of the overall Initiative. The independ-
ent evaluation was done in parallel with the com-
pletion of the final project activities and the draft-
ing of this report due to delays in implementation 
resulting from the limited capacity made avail-
able by ECOWAS in late-2014. As a result of these 
scheduling challenges, and the limited time and 
resources available for the evaluation, some dis-
crepancies between the reporting contained here 
and that contained in the evaluation may exist.

Project Structure

The FOREWARN Initiative partnership of ECOWAS, 
HFP, DARA, and ALC implemented activities, indi-
vidually and jointly, throughout West Africa over 
the course of the Initiative. 

Partners
HFP, an independent policy research programme 
based at King’s College London, held primary 
responsibility for management of this Initiative 
through the coordination of its London office 
and a FOREWARN office based at the ECOWAS 
Commission in Abuja, Nigeria which served as the 
focal point for all contact between the external 
project partners and the ECOWAS Commission. 
The activities led by HFP utilised a suite of tools, 
including the Organisational Self-Assessment 
Tool (OSAT), which HFP developed through past 
work with a range of bilateral, multilateral and 
non-governmental partners, and built upon HFP’s 
previous work in the West Africa region.

Section 1: Project Overview

http://www.humanitarianfutures.org/projects/forewarn/
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ECOWAS, served as both a vital partner and the 
key target group, informing all of the activities of 
this action and was at the forefront of guiding and 
adapting the action through Steering Committee. 
ECOWAS has also been central to the identification 
of key informants for the Initiative and manag-
ing effective relationships with the focal Member 
States of the Initiative. 

DARA, a Madrid-based research institute, 
continued to draw on its expertise in model-
ling different forms of community engagement 
and effective mechanisms to ensure that com-
munities are integral partners in identifying and 
anticipating crisis drivers, and in designing and 
implementing appropriate actions. These method-
ologies were carried out in the Central American 
and Caribbean regions prior to FOREWARN. They 
have demonstrated effectiveness in improving 
DRR by encouraging greater political commit-
ment, facilitating the mainstreaming of DRR into 
development programming and supporting com-
prehensive approaches to community partnership.

ALC, through its offices at KCL and in Nairobi 
has been mentoring the next generation of African 
leaders and facilitating their participation in 
national, regional and international efforts to 
achieve transformative change in Africa, and has 
a long-standing relationship with ECOWAS. The 
Centre brings together African leaders, experts and 
academics from all over the world to work with 
young, talented Africans in the belief that African 
challenges require African solutions. By forging 
mutually beneficial partnerships, academia, civil 
society, government and regional institutions can 
contribute to change through entrepreneurship, 
innovation, creativity and leadership. In the exten-
sion phase ALC provided an advisory role as well 
as promoting ways to strengthen the impact that 
the three external ECOWAS partners have upon the 
ECOWAS Commission.

FOREWARN Steering Committee
The ECOWAS-led FOREWARN Steering Committee 
was the central joint body which oversaw the 
implementation of the Initiative, driven by the 
core objectives of the Initiative, i.e. developing 
longer-term and cross-sectoral perspectives on 
new and emerging crisis threats and strengthen-
ing ECOWAS’ and Member States’ capacities for 
effective anticipation, adaptation, collaboration, 
innovation and strategic leadership.

The Steering Committee set priorities, sus-
tained the involvement of a range of ECOWAS 

Directorates, and promoted the integration of 
FOREWARN activities into annual Directorate 
work plans. The Steering Committee grew to com-
prise eleven Directorates (in addition to represent-
atives of the Initiatives implementing partners): 
Humanitarian and Social Affairs, Agriculture, 
Communication, Early Warning, Environment, 
External Relations, Gender Development, Political 
Affairs, Private Sector, Education Culture Science 
and Technology, and Strategic Planning. 

Implementation Challenges

There are many challenges to implementing such a 
multifaceted initiative though numerous partners, 
and, crucially, to working with ECOWAS, an under-
resourced yet bureaucratically complex organisa-
tion. These have been corroborated or referenced 
by other external partners of ECOWAS, as well as 
by the independent evaluation (see Annex II). 

Given the nature of the Initiative and the 
responsibilities of the key partners at ECOWAS it 
is not surprising that the stream of crises affect-
ing West African recent years impacted the imple-
mentation of the Initiative. The Sahel crisis and 
conflict-related events including election violence 
in Cote d’Ivoire, coups d’états in Mali and Guinea 
Bissau, and on-going disruptions in Nigeria from 
the Islamist group Boko Haram, and most recently 
the Ebola crisis and events in Burkina Faso have 
demanded the attention of key ECOWAS focal 
points throughout the Initiative and as a result 
many activities have had to be repeatedly resched-
uled, modified, or cancelled. 

However, numerous other challenges compli-
cated the implementation of the Initiative, includ-
ing the limited capacity made available by ECOWAS 
to engage (despite agreed upon workplans), the 
organisation’s cumbersome bureaucracy, the dis-
crepancies between the Initiative’s annual cycle 
and ECOWAS’ own planning, and the undoubtedly 
the overall ambition of the Initiatve – namely its 
intention to challenge ingrained operating meth-
ods, as well as its scale and pace. 

These challenges are further elaborated upon 
later in the report.

Evolution
While remaining focused on its overall objec-
tive, the Initiative evolved considerably over and 
within its two phases. Although the external part-
ners had experience working with ECOWAS prior 
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to the Initiative, engagement of such scale and 
complexity had not been undertaken previously. 
As such, numerous lessons regarding engagement 
with ECOWAS – both strategic and practical – were 
learned and incorporated. Further, in light of the 
broad challenges noted above and the stream of 
crisis facing the region, implementation plans had 
to be regularly modified to fit with EOCWAS’ 
priorities and their availability to engage with 
the Initiative. 

The effects of this approach on specific activities 
are noted in the following section, but the pri-
mary manifestation of this approach namely, the 
changes in the Initiatives approach between the 
two phase, are explained in Table 1. 

Table 1 // Lessons learned and transition of FOREWARN Initiative objectives from Initial 
Phase to Extension Phase

FOREWARN Initial  
Phase Objectives

Summary Lessons &  
Achievements from Initial Phase

Corresponding FOREWARN 
Extension Phase Objectives

A. Support capacity building of 
a range of ECOWAS departments 
to integrate and mainstream 
disaster risk reduction (DRR) 
planning into departmental 
strategy 

·  In order for innovative 
cross-directorate structure(s) 
initiated by FOREWARN to be 
sustained long-term, participa-
tion from each Directorate 
must be supported by internal 
strategic documents

·  Cross- and multi-border risk 
is an essential area in which 
ECOWAS can demonstrate 
its value added as a regional 
body, however, more detailed 
information regarding specific 
cross- or multi-border areas 
is needed at the Commis-
sion level 

·  Conditions for enhanced DRR 
leadership must be supported 
at management-level, and 
articulated to staff in formal 
documents and work plans 

A. Institutionalize a process of 
long-term and cross-directorate 
strategic planning for disaster 
risk reduction and resilience 
building

C. Support an enabling  
environment within ecowas  
for enhanced leadership of DRR, 
preparedness, response  
and recovery

B. Promote a robust link 
between the strategic functions 
of the ECOWAS implementation 
of DRR strategies by Member 
States and communities

·  Representative territorial unit 
RTU-based risk analyses and 
climate change adaptation 
studies seen as highly valuable 
and in need of extension, 
however ECOWAS staff should 
not have to rely on external 
partners to replicate the stud-
ies for other Member States

B. Strengthen the linkages 
between the ECOWAS Com-
mission, Member States and 
communities and embed 
collaborative processes for DRR 
and resilience building within 
relevant institutions
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FOREWARN Initial  
Phase Objectives

Summary Lessons &  
Achievements from Initial Phase

Corresponding FOREWARN 
Extension Phase Objectives

D. Stimulate cross-sectoral 
engagement in the identification 
of, and planning for, new and 
evolving crisis drivers 

·  Engagement with regional sci-
entists, national-level humani-
tarian policy makers and 
communities identified exciting 
new ways to identify and plan 
for evolving crisis drivers, ways 
which should be normalised as 
a ‘way of working’ rather than 
a discrete activity

C. Reinforce cross-sectoral 
engagement in the identification 
of, and planning for, new and 
evolving crisis drivers

E. Facilitate the use of innova-
tive approaches utilising new 
technologies and new types of 
partnerships, and 

·  Conceptual development 
of an online distributed 
information network for DRR 
has progressed and should 
be interwoven with ongoing 
efforts by the Early Warning 
Directorate (EWD)

·  Findings from the OSAT review 
indicated that strategic partner-
ships will be key to ECOWAS’ 
capacity development over the 
immediate term, due to the 
2-year hiring freeze affecting 
staff resources

D. Embed the practice of using 
innovative approaches, utilising 
new technologies and new types 
of partnerships

F. Strengthen the exchange 
of learning both within the Afri-
can region, as well as supporting 
a dialogue between West Africa 
and the Asian region

·  The significant long-term value 
of an ASEAN-ECOWAS partner-
ship has led to great enthusi-
asm for the proposed exchange 
visits, but also delays, as both 
institutions wish to dedicate 
the appropriate high-level 
attention and time to initiating 
the partnership through formal 
channels 

E. Strengthen the exchange 
of learning both within the Afri-
can region, as well as supporting 
a dialogue between West Africa 
and the Asian region

·  The importance of working 
intimately with internal ECOWAS 
planning and budgeting pro-
cesses was brought to light in the 
current phase and will therefore 
take a fundamental role in the 
extension in order to ensure full 
ECOWAS ownership over the 
Initiative at its completion 

F. Facilitate a two way consulta-
tive process with ECOWAS that 
feeds into an ECOWAS-owned exit 
strategy for FOREWARN imple-
menting partners 
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For each of the Initiative’s specific objectives, 
the major activities undertaken are summarised 
below,2 along with explanations for any originally 
planned activities which were not implemented,3 
and other relevant unplanned activities which 
were added over the course of the Initiative. The 
specific objectives delineated in line with the struc-
ture articulated for the extension phase, according 
to their relationships with the initial phase specific 
objectives as outlined above in Table 1. 

This report focuses on the key and public out-
puts of the Initiative, and does not detail the many 
consultations held amongst the project partners 
or the reports of Steering Committee and other 
project management meetings.

Specific Objective A: Building Capacity

Initial Phase Specific 
Objectives

Extension Phase 
Specific Objecttive

A. Support capacity 
building of a range of 
ECOWAS departments 
to integrate and 
mainstream disaster 
risk reduction (DRR) 
planning into depart-
mental strategy 

C. Support an enabling 
environment within 
ECOWAS for enhanced 
leadership of DRR, 
preparedness, response 
and recovery

A. Institutionalize a 
process of long-term 
and cross-directorate 
strategic planning for 
disaster risk reduction 
and resilience building

The FOREWARN Initiative began with the 
recognition that institutions can prepare for and 
respond to disasters more effectively if they are 
collaborative, anticipatory, adaptive, innovative 
and engaged in strategic leadership. FOREWARN 
has therefore focused on building regional capac-
ity at the level of the ECOWAS Commission in 
order to enhance ECOWAS’ direct support to its 

member states on DRR issues. In the initial phase, 
the project developed a baseline understanding 
of existing needs and capacities. In the exten-
sion phase, FOREWARN built upon this baseline 
through a set of knowledge-based services which 
target how the ECOWAS Commission can enhance 
cross-directorate strategic planning for the main-
streaming of DRR, and better understand the spe-
cific challenges and opportunities for a regional 
body in responding to cross-border disasters.

For more information on this area of 
work see: www.humanitarianfutures.org/
forewarn/building-capacity

Key Activities
DRR Mapping Report
There are a range of initiatives that have been, and 
are being, undertaken in the West Africa region at 
both regional and national levels to strengthen dis-
aster prevention, planning, response and recovery, 
climate change adaptation and conflict prevention. 
These include initiatives undertaken by UNISDR, 
UNOCHA, UNOPS, UNDP, the World Bank’s Global 
Facility for Disaster Risk Reduction and a num-
ber of bilateral and non-governmental agencies. 
This report, undertaken by an external consult-
ant in 2011, mapped these activities to assess 
the inter-relations between different initiatives, 
the extent to which they are integrated and com-
plementary and to ensure that DRR and Climate 
Change Adaptation (CCA) strategies are being 
implemented in a systematic way across different 
levels within the region. As a means of identifying 
a baseline of regional capacities, potential ‘cham-
pions’ are highlighted at both the national and 
regional levels.

The DRR mapping report can 
be found at: www.humani-
tarianfutures.org/publications/
mapping-of-drr-projects-in-west-africa

Section 2: Activities and Outcomes

www.humanitarianfutures.org/forewarn/building-capacity
http://www.humanitarianfutures.org/publications/mapping-of-drr-projects-in-west-africa/
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ECOWAS–FOREWARN Workshop on Cross  
Border Risk
HFP and DARA facilitated an ECOWAS-led tech-
nical meeting which brought together key stake-
holders – ECOWAS, the EU, UNISDR, UNOCHA, 
WFP – to explore the dimensions and implications 
of cross-border disaster risks. With the increasing 
focus on vulnerability in West Africa, a growing 
number of actors operate a range of initiatives 
in the region, at both the regional and national 
level. These initiatives strive to strengthen DRR, 
preparedness, response and recovery, CCA and 
conflict prevention. Less attention is given to the 
coordination of various DRR and CCA activities 
at the regional level. Cross-national threats such 
as floods, pandemics and droughts may impact 
the future of the West African region as a whole 
or involve threats to a cluster of Member States. 
This 2-day mapping exercise addressed this gap, 
exploring with participants the dimensions and 
types of transnational threats and considering 
opportunities for regional coordination that will 
support systematic implementation of DRR and 
CCA initiatives across the region. In particular, the 
exercise focused on regional perspectives of risk 
and ECOWAS’ and stakeholders’ roles in coordinat-
ing and strengthening strategies to address such 
transnational threats. 

The workshop report can be found at: 
www.humanitarianfutures.org/events/
ecowas-forewarn-workshop-on-cross-
border-risk

Organisational Self-Assessment Tool
Prior to the FOREWARN Initiative, HFP carried out 
a preliminary assessment of ECOWAS, exploring 
the strengths and weaknesses of the organisation 
for identifying and responding to new humanitar-
ian challenges. Using this data as a baseline, HFP 
undertook a second, more substantial assessment 
of the Commission using its OSAT during the first 
phase of FOREWARN. The valued function of the 
OSAT is to help an organisation systematically 
think about its capacity to deal with the humani-
tarian challenges and opportunities of the future. 
It is framed around five critical capacities: strate-
gic leadership, and the ability to be anticipatory, 
adaptive, innovative, and collaborative. The OSAT 
questionnaire measures these capacities through a 

set of indicators covering several areas of organi-
zational performance, structure and management, 
including information management systems and 
practices, policy and strategy, human resources, 
quality and performance management systems, 
informal organizational culture, and stakeholder 
relationships. Survey data is analysed by the HFP 
team and then presented and discussed with 
organisational staff on a one-to-one basis and in 
a structured workshop. 

The OSAT methodology was implemented in 
collaboration with the ECOWAS Commission in 
three stages from October 2012 – October 2013. 
In Stage 1, the OSAT was revised to include items 
specific to the West African risk context and an 
overview of the OSAT and its methodology was 
presented at the Commission. 46 questionnaires 
were distributed to staff at the Director, Principal 
Project Officer (PPO), Analyst and Consultant 
level across 11 Directorates. Stage 1 concluded 
with the collation of the surveys and one-on-one 
interviews with seven members of staff who were 
unable to complete the questionnaire owing to 
time constraints. During Stage 2, HFP staff ana-
lysed the quantitative data, producing preliminary 
results which were presented to a workshop of 
OSAT participants in Abuja at the DRR Leadership/
OSAT workshop from 26–27 March 2013. This 
provided an opportunity for ECOWAS staff to 
debate and provide context to the analysis, discuss 
discrepancies in some of the preliminary findings 
and identify priority areas of concern raised by 
the data. In Stage 3, draft findings and recom-
mendations were presented to Directorate repre-
sentatives and to the Vice President of the ECOWAS 
Commission. A subsequent dissemination of the 
penultimate draft took place for the FOREWARN 
Steering Committee Meeting in October 2013. 
This final report was produced based on feed-
back during these meetings. The recommenda-
tions within the report have been developed in 
discussion with members of staff at the ECOWAS 
Commission as well as FOREWARN partners and 
seek to build on opportunities and address gaps 
identified by ECOWAS staff as crucial for support-
ing more effective futures-oriented planning.

The report (in English and French) can be 
found at: www.humanitarianfutures.org/
publications/the-2013-capacity-assess-
ment-of-the-ecowas-commission

http://www.humanitarianfutures.org/publications/the-2013-capacity-assessment-of-the-ecowas-commission/
www.humanitarianfutures.org/events/ecowas-forewarn-workshop-on-cross-border-risk
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Discussion Paper on Cross-Directorate 
Collaboration
Following consultations with the FOREWARN 
Steering Committee in late 2013, cross-directorate 
collaboration to deal with ever more complex and 
multi-sectoral challenges was considered an issue 
which should be assessed through a discussion 
paper on the topic. This concern was particularly 
focused on managing ways to reduce the impacts 
of existing and continuing crisis drivers and those 
that in the foreseeable future are ever more plau-
sible. The Steering Committee felt that in order 
to ensure that the Commission can provide maxi-
mum support to its member states and to use the 
broad array of the Commission’s competencies 
most effectively, an analysis should be undertaken 
concerning the Commission’s present approaches 
to cross-directorate collaboration and attitudes in 
the Commission about its utility.

Based on the interviews with key Steering 
Committee members, as well as consultations 
with external experts, a discussion paper, enti-
tled ‘Cross-directorate approaches to longer-term 
disaster risk reduction’ was produced in mid- 
2014 and presented to the Steering Committee in 
late 2014. The research found that though there is 
growing interest in cross-directorate collaboration 
within the Commission, significant constraints on 
further collaboration remain and there appeared 
to be mixed attitudes about the extent to which 
cross-directorate dialogue, as presently config-
ured, was able to handle longer-term disaster risk 
challenges. The paper also proposes a number 
of potential follow-on initiatives which could 
be undertaken to build upon the interest in such 
approaches. Unfortunately the Initiative was not 
able to test these potential follow-on Initiatives 
with ECOWAS or further progress towards the 
originally proposed Plan of Action for cross-
directorate strategy. 

The Discussion Paper can be found at: 
www.humanitarianfutures.org/publica-
tions/cross-directorate-approaches-to-
longer-term-drr

Cross-border DRR case study: 
Volta River Basin 
This activity aimed to build on the findings and 
knowledge gaps identified in the DRR mapping 
exercise, developing a case study of transbound-

ary risk management within the Volta River Basin 
in order to enhance ECOWAS’ understanding of 
cross-border issues and how these contribute to 
increased risk. This research used the Making 
Futures Real survey tool to interview fourteen 
members of staff from national institutions and 
relevant transnational organisations in Ghana, 
Togo and Burkina Faso on future risks and current 
practices pertaining to risk preparedness, planning 
and governance in the Volta River Basin. These 
findings are contrasted against the community-
based risk assessments carried out by DARA in 
Volta Basin communities in Ghana and Burkina 
Faso under Specific Objective B.

The final paper goes on to critically assesses 
the current governance system in the Volta River 
Basin from the standpoint of long-term humani-
tarian risk, asking: ‘What institutional arrange-
ments are best suited to govern humanitarian 
risk in the Volta Basin into the 22nd century?’ 
It examines the basin authority model that has 
been supported and applied in the region by the 
ECOWAS Commission and other supporting part-
ners and discusses ways in which this model might 
be adapted to support a network of alliances and 
actors aimed at long-term risk governance.

The report (in English and French) can be 
found at: www.humanitarianfutures.org/ 
publications/cross-border-risks-and-trans-
boundary-risk-governance-in-west-africa-
case-study-of-the-volta-river-basin

ALC Fellows at the ECOWAS Commission
To help build capacity and improved DRR-related 
leadership, ALC embedded three Fellows in key 
directorates at the ECOWAS Commission as part 
of the Initiative, recruited from Gambia, Sierra 
Leone and Niger. Two of the three Fellows under-
went a six-month period of academic training 
and mentoring during the 2011/2012 academic 
year, at the ALC in Nairobi and the then Conflict 
Security and Development Group (CSDG) at King’s 
College London, with a brief period spent at HFP 
in London. As part of their training, the Fellows 
paid visits to institutions in Europe, the UK and 
Africa, to consolidate their knowledge of policies 
and interventions targeted toward disaster risk 
reduction both in Africa and globally. Following 
the training period both Fellows were attached 
to Directorates within the ECOWAS secretariat in 

http://www.humanitarianfutures.org/publications/cross-border-risks-and-transboundary-risk-governance-in-west-africa-case-study-of-the-volta-river-basin/
http://www.humanitarianfutures.org/publications/cross-directorate-approaches-to-longer-term-drr/
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Abuja, to work collaboratively with working level 
staff at the secretariat using a knowledge trans-
fer framework. The third Fellow was recruited 
in mid-2012, and underwent a shorter period of 
training at the ALC with a subsequent 12-month 
attachment period to the ECOWAS secretariat.

During their attachment period at ECOWAS 
the Fellows were assigned to various Directorates 
on a rotational basis namely, the Directorate of 
Political Affairs; Early Warning Directorate; the 
Directorate of Humanitarian and Social Affairs; 
Unit of Trafficking of Persons; the Directorate of 
Environment; and the Private Sector Directorate. 
During these rotations the Fellows supported vari-
ous activities related to each Directorate’s role in 
the FOREWARN Initiative as well as the broader 
responsibilities of the Directorates. Some of the 
work undertaken included:

 • Preparing and operationalising directorate
work plans

 • Supporting the implementation of the OSAT
 • Participating in meetings, forums and events

such as the African Union Conflict Early
Warning System (CEWS), and the OCHA-AU
DDR workshop

 • Participating in training and other capacity-
building programmes

 • Participating in humanitarian response system
and contingency planning training

 • Drafting correspondence including preparing
weekly situational reports and country reports

 • Translating documents
 • Observing electoral processes in Sierra Leone

and Ghana
 • Initiated cross-Directorate working groups

for Principal Programme Officers (PPO) to
build an understanding of, and collaboration
around DRR activities.

Further information on the ALC Fellows 
can be found at: www.humanitarianfu-
tures.org/african-leadership-centre

DRR leadership module and training
Increasing complexity and the emergence of new 
forms of disbursed networks and engagement 
mean that conventional authority structures 
and the means by which authority is projected is 
becoming less certain and more fluid. This pre-

sents significant challenges for inter-governmental 
organisations such as ECOWAS. The FOREWARN 
Initiative aimed to address this changing context 
and support the development of knowledge and 
skills amongst key ECOWAS staff to ensure that the 
organisation can play a central leadership role in 
the region going forward and thereby ensure that 
DRR can be operationalised effectively throughout 
the region.

Drawing on their significant experience sup-
porting leadership training across Africa, ALC fac-
ulty developed comprehensive training modules 
to strengthen ECOWAS’ leadership capacity on 
longer-term DRR, entitled “Leadership in Disaster 
Risk Reduction in West Africa” and “Situating 
‘Leadership’ in West Africa’s DRR Platform.” The 
modules were presented to the ECOWAS Steering 
Committee in July 2012 for validation and sign-
off. PPOs and Directors from relevant Directorates 
received an integrated training, combining the 
DRR and leadership modules and HFP’s OSAT 
preliminary findings, at a regional workshop in 
March 2013 based on ALC’s training methodology 
which combine a facilitatory approach, with inno-
vative academic content. The event proved very 
successful and the material was well received by 
the participants (which included the ALC Fellows, 
and personnel across the Peace and Security 
departments at ECOWAS). Evaluation reports also 
indicated that the programme went a long way in 
bridging some of the communication and general 
synergy gaps that the Fellows had indicated in 
their recommendations.

The DRR leadership modules are available 
at: www.humanitarianfutures.org/events/
online-leadership-modules-and-leadership-
training

Other Activities
The FOREWARN office at the ECOWAS Commission 
in Abuja became a major source of support for 
the full range of the Directorate of Humanitarian 
and Social Affairs (HSA)’s activities over the course 
of the Initiative, as well as the related activities 
of other involved Directorates. Although this was 
always envisaged as part of the Initiative, particu-
larly as activities became increasingly entwined 
with HSA’s broader activities, at times the capacity 
of the Abuja team to prioritise FOREWARN activi-

www.humanitarianfutures.org/events/online-leadership-modules-and-leadership-training
http://www.humanitarianfutures.org/african-leadership-centre/
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ties was strained. The FOREWARN staff as well as 
the ALC Fellow’s provided technical, administra-
tive, language, and support for the Commission, 
as well as participation in numerous events, 
including:

 • ECOWAS-Development Partners’ Annual 
Coordination Meeting in Abuja in April 2013 

 • HSA Internal Coordination Meeting in Keffi in 
May 2013 

 • Annual Consultation of the Regional Comm- 
ittee for Disaster Management in West Africa 
in Abuja in June 2013 

 • National Platform for DRR meetings in Guinea 
Bissau & Niger in 2013

 • ECOWAS-Development Partners Annual 
Coordination Meeting in April 2013 

 • HSA internal coordination retreat in May 2013 
 • May 2013 Global Platform for DRR in Geneva 
 • June 2013 Annual Consultation of the 

Regional Committee for Disaster Management 
in West Africa in 2013 

 • June 2014 WHS Regional Consultation in 
Abidjan

 • November 2014 Global Network for Disaster 
Reduction (GNDR) meeting in Lome 

 • May International Council of Voluntary 
Agencies (ICVA) meeting in Dakar on humani-
tarian financing 

 • 2012 & 2014 HFP Stakeholders Forums 
(where informal ECOWAS-ASEAN meetings 
also took place)

 • Presentation at the Global Platform for 
DRR, May 2013, by FOREWARN Partners on 
DARA’s RRI methodology and the HFP Science-
Humanitarian dialogues approach, made at an 
ECOWAS side panel. 

The originally planned update of an ECOWAS-
tailored e-learning package which HFP piloted 
with ECOWAS as part of its work prior to the 
FOREWARN Initiative was not undertaken due 
to a number of factors relating to the timing of 
the activity and the reallocation of project time 
and resources to other activities. The OSAT pro-
cess took far longer than originally intended to 
implement and have its findings endorsed by the 
Steering Committee, and consuming far more of 
the project team’s time in the process and leaving 
little time remaining to build these findings into 
an updated e-learning package. Also, enthusiasm 
from the Steering Committee and other ECWAS 
staff for the e-learning package approach waned, 
leading to the decision to shelve the activity. 

Intended to build-upon the work done 
(and example set)by the FOREWARN Steering 
Committee, and integrating the DRR and leader-
ship work undertaken by ALC with the ECOWAS 
Commission, a ‘Future Risk Unit’ was to be estab-
lished in the late-stages of the Initiative. This Unit 
was intended to draw together the network of 
expertise established throughout the programme 
including participation of diverse actors in the 
region (e.g. the private sector and the scientific 
community) to focus on long-term strategic assess-
ment. Its design was also intended to work towards 
the integration of some of the work of the Early 
Warning and Humanitarian Affairs Directorates 
and ECOWAS’ plans to establish a regional disaster 
observatory. However, this Unit was not formally 
established during the Initiative, as other plans 
were given precedence, and the concerned parties 
with ECOWAS opted not to prioritise this activity 
during the Initiative’s timeframe. 

Outcomes
Though much of the immediate capacity which the 
Initiative contributed to the ECOWAS Commission 
will not extend beyond the Initiative’s implemen-
tation period, its impact over the Initiative’s dura-
tion is significant, and it has contributed to other 
longer-term capacity of the organisation in other 
ways. Two former FOREWARN Initiative staff have 
been hired by ECOWAS, and proposals have been 
made relating to other former staff. However, at 
present ECOWAS has frozen all new hiring.

Perhaps more importantly, the Initiative 
piloted a model of partnership and integration 
with ECOWAS which should serve as an example 
for future initiatives from other external part-
ners. By embedding FOREWARN staff and ALC 
fellows across numerous departments in support 
of cross-directorate activities, the Abuja-based 
staff undoubtedly helped build linkages between 
permanent ECOWAS staff across previously dis-
connected departments which should continue to 
erode organisational barriers to collaboration and 
help the organisation better harness its collective 
capacities. 

However, the ability of the Initiative to build 
sustainable capacity was limited by its own 
resources and duration, as well as by ECOWAS’ 
rigid bureaucracy. Fellows and consultants such 
as those embedded as part of the Initiative, while 
largely able to contribute to the day-to-day opera-
tions of the Commission, are not afforded the for-
mal or informal standing to contribute to the full 
extent possible. This proved to be a bureaucratic 
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impediment to participation in some activities and 
an informal impediment to being seen as peers by 
ECOWAS staff. 

Specific Objective B: Deepening Links 
for DRR 

Initial Phase Specific 
Objective

Extension Phase 
Specific Objective

B. Promote a robust 
link between the stra-
tegic functions of the 
ECOWAS implementa-
tion of DRR strategies 
by Member States and 
communities

B. Strengthen the 
linkages between the 
ECOWAS Commission, 
Member States and 
communities and 
embed collaborative 
processes for DRR 
and resilience build-
ing within relevant 
institutions

Over the course of the Initiative DARA has 
led a series of activities focused on deepening the 
linkages between ECOWAS and Member states on 
DRR related issues and ensuring these strength-
ened linkages are informed by strong community 
engagement and the modelling of more effective 
engagement methodologies that incorporate com-
munities as integral partners in identifying and 
anticipating crisis drivers, and in designing and 
implementing appropriate actions. These were 
part of the two-tier approach and addresses the 
local level tier focusing on understanding local 
level risk drivers. 

For more information on this area of 
work see: www.humanitarianfutures.org/
forewarn/deepening-links and  
http://daraint.org/2013/12/17/4950risk-
reduction-index-west-africa

Key Activities
Risk Reduction Index Country Studies
DARA’s Risk Reduction Index (RRI) country stud-
ies draw on effective engagement methodologies 
that incorporate communities as integral partners 
in identifying and anticipating crisis drivers, and in 
designing and implementing appropriate actions. 
This action focuses on understanding local level 
risk drivers.

The exercise identifies vulnerable populations 
in selected pre-defined geographical areas – so-
called representative territorial units (RTUs). RTUs 
are selected through specifically designed selection 
criteria related to vulnerability, including demo-
graphic change and urbanisation, climate change 
adaptation, food security and a range of economic 
and political crisis drivers. This includes the iden-
tification of between 20 and 50 key informants 
within the RTUs, representing different sectors, 
who participate in the identification process of 
crisis drivers and map a range of risks and vulner-
abilities.  Workshops are then conducted in order 
to present and validate key drivers identified by 
key informants and identify key action points to 
be taken by local stakeholders.

Implementation of the RRI country studies 
began in January 2012 with validation of the 
methodology by the ECOWAS Commission. In 
March 2012 RTUs were selected in three Member 
States (Cape Verde, Ghana and Senegal) and the 
focal points were trained in the RRI methodology, 
as well as on UNISDR’s Hyogo Framework assess-
ment tool. Data collection, analysis and workshops 
at both RTU and national levels were completed 
in November 2012. At the national workshops, 
officials of relevant government agencies, policy 
makers and civil society actors drew up action 
plans to be presented to relevant authorities.  
An extension of this activity to Guinea, Niger 
and the Gambia has since been funded by the 
Government of Spain.

As a result of the successes, the data collected 
was presented to a regional forum of ECOWAS and 
its Member States during the Global Platform for 
DRR held in Geneva in May 2013. Its findings are 
also integrated into UNISDR’s Global Assessment 
Report 2013. DARA also presented findings from 
the RRI country case studies at the Workshop on 
Urban Risk in June 2013. The focus of the presenta-
tion was on a comparative analysis between urban 
and rural underlying risk factors. Under a separate 
session the methodology of the RRI was presented.

DARA also collaborated with UNISDR to pro-
mote awareness and participation among local 
governments of UNISDR’s Local Government Self-
Assessment Test (LG-SAT) process, in the lead up to 
the 2013 Global Platform. In the RRI workshops 
carried out at local and national levels DARA deliv-
ered presentations on the LG-SAT process to their 
country focal points. 

In December 2013, DARA presented the RRI 
findings to more than fifteen organisations rep-

http://www.humanitarianfutures.org/forewarn/deepening-links/
http://www.humanitarianfutures.org/forewarn/deepening-links/
http://daraint.org/2013/12/17/4950/risk-reduction-index-west-africa/
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resenting different sectors (NGO, government and 
academic), which served as a forum to discuss DRR 
with the development and humanitarian commu-
nities in Spain. During the event, international and 
national experts on DRR shared their insights on 
the report and exchanged views on current trends 
in the sector. In addition to the presentation of the 
main findings from the RRI, a panel comprised 
of representatives from Oxfam GB in Dakar, 
UNISDR, AECID (Spanish Cooperation Agency), 
and IECAH addressed a range of topics, including 
risk as related to conflict settings, urban issues in 
West Africa and ongoing discussions around the 
Hyogo Framework Action 2. A further session was 
devoted to a small working group which included 
additional DRR experts from West Africa, to 
exchange ideas and experiences around conduct-
ing risk assessments, engaging with local commu-
nities, gender and sampling, among other issues. 
Key issues raised both during the presentation 
and in the working group fed into a review of the 
methodology undertaken ahead of future studies.

In response to the high level of interest gener-
ated by the studies, further studies were proposed 
for the Initiative’s extension phase, with the aim 
of developing ECOWAS’ capacity to implement the 
methodology independently. Burkina Faso was 
identified by ECOWAS as a priority country for the 
seventh RRI, and it was proposed that ECOWAS 
could lead subsequent studies, with only support 
from DARA. However, it became evident through-
out the further consultations with ECOWAS on the 
implementation of the proposed additional stud-
ies and the that joint participation by the three 
directorates originally planned to engage (DRR, 
Early Warning and Environment) would prove 
challenging given their conflicting schedules and 
other commitments, and the implementation of 
future ECOWAS-led studies would require com-
mitments of capacity beyond what ECOWAS felt 
was available at the time. It was thus agreed that 
the Early Warning directorate would be best 
positioned to participate and lead ECOWAS in the 
study, given its field presence in Burkina Faso. 
Representatives from Early Warning participated 
in both the Methodology Training workshop 
in Ouagadougou in March and later in field 
data collection and analysis, as well as the final 
national workshop. 

The seventh RRI was implemented in Burkina 
Faso by DARA and its local partner. In March, 

DARA hosted a Methodology Training work-
shop in Ouagadougou with the aim of providing 
ECOWAS representatives and the local partner with 
the approach and tools that would be needed for 
carrying out the field work and data analysis. 
ECOWAS’ Burkina Faso Early Warning focal point 
participated in the training and also provided fur-
ther insight into the characteristics of the county’s 
natural risk and conflict drivers. Field work and 
data collection then began in May 2014. An 
ECOWAS Early Warning representative from the 
Commission travelled to Burkina to participate 
in interviews with key stakeholders in the capital 
and was introduced to data analysis methods that 
DARA applies for the study. Once the data collec-
tion and data analysis was finalised, a national 
workshop took place in Ougadougou. The aim 
was to share the findings that had emerged from 
the study with national stakeholders and policy 
makers, and provide a platform for dialogue 
between the different actors involved in disaster 
risk management, representing both the national 
and sub-national level. The ECOWAS Early Warning 
Focal Point participated in the event. 

The RRI reports can be found at: 
www.humanitarianfutures.org/
forewarn/deepening-links and http://
daraint.org/2013/12/17/4950/
risk-reduction-index-west-africa

Other Activities
In addition to supporting ECOWAS-led RRI stud-
ies as mentioned above, the integration of the 
ECOWAS DRR parliamentary network within 
ECOWAS regional DRR strategy was also originally 
proposed. However, as the Initiative progressed 
toward implementation it became clear that the 
parliamentary network was not sufficiently active 
and that those concerned did not have the required 
capacity to engage as originally planned. 

Outcomes
The RRI allowed for a truly bottom up assess-
ment of risk perspectives in the areas studied, 
and has left concerned local, national, regional, 
and international actors with essential informa-
tion an analysis for DRR planning in the region. 
Additionally, the national workshops brought 

http://www.humanitarianfutures.org/forewarn/deepening-links/
http://www.humanitarianfutures.org/forewarn/deepening-links/
http://daraint.org/2013/12/17/4950/risk-reduction-index-west-africa/
http://daraint.org/2013/12/17/4950/risk-reduction-index-west-africa/
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together key stakeholders from throughout the 
each Member State involved in implementing DRR 
policies and programmes, from community lead-
ers to ministry officials. This final step completed 
the bottom up approach to bring local perceptions 
of risk to the national level. The RRI studies have 
also been a valuable tool in raising awareness of 
local perceptions of risk at the national, regional 
and international level. 

Further, for the extension phase, and based 
on the input and ambitions of ECOWAS, the RRI 
incorporated the dimension of “conflict” within 
the RRI methodology in an attempt to better 
understand the conflict-natural disaster relation-
ship. By identifying the factors that increase both 
the probability of conflict and natural disaster, 
national governments and development partners 
can better prioritise when addressing risk factors 
that threaten populations. This has also contrib-
uted to greater understanding of the RRI method-
ology at ECOWAS, and greater interest in future 
RRI studies in the region.

Unfortunately, due to the aforementioned chal-
lenges in coordinating the participation of mul-
tiple ECOWAS directorates in the studies, as well 
as the absence of the required capacity to lead 
subsequent studies, the envisaged strengthening 
of the linkages between local and national actors 
and ECOWAS did not come to fruition. 

Specific Objective C. Stimulating 
Cross-Sector DRR 

Initial Phase Specific 
Objective

Extension Phase 
Specific Objective

D. Stimulate cross-
sectoral engagement 
in the identification 
of, and planning for, 
new and evolving 
crisis drivers; 

C. Reinforce cross-
sectoral engagement 
in the identification 
of, and planning for, 
new and evolving 
crisis drivers;

Over the course of the FOREWARN Initiative’s 
lifespan, engagement with private sector organi-
sations, regional scientists, national-level humani-
tarian policy makers and local communities have 
identified exciting new ways to identify and 
plan for evolving crisis drivers. The FOREWARN 

Initiative sought to normalise such cross-sectoral 
approaches as a ‘way of working’ rather than a 
one-off activity.

For more information on this area of 
work see: www.humanitarianfutures.org/
forewarn/support-capacity-building

Key Activities
Science-humanitarian policy dialogue
In November 2013, the Initiative highlighted the 
potential of cross-sector engagement for improving 
risk communication and risk-sensitive policy mak-
ing through its technical support to the ECOWAS 
Regional Workshop on Information Sharing 
and Early Warning Coordination Mechanisms 
for Disaster Risk Reduction, held in Niger. This 
workshop looked at the problems surrounding 
access to disaster risk-related information, a phe-
nomenon that has hampered improvement in the 
knowledge, understanding and skills needed for 
vulnerable communities to help protect them-
selves against the impacts of disasters and climate 
extremes. One of its key objectives was to create 
an opportunity for cross-sector engagement to 
identify a joint early warning information, sharing 
coordination mechanisms and good practices for 
major trans-boundary disaster risk reduction and 
climate change adaptation, particularly amongst 
DRR experts, meteorological and hydrological 
services, and sub-regional specialised institutions.

In addition to providing administrative and 
logistical support for the workshop, HFP coor-
dinated and facilitated two sessions examining 
challenges in information sharing across the dis-
tinct communities of scientists, policy-makers and 
community members. It identified good practices 
and mechanisms for disaster risk management 
(DRM)-scientific dialogue, which can be scaled up 
for more systematic dialogue in trans-boundary 
DRR and CCA in West Africa. In the first of these 
two sessions, NERC Fellow and HFP Team Leader 
Emma Visman led an interactive demonstration 
in which a panel of policy-makers from ECOWAS, 
ECOWAS’ partners, practitioners from community-
based organisations, regional centres and academic 
institutions in West Africa were given hypotheti-
cal data sets drafted for the demonstration by the 
African Centre of Meteorological Applications for 

http://www.humanitarianfutures.org/forewarn/support-capacity-building/
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Development (ACMAD) and asked to offer policy 
recommendations and take decisions based on such 
information. The discussion arising from this dem-
onstration identified the need to improve the capac-
ity of policy makers to interpret data for the purpose 
of decision-making, and to support meteorological 
institutions in understanding how to communicate, 
more effectively, their data to policy makers.

The second session used a panel format to 
present a range of diverse perspectives on the 
intersection of scientific research and informa-
tion and risk management. The presentations 
and resulting discussion highlighted the need for 
better channels of collaboration across academic, 
community-level and policy-making communities 
and informed the development of a Framework 
for Knowledge Exchange Between Scientific and 
Disaster Risk Management Communities in West 
Africa, published by HFP in 2014.

The report (in English and French) can 
be found at: www.humanitarianfutures.
org/publications/enhancing-science-based-
disaster-risk-management-in-west-africa-a-
framework-for-knowledge-exchange

Climate change adaptation study in Ghana
Led by DARA, this study modelled effective com-
munity engagement methodologies for climate 
change and developed community-led tools such 
as probabilistic downscaling tools to address dif-
ferent key climate stresses (human health, extreme 
weather, human habitat, and stresses to natural 
resources and the economy). The study challenged 
local knowledge and adaptation policy measures 
currently addressing climate change, and the 
findings, as well as being produced as a separate 
study, were integrated into DARA’s 2012 Climate 
Vulnerability Monitoring Report.

The report can be found at: www.
humanitarianfutures.org/publications/in-
depth-climate-change-adaptation-country-
studies-in-ghana-and-senegal and http://
daraint.org/climate-vulnerability-monitor/
climate-vulnerability-monitor-2012

Other Activities
Due to time constraints and the higher priority 
given to the other activities, the project partners 
agreed to remove the earlier proposed ECOWAS 

Stakeholders Open Day and DARA’s presentation 
of its OCHA study on humanitarian risk and refo-
cus those efforts on dissemination of FOREWARN 
activities and achievements at high-profile inter-
national events, in order to raise both the profile 
of the Initiative and of ECOWAS as a leader in 
addressing timely humanitarian issues.

Significant discussions and preparatory work 
was undertaken for a proposed event that would 
capitalise on the alignment of two high-profile 
events which occurred in Abuja in May 2014: 
the UNISDR’s Africa Regional Platform for DRR 
in Abuja and the World Economic Forum’s (WEF) 
regional event on emerging economic issues in 
Africa. The project partners, as well as with the 
UNISDR and the WEF, held numerous discussion 
on an ECOWAS-hosted event that would coincide 
with these event, focusing on the theme of private 
sector / public sector / scientific community inter-
face for DRR. This event was to include high-level 
involvement from the UNISDR, the WEF, as well as 
the National Academy of Sciences in the United 
States. Unfortunately the proximity of these dates 
to the eventual dates for the Jakarta leg of the 
ECOWAS-ASEAN exchange left ECOWAS without 
the time required to complete the formalities 
required to undertake such an activity, thereby 
leading to its cancellation. 

Initial discussions were held between 
FOREWARN and the Early Warning Directorate 
(EWD) on establishing an online DRR early warn-
ing portal hosted by the ECOWAS Commission. 
This activity, which was planned for the last quar-
ter of 2012, was delayed beyond the end of the 
Initiative due to an ECOWAS-commissioned assess-
ment of the past decade of the EWD. 

Outcomes
The work of the Initiative to make cross-sectoral 
collaboration an essential aspect of ECOWAS’ 
approach to DRR has undoubtedly impacted the 
long-standing barriers to such collaboration that 
exist within ECOWAS and raised the profile of DRR 
throughout the organisation. 

Particularly when considered together with the 
Initiatives work on cross-directorate collabora-
tion within ECOWAS (see Specific Objective A), on 
the private sector in DRR (see Specific Objective 
D), and the work of the FOREWARN Steering 
Committee, it is clear that key departments now 
view DRR as a broad cross-sectoral concern, and 
there is greater awareness of how the ongoing 
activities of various directorates related to the DRR 
work undertaken by HSA, and greater appetite for 
joint programming. 

http://www.humanitarianfutures.org/publications/in-depth-climate-change-adaptation-country-studies-in-ghana-and-senegal/
http://www.humanitarianfutures.org/publications/in-depth-climate-change-adaptation-country-studies-in-ghana-and-senegal/
http://www.humanitarianfutures.org/publications/in-depth-climate-change-adaptation-country-studies-in-ghana-and-senegal/
http://daraint.org/climate-vulnerability-monitor/climate-vulnerability-monitor-2012/
http://daraint.org/climate-vulnerability-monitor/climate-vulnerability-monitor-2012/
http://www.humanitarianfutures.org/publications/enhancing-science-based-disaster-risk-management-in-west-africa-a-framework-for-knowledge-exchange/
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Specific Objective D. Embedding Innovation 

Initial Phase Specific 
Objective

Extension Phase 
Specific Objective

E. Facilitate the use of 
innovative approaches 
utilising new technolo-
gies and new types of 
partnerships, and 

D. Embed the practice 
of using innovative 
approaches, utilising 
new technologies  
and new types of 
partnerships

The West Africa region faces considerable 
uncertainties in coming decades and is vulnerable 
to a range of complex and interrelated crisis driv-
ers that will require a range of capacities beyond 
those available within ECOWAS or the individual 
Member States. These activities focused on dem-
onstrating the need for new forms of sustained, 
systematic and strategic engagement with a range 
of diverse actors and the utilisation of new tech-
nologies that will be necessary to provide the 
capacity needed to effectively respond to the 
changing dimensions and dynamics of future 
humanitarian threats in the region. Innovation 
closely accompanies the involvement of new part-
ners. A core part of this work has been fulfilled 
through the new perspectives that other actors 
bring: from scientists and communities learning 
about effective forecasts together, to setting the 
groundwork for private sector engagement in 
ECOWAS. 

For more information on this area of 
work see: www.humanitarianfutures.org/
forewarn/embedding-innovation

Activities
Research on the contribution of diverse actors 
to DRR, planning, response, recovery and 
reconstruction
Extensive research was undertaken by the embed-
ded ALC fellows on the roles of diverse actors in 
DRR and humanitarian action in West Africa. 
Numerous research perspectives were taken to 
reflect the interests of the directorates in which 
they were engages, the objective of the Initiative, 
as well as the research interests and expertise of 
the ALC fellows. These papers have been very well 
received by the relevant directorates, but their 
ability to make use of the findings has been ham-

pered by their own limited capacity. The diverse 
topics researched are as follows: 

 • The Role of Diverse Actors in National
Platforms for Disaster Risk Reduction in
West Africa: A Case of Togo and Niger
National Platforms;

 • Community Vulnerability Mapping: Enabling
Anticipation and Preparedness in Reducing
the Risk of Disasters and Impacts of Climate
Change in West Africa;

 • Preparedness for Effective Humanitarian
Response: Assessing the Operational Capacity
of the ECOWAS Standby Force;

 • The Role of the Military in Humanitarian
Crises Response: A Case for West Africa;

 • Climate Change, Gender and Human
Development: A Case for Policy Formulation
and Implementation in ECOWAS; and

 • The Role of Private Sector Actors in Mitigating 
Vulnerabilities of Women in the Face of
Natural Disasters in West Africa. 

The papers can be found at: www.humani-
tarianfutures.org/african-leadership-centre

Research on Private Sector Engagement in DRR 
in West Africa
The private sector is one of several ‘new’ actors 
increasingly involved in humanitarian action 
along with the military, diasporas, non-state actors 
and non-western donors. The ECOWAS Policy for 
Disaster Risk Reduction and its Programme of 
Action both recognise and seek to involve the pri-
vate sector as a major stakeholder but as of yet 
have not engaged the sector in a systematic and 
sustained. At the same time, the ECOWAS Private 
Sector Directorate has been instrumental in creat-
ing platforms and regional associations for private 
sector interaction on a number of thematic areas, 
but not around DRR.

The research conducted as part of the Initative 
explores the current patterns of private sector 
engagement in DRR in West Africa, providing an 
analysis of the motives, modes  and  challenges. 
It also examines future opportunities that could 
shape the landscape for enhanced  private sec-
tor engagement in DRR in the region, drawing 
upon lessons learnt from outside West Africa. In 
addition, a compendium of case studies  detail-
ing examples of innovative private sector engage-
ment in DRR as part of their core business was also 
produced to provide international examples from 

http://www.humanitarianfutures.org/african-leadership-centre/
http://www.humanitarianfutures.org/african-leadership-centre/
http://www.humanitarianfutures.org/forewarn/embedding-innovation/
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which lessons can be drawn for the West African 
context. The report, developed with the involve-
ment and input of HSA and the Private Sector 
Directorate, aim to widen knowledge of exist-
ing private sector engagement in DRR and assist 
ECOWAS in its efforts to develop a ‘Framework 
to Sensitise Private Sector Investment on DRR in 
West Africa.’

The reports (in English and French) can
be found at: www.humanitarianfutures.
org/publications/scoping-report-on-pri-
vate-sector-engagement-in-drr-in-west-
africa/ and www.humanitarianfutures.org/
publications/private-sector-engagement-in-
drr-the-global-picture

Other Activities 
Activity D2: HSA stakeholders open day
While the proposed HSA stakeholder day was 
viewed as complementary to the HSA’s Strategic 
Framework for DRR Policy‘s Priority Area 1: 
‘Making Disaster Risk Reduction a Development 
Priority with Strong Institutional Basis’, in late 
2013 it was felt that there were insufficient staff 
resources at the ECOWAS Commission to undertake 
this alongside the other planned activities (includ-
ing FOREWARN activities,) and the activity was 
subsequently dropped from HSA’s 2014 workplan. 

Over the course of the Initiative significant 
groundwork was done toward the development 
of an online information sharing platform which 
could build upon the existing tools in use by the 
Early Warning Directorate. The new platform was 
intended to be an open platform for real-time 
interaction, knowledge and information sharing 
by experts, academic, civil society, and others, 
stretching the network beyond the closed systems 
now in place at ECOWAS. Unfortunately, due to 
other priorities at the EWD and HSA and the broad 
and ambitious scope of the proposed platform its 
development was cancelled.

Outcomes
These activities have clearly helped build recogni-
tion that DRR is not solely a concern for ECOWAS’ 
humanitarian capacities, but is a concern that 
intersects with the objectives and activities of 
a broad range of ECOWAS departments. For 
instance, the examples detailed in the research on 
private sector engagement with DRR have helped 
not only demonstrate to ECOWAS’ Private Sector 

Directorate the breadth of their potential role in 
DRR, but have also shown HSA and other con-
cerned directorates innovative ways of approach 
DRR and collaboration with actors not tradition-
ally considered relevant.

Specific Objective E. ECOWAS-
ASEAN Exchange 

Initial & Extension Phase Specific Objective

F. Strengthen the exchange of learning both 
within the African region, as well as support-
ing a dialogue between West Africa and the 
Asian region

All regional organisations are facing challenges 
of long term changes in the international system, 
including the rise of fluid multipolarity, economic 
and technological interdependence, greater state 
competition for influence, and the difficulty of 
balancing the interests of unequal states with 
changing influence and fragility. In recognition of 
the unique challenges and opportunities surround-
ing the role of regional organisations in long-term 
humanitarian planning the Initiative sought to 
facilitate an exchange of learning between West 
Africa and Southeast Asia on how different 
regional organisations are managing these long 
term changes and challenges. 

For more information on this area of 
work see: www.humanitarianfutures.org/
forewarn/ecowas-asean-exchange

Key Activities
ECOWAS-ASEAN Exchange Programme
Initial preliminary dialogue meetings between 
senior representatives from ECOWAS and ASEAN 
were held in 2012, and followed by informal 
meetings in May 2013, with a final planning ses-
sion in January 2014. The meetings identified 
areas of common interest including specific DRR 
approaches, preparedness, prevention and sys-
tematic knowledge exchange. Shared challenges 
in meeting the longer-term demands of increasing 
crisis threats were also discussed. Following the 
initial meeting, the Director of HSA at ECOWAS 
and the Director of Cross-Sectoral Cooperation 
at ASEAN formally took the lead in further refin-

http://www.humanitarianfutures.org/forewarn/ecowas-asean-exchange/
http://www.humanitarianfutures.org/forewarn/ecowas-asean-exchange/
http://www.humanitarianfutures.org/publications/scoping-report-on-private-sector-engagement-in-drr-in-west-africa/
http://www.humanitarianfutures.org/publications/scoping-report-on-private-sector-engagement-in-drr-in-west-africa/
http://www.humanitarianfutures.org/publications/private-sector-engagement-in-drr-the-global-picture/
http://www.humanitarianfutures.org/publications/private-sector-engagement-in-drr-the-global-picture/
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ing and formalising the first formal high-level 
exchange. 

In April 2014, the first formal leg of the 
exchange programme took place, with a visit 
by an ECOWAS delegation to Jakarta, Indonesia. 
The trip involved meetings with representa-
tives of the ASEAN Socio-Cultural Community 
Department of the ASEAN Secretariat  and ASEAN 
Coordinating Centre for Humanitarian Assistance 
(AHA Centre), and discussions on the structures 
of each organisation, their role in regional disas-
ter risk reduction and management, and potential 
areas for future collaboration between the two 
regional bodies. The trip also included meetings 
with academics, local government, and NGOs in 
the Yogyakarta area to build understanding of the 
work of various actors to the persistent disaster 
risks in the area. The delegation was also briefed 
by the World Bank on the Jakarta Urgent Flood 
Mitigation Project which it supports. 

New-regionalism Paper
Drafted to coincide with the initial dialogue meet-
ings between senior representatives from ECOWAS 
and ASEAN mentioned above and presented at 
the 2012 HFP Stakeholders Forum, this paper 
examines the case for regional inter-governmental 
organisations to be at the very centre of humani-
tarian action to prepare for the changing types, 
dynamics and complexity of humanitarian futures. 
This would involve a fundamental shift in the 
overall perceptions of the global humanitarian 
architecture and a realignment of the necessary 
capabilities. Specifically, the paper examines pos-
sible drivers for shifting the focus of humanitar-
ian action to the regional level, the growing role 
of regional inter-governmental organisations in 
such a re-alignment and the role of collaboration 
at both a regional and inter-regional level within 
this process.

The paper can be found at: www.humanitari-
anfutures.org/wp-content/uploads/2014/05/
HFP_New_regionalism.pdf

Policy Brief on ‘Regionalism and Humanitarian 
Action in West Africa and Southeast Asia’ 
Further building upon the ECOWAS-ASEAN 
exchange, and linking the Initiative with the 
Overseas Development Institute’s Humanitarian 

Policy Group’s (HPG) work related on regional 
organisations and humanitarian action, HFP pro-
duced a Policy Brief which seeks to contribute to 
a deeper understanding of this dynamic by com-
paring and contrasting ASEAN and the ECOWAS 
humanitarian approaches and their origins. 

The Policy Brief argues that both regional 
organisations’ current approaches to humanitar-
ian action have been shaped by their strategic 
attempts to enhance their credibility and power 
as regional bodies; as such, humanitarian action 
has become central to the two organisations’ 
potency as institutional actors and is therefore 
constrained by the political and economic factors 
that constrain ASEAN and ECOWAS’ capacities 
more broadly. Building upon this analysis, the 
paper explores how the growing capacities and 
influence of these two regional organisations may 
complement each other as they move towards 
more comprehensive approaches to the full range 
of humanitarian crises in their own regions. 
Finally, the paper reviews perspectives which 
other humanitarian actors should consider when 
engaging with each organisation, and how their 
own roles may change as ECOWAS and ASEAN’s 
humanitarian approaches develop. 

The report can be found at:  
www.humanitarianfutures.org/publica-
tions/regionalism-and-humanitarian-
action-in-west-africa-and-southeast-asia

Outcomes
Despite the fact that all of the intended phases of 
the exchange could not be implemented, a bur-
geoning relationship between key humanitarian 
figures in ECOWAS and ASEAN now exists inde-
pendent from the FOREWARN Initiative. Since 
the 2014 Jakarta visit, key participants in the 
exchange programme have met at other fora and 
discussed the direction of the relationship, and 
ECOWAS officials have been invited back to the 
region to attend ASEAN-led event related to their 
work discussed during the exchange. 

Further, great interest in this relationship is evi-
dent in both organisations, with a view to expand-
ing the scope of the relationship beyond DRR and 
humanitarian concerns, and potentially towards a 
more formal and long-term relationship. However, 
awareness of the much broader potential of the 
exchange programme was also likely one of rea-

http://www.humanitarianfutures.org/wp-content/uploads/2014/05/HFP_New_regionalism.pdf
http://www.humanitarianfutures.org/publications/
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sons for implementation challenges, particularly 
with ECOWAS, as it was perceived to have potential 
implications far beyond the scope of the Initiative.

Specific Objective F. Leaving a Legacy 

Extension phase specific objective

F. Facilitate a two way consultative process 
with ECOWAS that feeds into an ECOWAS-owned 
exit strategy for FOREWARN implementing 
partners

A primary focus of the extension phase was to 
ensure the strengthening of internal systems and 
processes within ECOWAS to continue the inter-
disciplinary and innovative approaches piloted by 
the current phase of FOREWARN.

For more information on this area  
of work, see: www.humanitarianfutures.
org/forewarn/leaving-a-legacy

Building upon the lessons learned in the early 
stages of the Initiative, extensive consultations 
with ECOWAS with regard to the integration of 
FOREWARN activities with their own 2014 annual 
plans were undertaken to ensure that the aims of 
the Initiative were owned by all involved, and 
that ECOWAS co-funding was secure for many 
activities. Although these efforts were successful 
in many respects, unfortunately a number of the 
FOREWARN activities which were also central to 
ECOWAS’ own 2014 plans either did not come 
to fruition as planned, or without the expected 
co-funding. This has highlighted the challenge of 
forward-planning at ECOWAS, in part due to the 
stream of crises its faces, as well as the sudden and 
unexplained changes to agreed-upon plans which 
are largely the norm. 

Significant efforts were made with regard to 
the dissemination of the project’s outputs and key 
lessons learned. This has included discussion and 
presentation of the Initiative at numerous regional 
and international fora, as well as with continual 
discussions with key ECOWAS personnel. Further, 
key outputs have been broadly disseminated in 
hard copy with all partners, and digitally through 
the HFP, DARA, and ALC websites. 

The Initiative had planned to support previ-
ously acknowledged interest from ECOWAS to 
secure follow-on funding for some of Initiatives 
activities and structures. However this was 
planned for the mid-to-late-2014, when much 
of ECOWAS’ and HSA’s attention was diverted to 
the Ebola crisis, and therefore limited progress 
was made with HSA on articulating their funding 
needs for the coming years. Nonetheless, HSA is 
in discussions with other donors with regard to 
future funding for activities clearly building upon 
the work of FOREWARN, including the regional 
exchange programme, and information sharing 
platforms.

An independent evaluation of the entire 
Initiative was commission and undertaken in late 
2014. Unfortunately the evaluation could not 
be implemented on the expected timeline due to 
the Ebola crisis and other planning challenges 
with ECOWAS, and therefore overlapped with the 
final project activities and drafting of this report. 
Nonetheless, a substantial evaluation was com-
pleted in order to assess the impact of the Initiative 
and capture and key lessons learned and inform 
future research and capacity-building projects. 
The key findings of the evaluation are discussed 
in Section 3. 

The outcomes relevant for this specific objec-
tive are discussed in the Independent Evaluation 
and Sustainability sections below.

http://www.humanitarianfutures.org/forewarn/leaving-a-legacy/
http://www.humanitarianfutures.org/forewarn/leaving-a-legacy/
http://www.humanitarianfutures.org/forewarn/leaving-a-legacy/
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The independent evaluation of the Initiative, 
undertaken between August and November 2014, 
sought to ‘assess the impact of the FOREWARN 
initiative on longer-term DRR strategies of pri-
mary (key Offices and Departments of ECOWAS; 
national platforms for DRR in Nigeria, Guinea 
Bissau, Ghana and Senegal; regional parliamen-
tary network for DRR) and secondary (including, 
but not limited to, relevant ECOWAS Offices and 
Departments; civil society organisations involved 
in DRR; the military, corporate and scientific com-
munities; diasporas) stakeholders in West Africa.’4

The full evaluation report is included with this 
report as Annex II. An excerpt from the independ-
ent evaluator’s summary is included here:

The report finds that while the implementation 
of the Initiative has been severely hampered 
by the limited capacity of ECOWAS to engage 
with and be part of key activities due to rap-
idly changing priorities and capacities of the 
Commission in light of political upheaval or 
disasters in the region, it has nonetheless had 
a clear impact on the way DRR is perceived 
by the Commission and its cross-sectoral 
nature. It is therefore likely that the Initiative 
will contribute to a more holistic approach by 
ECOWAS to DRR in the future. There is, how-
ever, no evidence to suggest that this increased 
understanding and capacity at ECOWAS will 
be transferred to Member State level.

The key findings are:

 • The holistic approach of the FOREWARN 
Initiative in addressing different aspects 
of capacity is unique and very relevant, 
and the Initiative has managed to obtain 
a level of engagement from ECOWAS 
unlike any previous external project. 
However, it has been too ambitious and 
resource heavy in terms of time-frames 
and expectations on ECOWAS involve-
ment and the Theory of Change of 
the Initiative was not sufficiently well 
thought out

 • Despite the inordinate efforts made 
by the FOREWARN team to ensure the 
timely and successful completion of 
many of the activities, the effective-
ness of the FOREWARN Initiative was 
reduced due to the considerable chal-
lenges in completing some of these 
key activities, and due to the fre-
quent changes to the project plan as 
a result of limited capacity to engage 
by ECOWAS. This resulted in consid-
erable delays to the Initiative and in 
suboptimal activity sequencing

 • Having FOREWARN staff, recruited 
locally, based at ECOWAS in Abuja was 
efficient and helped to build trust and 
develop a deeper relationship with  
the directorate of HSA that hosts the 
Initiative, especially as they also sup-
ported the directorate in many of its 
internal, non-FOREWARN related 
tasks. It also contributed to the vis-
ibility of the Initiative

 • Ownership of the activities and 
their outputs has never quite been 
transferred to ECOWAS despite con-
tinuous attempts to do so through the 
Steering Committee and by encourag-
ing the directorate of HSA to take the 
lead on activities wherever possible. 
Nonetheless, there are encouraging 
signs of sustainability of some of 
the FOREWARN activities beyond the 
duration of the Initiative

 • A clear change in the way DRR is per-
ceived – its relevance to directorates 
beyond HSA – is a definite impact of 
the FOREWARN Initiative. Despite not 
all activities having been completed 
successfully, the ‘catalyst’ effect of the 
project has been successful in that it 
has both opened up and significantly 
contributed to the debate on ECOWAS 
role in and preparedness for future 
disasters in the region

Section 3: Independent Evaluation
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The project partners broadly agree with the 
overall findings of the evaluation. Given the time 
and resources available for the evaluation, and 
in light of the reality that the implementation of 
the evaluation faced many of the same challenges 
highlighted in the evaluation report, it should be 
considered a fair assessment of the Initiative.5
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Given the broad scope of the Initiative’s objec-
tive to ‘contribute to the enhancement of effec-
tive disaster risk reduction in the West Africa 
region by strengthening organisations’ capacities 
in anticipation, adaptation, collaboration, inno-
vation and strategic leadership to reduce vulner-
ability to emerging and evolving threats related 
to both natural hazards and conflict’ and its focus 
on longer-term DRR, assessing the impact of the 
Initiative immediately upon its completion is dif-
ficult. This difficulty is further compounded by 
the limited baseline information available from 
earliest stages of the Initiative’s development and 
implementation, as well as the absence of a clearly 
predefined monitoring and evaluation framework 
for the Initiative. 

Nonetheless, the Initiative has already sig-
nificantly impacted the perception of DRR within 
ECOWAS, and through its approach to cross-direc-
torate and cross-sectorial collaboration demon-
strated new ways of approaching collaboration 
within ECOWAS. The finding of the Independent 
Evaluation corroborate this:

‘…DRR awareness within the Commission 
has been significantly increased and cross-
directorate engagement has been taken to a 
new level through the Steering Committee. 
Discussions are in place as to the best way to 
approach for funding for better integration 
of the ECOWAS Early Warning system with 
other Directorates, and other potential joint 
activities with key related directorates, includ-
ing agriculture and environment. Whether 
funding is identified immediately or not, the 
impact of FOREWARN on the awareness of the 
Commission with regard to DRR is evident 
already and it is likely that the Initiative will 
contribute to a more holistic approach to 
DRR in the future.’6

As also noted by the Independent Evaluation, 
the shortcomings of the Initiative with respect to 
its impact on Member States capacities are clear: 

‘It is less likely that FOREWARN has had a 
significant impact on the capacities and DRR 
strategies of Member States given the limited 
number of activities that had an explicit 
Member State focus. There is no evidence to 
suggest that increased capacity at ECOWAS 
will be transferred to the national level, given 
the limited engagement between ECOWAS and 
national level DRR actors.’7

While in part this can be attributed to the 
challenges of working with the very broad range 
of partners required for sustained and fruitful 
engagement in Member States, and the Abuja-
centric approach of many key interlocutors at 
the ECOWAS Commission, it is also the result of 
the Commission-centric design of many of the 
Initiatives activities.

With respect to the overall impact of the 
Initiative within the ECOWAS Commission and 
in Member States, such impact will be demon-
strated primarily through the follow-on actions of 
ECOWAS and other stakeholders which build upon 
the approaches piloted and research done by the 
Initiative. The Initiative aimed to act as a catalyst, 
challenging engrained ways of working and dem-
onstrating new approaches to longer-term DRR. 

Key outputs, such as the research on cross-
border risk, the science-humanitarian framework 
for knowledge exchange, and the RRI studies, 
amongst others, should provide critical informa-
tion and analysis for all concerned with DRR in 
West Africa. For example, perhaps the RRI’s great-
est impact at the national level is its ability to pro-
vide important baseline information of the per-
ceptions of risk throughout a country, including 
the views of several sectors (private sectors, local 
communities, government agencies, etc.) that are 
all affected when natural disasters strike. In previ-
ous studies, these findings have been taken up by 
government agencies and NDMAs working in DRR 
and DRM, and have been used further inform key 
stakeholders and policy makers when reviewing 
existing and drafting new policies and strategies. 

Section 4: Development Impact
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Over the three-and-a-half years of the FOREWARN 
Initiative it strove to learn from and adapt to the 
challenges encountered. The keys lessons learned 
are summarised here.

Ambition, pacing, and integration with 
ECOWAS planning and timetables
Central to challenging the engrained structures 
and methods of a complex and bureaucratic 
organisation like ECOWAS, aligning the extent 
of the ambitions for change – from within and 
outside the organisation – with the capacity for 
engagement with the required processed on top 
of existing workloads is key. The ambitions and 
scope of the Initiate were broad, and despite 
early and sustained consultations with ECOWAS 
where willingness to engage with the Initiative as 
designed was enthusiastically offered, these were 
not followed-up with sustained and timely engage-
ment with the Initiative’s implementation. 

The broad regional aspect of the Initiative’s 
ambitions also presented challenges. Given the 
breadth of the region, the linguistic diversity, com-
munication and transportation challenges, and the 
sheer number of actors involved, undertakings 
with such scope require very significant invest-
ment of time and resources in their own coordi-
nation. Success with such an approach required 
not only considerable commitment to this from 
partners and donors, but also more cohesive sup-
port from other actors and donors with overlap-
ping objectives. 

Further, the pacing of activities – particularly 
those which depend on ECOWAS bureaucratic 
formalities – is a key determinant of success. The 
focus on the two-pronged approach of the exten-
sions phase8 (Commission-centric and -depend-
ent activities in parallel with more independent 
research activities) was primarily an attempt to 
maximise the usage of the time and resources 
granted to the project, and the research outputs 
of the extension phase are evidence of the success 

of this approach. In hindsight, greater focus on 
more independent research in the initial phase, 
concurrent to the building of relationship and 
development of the project structures could have 
helped increase the efficiency of the Initiative over-
all, lent more credibility to the partnership earlier 
on with more research outputs, and given ECOWAS 
and other relevant stakeholders more time to act 
upon the findings of such research. 

Perhaps where objectives necessitate the crea-
tion or modification of formal ECOWAS structures, 
such as the proposed Future Risk Unit, higher level 
buy-in and involvement from within ECOWAS is 
essential, particularly where attempting to bridge 
the largely-siloed mandates of numerous depart-
ments a deference to top-down management as 
demonstrated. 

Long-term commitment & partnership
Building the capacity of regional organisations like 
ECOWAS requires real and sustained partnership, 
which itself depends on a balance being struck 
between being flexible to their ways of working 
while also trying to push change to improve those 
ways of working or enhance overall capacity. The 
embedding of the FOREWARN office and the ALC 
Fellows with the Commission, as well as the col-
laboration amongst departments in the Steering 
Committee and on certain activities is evidence 
of some success in this regard. But other efforts 
to both stretch ECOWAS’ self-imposed operational 
boundaries and overcome its bureaucratic hurdles 
were clearly unsuccessful. 

Building and maintaining relationships and 
trust with key staff – including at the highest levels 
of the organisation – is essential, yet time consum-
ing, and likely one of the essential elements for 
overcoming the challenges of working with and 
within the organisation noted above. Although the 
project partners had existing relationships with 
senior ECOWAS staff, which was essential to get-
ting the Initiative as far as it got, this is something 

Section 5: Lessons Learned
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that could have been prioritised earlier on. It also 
required intimate knowledge of the complex web 
of relationships amongst departments and staff, 
and the tactful balancing of efforts between those 
where existing relationships open doors and those 
who formally hold the keys. That said, significant 
efforts were made to build relationships with 
ECOWAS senior management with some success, 
but difficult relationships amongst key interlocu-
tors within the organisation, as well as the restruc-
turing process undertaken by ECOWAS during the 
Initiative complicated such efforts. Staff turnover 
within the partners over the roughly four years 
from the conception to conclusion of the Initiative 
also certainly contributed to these challenges.

Even with such an approach, many of the 
Commission-centric and – dependent activities 
were repeatedly delayed, and some outright can-
celled, despite having been agreed upon by the 
Steering Committee and integrated into ECOWAS 
annual workplans. The numerous humanitarian 
crises affecting the region is no doubt partially 
responsible for this, but it the limited capacity of 
key departments at ECOWAS – primarily HSA – to 
engage with and implement plans in an efficient 
and timely fashion is certainly also responsible. 
The need to plan activities well in advance and 
concurrently was not often recognised – and not 
acted upon. However, this is in part a result of 
the many external partners (most of whom with 
a higher profile than the Initiative partners) 
expectations for ECOWAS engagement, and per-
haps more so, the tendency of key interlocutors 
to agree to plans without adequate consideration 
for other commitments. 

False starts
As evidenced by the above activity summaries, sig-
nificant time and resources were invested in activi-
ties which either resulted in outputs different from 
those originally expected, or in proposed activities 
which were cancelled. The numerous approaches 

to consultations regarding the ECOWAS 2015–
2020 Programme of Action for DRR and the much 
discussed workshop capitalising on the ISDR and 
WEF events in Abuja in May 2014 are prime exam-
ples. In both cases, repeated commitments were 
made and FOREWARN partners asked by ECOWAS 
to invest significant amounts of capacity in plan-
ning, only to see the activities later cancelled with 
little explanation from ECOWAS. Such constraints 
must be made clear to all potential partners in 
activity of this nature, though such qualifications 
are likely to have an impact on the willingness 
of potential partners and participants to engage, 
and more critically, can affect the credibility of all 
involved when activities are cancelled with little 
notice or explanation. 

Management, location and structure
Over the course of the Initiative, increased respon-
sibility for the day-to-day management of the pro-
ject’s activities and its alignment with ECOWAS’ 
ever-changing plans was transferred to the Abuja 
project office. While this proved successful in 
building trust with ECOWAS staff, bolstering the 
capacity of HSA, and to some extent improving 
the efficiency of project management, its effective-
ness was also hampered by the insistence by key 
interlocutors at ECOWAS on only conferring with 
senior project team members outside of the Abuja 
project office, including with respect to relatively 
minor administrative matters. It seems that while 
ownership and localisation is sought, credibility 
was seen as necessarily coming from abroad and 
from senior project team members, regardless of 
the needs of specific project activities. 
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1 The specific objectives are here listed in the shorthand 

used in discussions publicly and with partners. The 

specific objective are explained in full in Table 1 and 

in Section 2.

2 Given the nature of the Initiative and its activities, 

most of the activities relate to numerous specific 

objectives. In this section they are summarised under 

the related specific objective from the proposals, or for 

new or altered activities, where most relevant. Their 

collective impact is considered in subsequent sections 

of this report.

3 Numerous activities which were either included in the 

original plans for the initial and/or extensions phase 

were later modified.

4 FOREWARN Initiative Independent End of Project 

Evaluation, p. 4; full details of the purpose and 

methodology are available in Annex II.

5 Any discrepancies between the final project and 

the independent evaluation should be considered a 

result of the challenges of conducting the evaluation 

concurrently to the Initiative’s final activities, 

including the drafting of the final project report. 

This is largely a result of the limited capacity made 

available to the Initiative in mid- and late-2014.

6 FOREWARN Initiative Independent End of Project 

Evaluation, p. 21.

7 FOREWARN Initiative Independent End of Project 

Evaluation, p. 21.

8 This approach was not entirely unique to the 

extension phase as multiple activities were 

implemented concurrently at / in? and outside the 

ECOWAS Commission during the initial phase. 

However in the planning consultations with ECOWAS 

for the extension phase this approach was stressed 

in order to reduce apprehension regarding the 

administrative burden on the Commission required 

for activity implementation.

Endnotes
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Note on the Independent Evaluation 
The independent project evaluation enclosed as 
Annex II should be regarded as an accurate and 
fair representation of the FOREWARN Initiative. 
The project partners broadly agree with the overall 
findings of the evaluation, and any discrepancies 
between the final project and the independent 
evaluation should be considered a result of the 
challenges of conducting the evaluation concur-
rently to the Initiative’s final activities, including 
the drafting of the final project report. This is 
largely a result of the limited capacity made avail-
able to the Initiative in mid- and late-2014.

Annex I: Independent End of 
Project Evaluation
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This fi nal evaluation report is the primary out-
put of the evaluation of the Facilitating Enhanced 
Organisational Responsiveness for Effective 
West African Risk Reduction (FOREWARN) 
Initiative. The evaluation was commissioned by 
the Humanitarian Future’s Programme (HFP) 
at King’s College London, the lead implement-
ing partner, as the Initiative is coming to a close 
after three and a half years of implementation. 
It is an attempt to capture lessons learnt and 
to understand what have been the successes 
and the challenges of the FOREWARN Initiative. 

The consultant would like to thank the staff of all 
the forewarn Initiative partners, especially Justin 
Armstrong at hfp, for their willingness to allo-
cate considerable time for this exercise. Specifi c 
acknowledgement should go to Kodjo Todjro 
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This report is the final evaluation of the FORE-
WARN Initiative commissioned by HFP at King’s 
College London. The Initiative has been imple-
mented by HFP, DARA and ALC between mid-2011 
and the end of 2014. 

The findings are based on an in-depth docu-
ment study, key informant interviews over the 
phone and a brief evaluation visit to the ECOWAS 
Commission in Abuja for face-to-face meetings 
with relevant Commission Directorates. 

Methods of analysis include Theory of Change, 
contribution analysis and the use of evaluation 
questions. Five key OECD-DAC evaluation criteria 
have been used to structure the analysis. There are 
Relevance, Effectiveness, Efficiency, Sustainability 
and Impact. 

The report finds that while the implementation 
of the Initiative has been severely hampered by 
the limited capacity of ECOWAS to engage with 
and be part of key activities due to rapidly chang-
ing priorities and capacities of the Commission 
in light of political upheaval or disasters in the 
region, it has nonetheless had a clear impact on 
the way DRR is perceived by the Commission 
and its cross-sectoral nature. It is therefore likely 
that the Initiative will contribute to a more holis-
tic approach by ECOWAS to DRR in the future. 
There is, however, no evidence to suggest that this 
increased understanding and capacity at ECOWAS 
will be transferred to Member State level.

The key findings are:

 • The holistic approach of the FOREWARN Initia-
tive in addressing different aspects of capacity 
is unique and very relevant, and the Initiative 
has managed to obtain a level of engagement 
from ECOWAS unlike any previous external 
project. However, it has been too ambitious 
and resource heavy in terms of time-frames 
and expectations on ECOWAS involvement and 
the Theory of Change of the Initiative was not 
sufficiently well thought out.

 • Despite the inordinate efforts made by the 
FOREWARN team to ensure the timely and suc-
cessful completion of many of the activities, 
the effectiveness of the FOREWARN Initiative 
was reduced due to the considerable challeng-
es in completing some of these key activities, 
and due to the frequent changes to the project 
plan as a result of limited capacity to engage 
by ECOWAS. This resulted in considerable de-
lays to the Initiative and in suboptimal activity 
sequencing.

 • Having FOREWARN staff, recruited locally, 
based at ECOWAS in Abuja was efficient and 
helped to build trust and develop a deeper 
relationship with the directorate of HSA that 
hosts the Initiative, especially as they also sup-
ported the directorate in many of its internal, 
non-FOREWARN related tasks. It also contrib-
uted to the visibility of the Initiative.

 • Ownership of the activities and their outputs 
has never quite been transferred to ECOWAS 
despite continuous attempts to do so through 
the Steering Committee and by encouraging 
the directorate of HSA to take the lead on ac-
tivities wherever possible. Nonetheless, there 
are encouraging signs of sustainability of 
some of the FOREWARN activities beyond the 
duration of the Initiative.

 • A clear change in the way DRR is perceived – 
its relevance to directorates beyond HSA – is 
a definite impact of the FOREWARN Initiative. 
Despite not all activities having been com-
pleted successfully, the ‘catalyst’ effect of the 
project has been successful in that it has both 
opened up and significantly contributed to the 
debate on ECOWAS role in and preparedness 
for future disasters in the region. 

Executive summary 
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This final evaluation report is the primary output 
of the evaluation of the Facilitating Enhanced 
Organisational Responsiveness for Effective West 
African Risk Reduction (FOREWARN) Initiative. 
The evaluation was commissioned by the Human-
itarian Future’s Programme (HFP) at King’s Col-
lege London, the lead implementing partner, as 
the Initiative is coming to a close after three and 
a half years of implementation. It is an attempt 
to capture lessons learnt and to understand what 
have been the successes and the challenges of the 
FOREWARN Initiative.

Purpose

The purpose of the evaluation, as per the TOR, 
is to assess the impact of the FOREWARN Initia-
tive on longer-term disaster risk reduction (DRR) 
strategies of primary and secondary stakeholders 
in West Africa. The main focus of the evaluation 
is on lesson learning, and on highlighting best 
practices for future capacity building programmes 
where possible. The primary audience for the 
evaluation are the implementing partners of the 
FOREWARN Initiative, the relevant directorates 
at the Economic Commission of West African 
States (ECOWAS) Commission and Member State 
National Disaster Management Authorities 
(NDMAs). The secondary audience is the Initia-
tive’s donor AusAID (now DFAT), partner and par-
ticipant organisations from FOREWARN activities, 
and potentially other donors and actors who are 
interested in the role and capacity of regional 
organisations in DRR.

Scope and timeframe

The evaluation covers all activities imple-
mented under the auspices of the FOREWARN 
Initiative by the three key partners – HFP, 
DARA and the African Leadership Centre (ALC) 
– from mid-2011 until the end of 2014, which 
includes the activities of the extension phase.1  

Evaluation phases 
The evaluation was implemented in four main 
phases: 

 • The Inception Phase: 20 August–16 Septem-
ber 2014. During this phase the initial theory 
of change was drafted, as well as the evalua-
tion matrix. Initial telephone interviews with 
key implementing partner staff were held to 
establish an overview of the Initiative. Output: 
Inception Report.

 • Documentation Collection and Analysis 
Phase: 16 September–30 October 2014. Anal-
ysis of all available project documentation 
and key informant interviews with individuals 
both directly and indirectly involved in the im-
plementation of the Initiative activities.

 • Field interview phase: 02 November–05 No-
vember 2014. The consultant carried out a 
three-day visit to the ECOWAS Commission in 
Abuja to carry out key informant interviews 
and a focus group discussion with member’s 
of staff directly and indirectly involved with 
the FOREWARN Initiative. 

 • Report drafting phase: 06 November–20 No-
vember 2014. This draft report is submitted 
to HFP on 20 November. Upon receiving com-
ments and integrating these where appropri-
ate, a final report will be submitted on 28 No-
vember 2014. 

Methodology

Given the focus on impact and lesson learning, the 
evaluation methodology applied has been primar-
ily qualitative. In the absence of a baseline and 
pre-defined indicators for monitoring and evalu-
ation (beyond outputs), available documentation 
and information from key informant interviews 
has been used to build a point of reference for the 
Initiative based on which progress or impact will 
be assessed. While detailed log-frames and work-
plans do exist, these have been to a degree made 

Introduction
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redundant due to the changing nature of the envi-
ronment in which a large part of the Initiative was 
being implemented in, namely the ECOWAS Com-
mission. The FOREWARN Initiative therefore had 
to adapt to the changing priorities and available 
capacities of the ECOWAS Commission throughout 
the implementation period, meaning that some 
of the planned activities had to be changed and 
others were not completed, while other – initially 
unplanned – activities were added. While the rea-
sons for these unforeseen changes or uncompleted 
activities are examined in detail in this report, it 
would be reductionist to use the log-frames and 
work-plans developed by FOREWARN at the early 
stages of the Initiative as a significant measure 
of success of the programme. Instead, the results 
achieved – both intended and unintended – will 
be assessed in relation to the context in which the 
Initiative has been implemented. 

Contribution analysis
The theory of change, an initial draft of which 
was outlined in the inception report and is further 
developed in the following chapter, was tested 
throughout the evaluation process. This involved 
testing the assumptions inherent between each 
step of the theory of change and assessing how 
likely it is that one step lead to another. This 
contribution analysis has been used to assess the 
relevance and accuracy of the theory of change 
behind the FOREWARN Initiative and an indication 
that, within some level of confidence, FOREWARN 
has made an important contribution to the docu-
mented results.

Data collection tools

Data was collected through a mix of methods such as:

 • Reviewing project documentation and reports 
prepared by the project partners. This includes 
all the reports and papers produced by the 
Initiative, all the project documentation such 
as annual reports, minutes of meetings, work-
shop reports and financial reports. A full bibli-
ography can be found in Annex III.

 • Key informant interviews with key members 
of the project teams from each of the three 
partners. Relevant current and former staff of 
HFP, DARA and ALC were interviewed, includ-
ing the directors of HPF and ALC. The three 
ALC Fellows who were seconded to the ECO-

WAS Commission as part of the FOREWARN 
Initiative were also interviewed.

 • Key informant interviews with interlocutors at 
the ECOWAS Commission staff both over the 
phone and in person in Abuja. A total of 15 
meetings were held with staff from the follow-
ing directorates: 
 – Humanitarian and Social Affairs (HSA) 
 – Agriculture and Rural Development
 – Environment and Water Resources
 – Education, Science & Culture
 – Gender, Youth, CSO, Employment,  

 Drug Control
 – Private Sector

Unfortunately key members of staff from the 
directorates of Political Affairs, Early Warning, 
External Relations and Strategic Planning were 
all either travelling or unable to meet. 

 • Key informant interviews with representatives 
of collaborating institutions. These include the 
National Focal Points in Ghana, Cape Verde 
and Burkina Faso for the RRIs carried out by 
DARA, as well as representatives of AusAID and 
the ASEAN Secretariat. The UNISDR and UNDP 
focal points for West Africa were not reached.

A full list of person’s interviewed for this evalua-
tion can be found in Annex II.

Evaluation matrix
The Key Evaluation Questions outlined in the TOR 
have were categorized according to the OECD-DAC 
evaluation criteria of Relevance, Effectiveness, 
Efficiency, Sustainability and Impact. Further 
sub-questions for each of the key questions were 
developed, together with potential indicators and 
sources of verification. These were commented 
on and approved by the Initiative partners in the 
Inception Report.2 The evaluation Matrix has 
been used to guide the document analysis and the 
key informant interviews throughout the evalu-
ation assignment, and is also used to frame the 
findings outlined in this evaluation report. The 
final evaluation matrix can be found in Annex I.

Limitations

Assessing the impact of the Initiative on longer-
term DRR strategies of primary (ECOWAS and 
member state DRR actors) and secondary (Civil 
Society Organisations, military, private sector etc) 
stakeholders in West Africa is a complex process 
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and would require significant resources, field 
visits and time, especially as FOREWARN is only 
now coming to an end. The lack of a defined 
baseline and a robust M&E plan for the Initiative 
mean that the ability to track concrete outcomes 
and impact of specific FOREWARN activities, is 
limited. In addition, the evaluator was unable to 
reach national disaster management authorities 
(NDMAs) to discuss their views of the potential 
role of ECOWAS in regional DRR. Similarly, not 
all key informants were reached and therefore 
first-hand accounts on a number of activities 
implemented by the Initiative have not been 
completely captured. 

Nonetheless, the evaluator feel that there is 
enough data to be able to provide evidence-based 
conclusions on the extent to which the FORE-
WARN Initiative has contributed to enhanced 
DRR strategies of the primary actors – the key 
directorates at the ECOWAS Commission – and 
an indication of any potential impact it might 
have had beyond that. The evaluation does not, 
however, attempt to demonstrate a causal link 
between an activity implemented under the Ini-
tiative and the increased effectiveness of disaster 
risk reduction in the region.
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Context

Disasters in the West Africa region are increasing 
in frequency and adversity of impact compound-
ing the challenges to sustainable development 
and undermining the region’s prospect of achiev-
ing lasting peace and security. The current Ebola 
epidemic is a case in point. The complexities and 
dimensions of both the disaster themselves and 
the underlying vulnerabilities and risk factors will 
require an approach for anticipating and respond-
ing to crises that is significantly different from that 
of the present. 

While national governments in general, and 
NDMAs in particular, are on the front lines of 
response and increasingly on the front lines of 
efforts to reduce the risk of disasters, regional 
entities, such as the ECOWAS Commission, have 
a potentially significant role to play in regional 
disaster risk management (DRM). They are well 
placed to provide strategic guidance to Member 
States in the implementation of DRR strategies and 
programmes, and to coordinate inter-state Initia-
tives and support the harmonisation of policies. 

In the West Africa region, several gaps have 
been identified in the capacities of regional and 
national actors to effectively be able to respond 
to and to mitigate future threats. An initial scop-
ing study carried out by HFP in 2008–20093 to 
identify regional level crisis drivers and ECOWAS 
capacities and processes to manage these crises 
highlighted the strong institutional frameworks 
present for effective disaster risk management,4 

however their operationalisation was still a chal-
lenge. There was also a strong need to strengthen 
risk identification beyond political and security 
threats, vulnerability analysis by specific sector 
and more integrated approaches that include sec-
toral plans (i.e. health, education, environment, 
etc.), along with strengthened project planning.

In is in this context that the FOREWARN Initia-
tive was conceived.

FOREWARN Initiative

The FOREWARN Initiative is a two-year pro-
gramme with a one-and-a-half year extension that 
aims to contribute to the enhancement of effective 
disaster risk reduction in the West Africa region. 
It aims to do so by ‘strengthening organisations’ 
capacities in anticipation, adaptation, collabora-
tion, innovation and strategic leadership to reduce 
vulnerability to emerging and evolving threats 
related to both natural hazards and conflict.’5 

The FOREWARN Initiative is made up of six main 
components:6

[i] Building capacity
[ii] Deepening links for DRR
[iii] Stimulating cross-sector DRR
[iv] Embedding innovation
[v] ECOWAS –  Exchange: and
[vi] Leaving a legacy (FOREWARN  

Extension phase)

FOREWARN is currently in its fourth year of imple-
mentation and will end by 15 December 2014.

Structure
The FOREWARN Initiative has been implemented 
as a partnership between HFP at King’s Col-
lege London who is the lead implementer, the 
Spanish organisation DARA, and ALC of King’s 
College London and the University of Nairobi. 
The primary partner and stakeholder of the 
Initiative is the ECOWAS Commission headquar-
tered in Abuja, Nigeria. The Initiative has been 
hosted by the Directorate of Humanitarian and 
Social Affairs (HSA) at ECOWAS through which 
all the FOREWARN activities involving ECOWAS 
have been coordinated. A Steering Committee 
(SC) has ensured the involvement of a range of 
ECOWAS Directorates and promoted integration 
of FOREWARN activities into annual Directorate 
work plans from the start of the Initiative. While 
originally only three directorates were to be part 

Background 
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of the SC, 11 directorates eventually joined. Six SC 
meetings have been held to date.7 

Apart from key directorates and departments 
at ECOWAS, additional stakeholders identified at 
the onset of the Initiative were the national plat-
forms for DRR in Nigeria, Guinea Bissau, Ghana 
and Senegal. Burkina Faso was added later upon 
request by ECOWAS.

The activities implemented under the FORE-
WARN Initiative were divided between HFP, 
DARA and ALC according to their comparative 
advantage and have been implemented relatively 
independently from each other. The primary 
responsibility for management of the Initiative 
has from the outset of the programme been with 
HFP who are based in London. Two regional pro-
ject staff have also been based at the Directorate 
of HSA at ECOWAS in Abuja, increasingly taking 
over project management responsibilities over the 
course of the Initiative. 

Theory of change
While the original project document went into 
great detail regarding the various activities of 
FOREWARN, an explicit Theory of Change was 
not laid out at the onset of the Initiative. An 
initial draft Theory of Change was prepared by 
the consultant for the Inception Report based on 
initial interviews and document review. The con-
sultant likewise drafted the assumptions, as only 
a limited number of assumptions related mainly 
to the external environment were identified in the 
project design document.
With an in-depth understanding of the Initiative 
and numerous consultations with FOREWARN 
stakeholders, a Theory of Change for FOREWARN 
is presented in Figure 1. The graphic model below 
is representative of the levels of influence of FORE-
WARN and as such is a more accurate depiction 
of the logic of the programme than, perhaps, the 
original project design document. It is therefore 
the relevance and appropriateness of this Theory 
of Change model that has been tested and assessed 
throughout the evaluation, while at the same time 
addressing the reasons why the original project 
design lost its relevance from an evaluation per-
spective to some degree.

In addition to the Theory or Change, a graphic 
representation of the intervention logic of the 
FOREWARN Initiative was developed reflecting the 
original design of the Initiative in terms of activi-
ties and objectives. This is pictured in Figure 2.

Given that several activities had to be adapted, 
or the sequencing of the activities had to be 
changed due to the inability of ECOWAS to engage 
actively with the Initiative activities because of 
rapidly changing priorities and capacities of the 
Commission in light of political upheaval or 
disasters in the region, it is recognised that the 
intervention logic depicted in Figure 2 did not 
consider many operational assumptions related 
to the specificities of working with the ECO-
WAS Commission and relying on their time and 
resources for the successful implementation of 
some of the key activities. The implications of this 
on the programme outcomes will be discussed in 
detail in the following chapter.
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An increased capacity and
 leadership for a systematic 
approach to implementing 

drr and caa strategies 
across ecowas and the 

promotion of integrated 
implementation plans 

at regional, national and 
sub-national levels

Increased ability to better 
anticipate new forms of 
hazards and understand 

their complex inter-
relationships and dynamics, 

as well as the capacity to 
respond effectively

Goal

Intermediate 
Core Outcomes

Intermediate 
Enabling 

Outcomes

Outcomes

THEN

THEN

IF

IF

IF

THEN

AND

AND

AND

UNDERLYING 
CONDITION

ASSUMPTIONS

Increased Capacity of key 
ecowas departments and 
focus Member States to 

integrate and mainstream 
drr (Outcome A)

Increased cross-sectoral 
engagement in new and 

evolving crises (Outcome D)

Better understanding of 
gaps within ecowas for 

future effective drm

Openness to the use of 
innovative approaches, 
new technologies and 

partnerships (Outcome E)

Stronger linkages between 
ecowas, Member 

States and communities 
(Outcome B)

Increased exchange of 
learning (Outcome F)

Increased awareness of the 
need to engage all relevant
 sectors in regional crisis 
management (scientific 

community, academia, etc)

Key ecowas Directorates  
(hsa, ew, pa, Agriculture, 

Environment, Health, Private 
Sector) receptive to the 
concept of drr and its 

cross-sectoral nature

Directorate of hsa
capable and willing to 

lead on drr coordination 
within ecowas

ecowas prioritises 
long-term planning over 
short-term reactiveness

drr mainstreaming is 
championed internally 
and there is buy-in at 

leadership level

ecowas takes ownership 
of the drr mainstreaming 

process ensuring the 
sustainability of the project

Sharing of information 
on drr across directorates 
is encouraged and facilitated

Active engagement 
with Member States 

on drr issues

Increased awareness 
of drr interventions 
already taking place 

in the region

Access to detailed risk data 
from Member States and 

other regional organisations

Better understanding of 
ecowas comparative 

advantage in regional drm

Better understanding of the 
cross-sectoral nature of 

drr and drm by 
key ecowas Directorates

Increased awareness of 
the changing nature of 
crises by key ecowas

Directorates

An enabling 
environment 
for leadership 

Figure 1 // Theory of Change
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Strategic Orientation
Workshop

Goal Impact Outcomes Objectives Activities

Increased ability to better
 anticipate new forms of

hazards and understand their
complex inter-relationships
and dynamics, as well as the

capacity to respond effectively

An increased capacity and
leadership for a systematic
approach to implementing

drr and cca strategies
across ecowas and the
promotion of integrated
implementation plans
at regional, national

and sub-national levels

Stronger linkages between
ecowas, Member States

and communities
(Outcome B)

Openness to the use of
innovative approaches,
new technologies and

partnerships (Outcome E)

An enabling 
environment
for leadership
(Outcome C)

Increased 
exchange

of learning
(Outcome F)

Increased cross-sectoral
engagement in new and

evolving crises
(Outcome D)

Increased Capacity of 
key ecowas departments
 and focus Member States

 to integrate and
mainstream drr

 (Outcome A)

Cross-Directorate
Strategy paper

Anticipatory & Innovative
drr Strategy

Cross-border
drr Study

Private sector
collaboration

drr Leadership
modules

Integration of drr
Parliamentary Network
into regional strategy

Online distributed
intelligence networks

Understanding the
contribution of
diverse actors

Leadership
peer network

Asia Exchange
programme

Regional Exchange
programme

Future
Crises Unit

Science-Humanitarian
policy dialogue

Supporting distributed
intelligence networks

drr Project
Mapping

Organisational
Self-Assessment Tool

E-learning package
for strategy formulation

in future crises

Capacity building
mentoring programme

(alc Fellows)

Leadership mentoring for
key ecowas staff

Enhanced effective
disaster risk

reduction in the
West Africa region

 Institutionalise a process
of long-term and

cross-directorate strategic
planning for disaster risk
reduction and resilience

building

Supporting innovative
approaches,

new technologies
and partnerships

Supporting an enabling
environment for leadership

Strengthening linkages
between ecowas

and Member States

Strengthen exchange
of learning

Cross-sectoral 
engagement
in new and 

evolving crises

Capacity building for key
 ecowas departments

and focus Member States

rri Analysis
and Reports

Extension phase activities

Figure 2 // Intervention Logic
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The findings of the evaluation are presented 
according to the five OECD-DAC evaluation criteria 
used to frame the evaluation questions – relevance, 
effectiveness, efficiency, sustainability and impact. 
Each section starts with an overall assessment of 
the FOREWARN Initiative for each criterion, fol-
lowed by a specific assessment of the relevance and 
effectiveness of the main programme components. 
Efficiency, sustainability and impact are assessed 
more broadly. Conclusions and recommendations 
are presented in the following chapter.

Relevance

A number of recent studies underline the potential 
importance of regional organisations in disaster 
risk management – including risk mitigation, 
preparedness and reduction (from now on DRR).8 
In a period when West Africa is plagued by an 
increased number and intensity of disasters, both 
rapid and slow onset in nature, the FOREWARN 
Initiative’s focus on increasing the capacity of 
a regional organization such as ECOWAS in the 
anticipation, adaptation, collaboration, innova-
tion and strategic leadership to reduce vulnerabil-
ity to emerging and evolving threats in the region 
is therefore timely.

Regional organisations such as ECOWAS can play 
an important role in DRR for a number of reasons. 

[i] Political convening power through strong 
links with the region’s leaders; 

[ii] Key coordinating roles at the regional level; 
[iii] Information management and dissemination 

through portals; 
[iv] Provision of education, training and applied 

research; 
[v] Faith-based perspectives and actions in DRM;
[vi] Representatives of, and advocates for, vulner-

able groups (e.g. women, disabled, youth); and 
[vii] Their extensive and broad regional 

experience.9 

In addition, because of their close relationships 
with Member State governments in the region, the 
activities of regional organisations may be viewed 
as more culturally and politically appropriate 
than those of international organizations, and 
they could play an important role in responding 
to smaller-scale, slow-onset events that do not 
trigger major media coverage or responses from 
international disaster relief and recovery agencies.

Though regional mechanisms may provide an 
important coordinating function and can effec-
tively mobilize a regional response to a disaster 
(e.g. the case of the Association of Southeast Asian 
Nations (ASEAN) in response to Cyclone Nargis), 
perhaps the most important role they play is to 
increase the capacity of key national institutions.10 

It is after all the state itself that bears primary 
responsibility for preparing for and responding to 
disasters occurring in the area under its jurisdic-
tion through its national disaster management 
organization. In this context, the dual focus of 
the FOREWARN Initiative of DRR capacity building 
at the regional and national levels was therefore 
highly relevant and appropriate.

From the perspective of the ECOWAS Commis-
sion, the overall relevance of FOREWARN could 
have been greater had the early consultations prior 
to the formulation of the Initiative been broader. 
Several directorates mentioned that they only 
became aware of the Initiative once the project had 
already been approved by AusAID, and the funding 
had been granted. Therefore, the general scope of 
the Initiative had already been set before the input 
of some directories was requested. This may, to 
some degree, have reduced the sense of ownership 
and commitment to the objectives of the Initiative 
by ECOWAS. Nevertheless, there is still a strong 
recognition that the overall focus of FOREWARN 
was relevant and raised the awareness of a number 
of ECOWAS directorates to the fact that DRR is 
relevant across the different sectors, not merely 
an issue to be addressed by the humanitarians. 
 
 

Findings 
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Building capacity 
The capacity building component of the FORE-
WARN Initiative was comprised of two key 
elements – the Organisational Self-Assessment 
Tool (OSAT) and the capacity building mentor-
ing programme in the form of the ALC Fellows 
being seconded to various participating ECOWAS 
directorates for two rotations of six months each.11 
In addition, a DRR mapping study was carried 
out to expand existing knowledge on the nature 
of cross-border DRR risks in the region. An 
e-learning package for ECOWAS staff focusing on 
training in future humanitarian crises issues did 
not materialise due to the increased time allocated 
to the other two activities and concerns that the 
approach might not be as well received as hoped.

The OSAT report was often cited as a useful 
process by ECOWAS staff despite the fact that 
many admitted to not having read the report in 
detail. It is not clear, however, who is in charge 
of the follow-up to the recommendations or how 
these will be taken forward. From an organiza-
tional culture perspective, an exercise that might 
reveal weaknesses and highlight gaps – while nec-
essary – may not be met with enthusiasm by the 
leadership, especially if the process is seen to be 
led by an external entity. For example, the report 
highlights amongst other things the differences 
in perception held by respondents at the director 
level and respondents at the programme officer/
consultant/analyst level with regards to taking 
initiative and encouraging innovation. While 
this is an important issue to address from the 
perspective of the FOREWARN Initiative, it is eas-
ily dismissed by ECOWAS given the absence of an 
internal, well-respected, champion for the OSAT 
and its follow-up. 

The placement of the three ALC fellows 
with the various ECOWAS directorates was well 
received and much appreciated by all the direc-
tors consulted. This is understandable given the 
acute staff shortage in some of the directorates 
and the fact that the fellows often represented an 
extra pair of hands. In fact, originally they were 
meant to spend 100% of their time on support-
ing FOREWARN activities but this was quickly 
revised to 50/50 between FOREWARN Initiatives 
and supporting the directorates – primarily HSA. 
The relevance of the fellows’ profiles vis-à-vis 
the objectives of FOREWARN was not straight 
forward. ALC specializes in leadership and issues 
related to peace and conflict, and as such have 
access to a specific pool of expertise, which does 

not automatically include DRR experts who may 
traditionally come from more of a livelihoods or 
food security background. While one of the fel-
lows had a background in rural development, the 
other two had no background or any concrete 
technical experience of DRR. This was seen as 
a missed opportunity as it is precisely technical 
assistance in DRR that was deemed necessary, 
given the limited DRR expertise within ECOWAS. 
It is also clear that their profiles were not senior 
enough to be considered as mentors by their col-
leagues in the various ECOWAS directorates. The 
capacity building element of this component was 
therefore limited.

The research papers produced by the fellows – 
six in total – were deemed to be excellent by those 
consulted. However, only one person mentioned 
that they were following up on issues raised.12 
While having access to research and being able to 
commission research was stated as being hugely 
beneficial for some of the directorates, others were 
either unable to use the reports once they were 
published due to not having the time to read them 
or because the topic did not directly concern their 
operations. The research topics were chosen based 
on two criteria: the need of the directorate hosting 
the fellow in question and the need to address the 
FOREWARN objectives.

The DRR mapping consisted of a desk-based 
analysis of planned and on- going DRR Initia-
tives and an ECOWAS-led technical meeting which 
brought together key stakeholders – ECOWAS, the 
EU, UNISDR, UNOCHA, WFP, and FOREWARN part-
ners – to discuss regional perspectives of risk and 
ECOWAS’ and stakeholders’ roles in coordinating 
and strengthening strategies to address transna-
tional threats. The workshop report includes a 
number of recommendations for ECOWAS and 
other actors, however, there is no mention of who 
is responsible to follow these up. This was also not 
clear to member of the Steering Committee. ‘Many 
reunions happen but there is no follow-up’.13 

The relevance of the capacity building compo-
nent can be seen from three perspectives: Firstly, 
the capacity to understand and integrate DRR 
within ECOWAS is clearly limited. There is only 
one person who is officially in charge of DRR and 
the topic has in the past been dismissed as limited 
to the humanitarian realm. The need to build the 
capacity of the key directorates and their staff in 
DRR is therefore clearly relevant both in terms of 
how to address current (e.g. Ebola) and future 
crises. However, key to capacity building is a 
thorough analysis of whose capacity is being built 
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and for what purpose. None of the activities above 
clearly identified key individuals to target based 
on how their work could eventually contribute to 
a shift in policy within ECOWAS and there is no 
indication that this capacity will be transferred to 
Member State level. Finally, it is not immediately 
clear that this specific selection of activities was 
the most appropriate to build capacity of ECOWAS 
staff. The sequencing of the activities suggests that 
they were not strongly linked to one another. The 
OSAT and the DRR mapping highlighted capac-
ity gaps within the Commission but were not 
linked together in any way. The OSAT took much 
longer than planned to implement partly due to 
the unfamiliarity of the staff with the approach 
of soliciting opinions on the capacity of the 
organization they work for. Had the OSAT been 
implemented during the first six months of FORE-
WARN, the fellows could have been placed based 
on the capacity gaps identified in the OSAT or the 
mapping exercise, but due to this delay they were 
already in place during these assisting with their 
implementation, therefore acting more as project 
resources than mentors or capacity builders. It 
would have been impossible to wait with their 
recruitment until the finalization of the OSAT given 
the as the recruitment and training process of the 
fellows themselves needed time. The original two-
year time-frame for FOREWARN could therefore 
not have accommodated an optimal sequencing 
of these activities. 

It is unfortunate that the E-learning package 
that meant to follow the OSAT and may have given 
it some continuity, was cancelled and no alterna-
tive was proposed.

Deepening links for DRR
The objective of this component was to deepen 
links between regional, national and local level 
processes for DRR strategy by carrying out 
national case studies using the Risk Reduction 
index (RRI) developed by DARA. This component 
was entirely led by DARA and built on previous 
work carried out in Central America.14 The initial 
countries chosen were Cape Verde, Ghana and 
Senegal, with the Gambia, Guinea and Niger 
added later with the funding of the Spanish 
Cooperation. Burkina Faso was included during 
the FOREWARN extension phase upon the request 
of ECOWAS. The criteria for the country selection 
is not made explicit in the project documentation 
but it appears to have been a mix of ECOWAS and 
Spanish Cooperation preferences.

The RRI was implemented through local inde-
pendent consultants who were first trained in the 
methodology and then led and coordinated the 
national stakeholder engagement and the data col-
lection. The original idea was for ECOWAS staff to 
attend the trainings and workshops at the national 
level and to participate in the data collection in 
order to understand the process of vulnerability 
and risk mapping, as well as to engage at the 
national and local level, thus increasing ECOWAS’ 
visibility as a DRR actor. This participation did not 
materialize due to scheduling difficulties 15  and the 
unwillingness of ECOWAS staff to travel beyond 
Abuja without expected daily subsistence allow-
ances which neither King’s College nor AusAID 
policies could accommodate. Only the Burkina 
Faso RRI had some participation by an ECOWAS 
staff member from the local office in Burkina 
Faso.16 None of the other six country case studies 
had any involvement from ECOWAS.

The RRI was very relevant at Member State 
level and both the consultation process and the 
data collection were quoted as having signifi-
cantly raised the awareness about risks and their 
interconnectedness for all those involved. In Cape 
Verde and the Gambia specifically, the RRI process 
helped bring together different government and 
civil society actors who were not aware of each 
other’s efforts or did not coordinate their actions. 

The RRI process will have almost certainly 
increased the collaboration between key actors 
in these two countries.17 The relevance of this 
component in terms of increasing awareness at 
the Member State level is therefore clear and the 
participatory implementation of the RRI ensured 
that the process was locally led and owned, in the 
majority of the countries. However, no progress has 
been made with regards to deepening links between 
ECOWAS and the Member States, despite the rel-
evance of this for both sides. This was a significant 
missed opportunity for ECOWAS to increase their 
DRR profile at the Member State level.

Two additional activities were planned under 
this heading – an in-depth engagement with 
UNISDR on the Local Government Self-Assessment 
Tool (LG-SAT)18 and engagement also through 
UNISDR with a West African parliamentary net-
work on DRR. While relevant activities in terms of 
deepening linkages to DRR at Member State level, 
and possibly with ECOWAS had they participated, 
these were dismissed early on in the process as it 
became apparent that capacity at the local govern-
ment level was very limited and the parliamentary 
network was not active. It is not clear why this only 
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became apparent once FOREWARN had already 
started as the feasibility of each proposed activity 
should have been assessed in advance of submit-
ting the project proposal to AusAID. 

Stimulating cross-sector DRR
The normalization of engagement and collabo-
ration across numerous sectors is a key feature 
in encouraging a holistic approach to DRR. This 
component of the FOREWARN Initiative addressed 
this through a threefold approach:

[i] By establishing an ECOWAS-led Steering 
Committee for the Initiative to oversee and 
approve activities consisting eventually of 11 
key directorates;19 

[ii] By building links between scientists and 
humanitarian policy makers in order to 
highlight the key use that scientific data can 
have in early warning for disaster risk reduc-
tion; and

[iii] By sensitising the private sector to DRR.

All three aspects are relevant to the overall objec-
tives of the FOREWARN Initiative, as well as to the 
ECOWAS Policy on DRR.20

The FOREWARN Steering Committee has been 
accredited with being the first fora in which 
regular cross-directorate engagement takes place 
within the ECOWAS Commission, especially on 
DRR. While a cross-departmental body for DRR 
did exist before FOREWARN, it was not very active 
and did not meet every year. The governance 
structure created by the Initiative has therefore 
been highly relevant in bringing both DRR and 
humanitarian issues to the forefront within ECO-
WAS. Nonetheless, the formalistic and protocol 
driven nature of the Steering Committee meetings 
has not opened up opportunities for innovation 
and new thinking, therefore reducing its relevance 
in relation to the broader aims of the FOREWARN 
Initiative. It is, however, recognised that this issue 
is beyond the influence of FOREWARN and does 
not take away from the achievement that the 
establishment of and engagement by the Steering 
Committee in itself has been. 

The science-humanitarian dialogue is a key 
aspect of the work of HFP more generally and 
reflects the deep conviction by the institute that 
the scientific community can make a significant 
contribution to community resilience building and 

that it is essential to facilitate a dialogue 
between the scientific community and humanitar-
ian and resilience policy makers. FOREWARN sup-
ported the ECOWAS Regional Workshop on Infor-
mation Sharing and Early Warning Coordination 
Mechanisms for Disaster Risk Reduction, held in 
Niamey, Niger in 2013.21 The workshop created an 
opportunity for cross-sector engagement amongst 
DRR experts, meteorological and hydrological 
services, and sub-regional specialized institutions. 
It was well received and considered to have had 
a significant impact on more lateral thinking for 
a number of directorates. The scenario planning 
exercise led by HFP was particularly relevant and 
appreciated as it highlighted the lack of under-
standing on how to read and interpret scientific 
data, and underlined the need to expand the scope 
of the Early Warning directorate not only to focus 
on political and security related risks but also to 
expand their data gathering to cover natural risk 
such as those linked to meteorological changes. 
Being able to harness and disseminate climate 
related data could increase ECOWAS legitimacy as 
a regional DRR actor. However, the link between 
DRR and climate change adaptation (CCA) is not a 
natural one within ECOWAS and currently the two 
fields do not systematically exchange information 
or link up. The science-humanitarian dialogue 
workshop resulted in a series of recommendations 
for the ECOWAS directorates of HSA and Environ-
ment, Science and Innovation to take forward in 
order to further the collaboration between the 
various actors represented. As the new HSA DRR 
Action Plan for 2015–2020 is not yet ready, it is 
not clear to what extent these recommendations 
have been considered. 

Finally, the scoping report on the engagement 
of the private sector in DRR and the accompany-
ing case studies that were researched and written 
by HFP have been very well received by the direc-
torate of Private Sector and they intend to follow 
up on many of the recommendations and ideas 
raised, time and resources permitting. According 
to staff, the impact of FOREWARN on the aware-
ness of the staff of the Private Sector directorate 
regarding how disaster links to investments and 
the overall investment climate in the region has 
been ‘considerable’. The research carried out by 
HFP under the auspices of FOREWARN was highly 
relevant to the directorate especially as the direc-
torate staff cannot themselves do field research. 
This way the directorate is still able to recommend 
strategies based on evidence.
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Embed the use of innovative approaches 
The FOREWARN Initiative saw the need to 
complement supporting new partnerships and 
cross-sectoral engagement with support to the 
development of knowledge and skills amongst key 
ECOWAS staff to ensure that the organisation can 
play a central leadership role in DRR in the region 
going forward. This was to be done by provid-
ing training in DRR and Leadership, and through 
leadership mentoring.

Each director whose directorate was involved 
with FOREWARN and the corresponding PPO was 
invited to take part in a three-day leadership train-
ing in Nairobi facilitated by ALC.22 The training 
was generally well received and deemed relevant 
for the purpose of raising the awareness of leader-
ship models and the challenges faced by leaders 
in a complex context. However, the training 
was not specifically tailored to DRR and did not 
include basic DRR concepts such as hazard, risk 
and vulnerability, nor did it highlight examples 
of regional organisations taking leadership in 
DRR situations (such as, for example, the ASEAN 
response and involvement in the Cyclone Nargis 
recovery effort). The relevance of the training 
could therefore have been greater, even if it is 
recognized that many of the chosen participants 
could benefit from leadership training.23 

The second aspect of this component was 
leadership mentoring by the ALC fellows and 
through a leadership peer network across the 
region to provide mutual support and exchange 
of ideas. However, as stated in the above section, 
the profiles of the ALC fellows were not suitable 
for senior level mentoring and were therefore 
focusing on mentoring more junior staff. This is 
still very relevant, but it does not complement the 
leadership training in anyway as those mentored 
by the fellows did not attend the training given 
that the training targeted director and PPO level 
staff. The idea of the leadership peer network was 
very relevant, but it did not materialize.24 

Strengthen the exchange of learning: 
ECOWAS – ASEAN exchange
Initially this component sought to establish an 
exchange not only between ECOWAS and ASEAN 
but also with other regional oganisations within 
Africa such as the African Union. This proved to 
be very difficult to implement in the end and only 
one exchange visit from ECOWAS to ASEAN in 

Jakarta took place in the spring of 2014 after two 
years of organising during which three informal 
meetings at international fora attended by both 
organisations were facilitated by FOREWARN. 
Nonetheless, this exchange is considered a big 
success of FOREWARN and brought a lot of vis-
ibility both to the Initiative and to the HSA direc-
torate for leading it. The specific choice of ASEAN 
as a partner for exchange is very relevant to the 
objectives of FOREWARN and to the DRR Policy of 
ECOWAS given their strength in natural disasters 
and DRR – a weakness of ECOWAS and an area 
in which they could learn a lot from ASEAN. The 
reverse exchange – and ASEAN visit to Abuja – did 
not have time to materialise before the finishing of 
the FOREWARN intitative.

Building a legacy: The FOREWARN 
extension phase
An extension to the initial implementation time-
frame with new and amended activities to ensure 
a successful exit of the FOREWARN Initiative by 
cementing ownership and continuity of the key 
outcomes at ECOWAS was both relevant and justi-
fied after only some of the planned activities had 
been successfully completed by the middle of 2013.

After two year of FOREWARN, there was a much 
improved understanding of the working environ-
ment and the potential challenges at hand in terms 
of ensuring the sustainability and continuity of 
FOREWARN activities within ECOWAS. In order 
to encourage ECOWAS to increasingly drive the 
Initiative, and to reflect the absorption capacity of 
the organization in light of its challenges human 
resources, the design of the extension phase was 
flexible on purpose as experience had showed that 
adaptability and flexibility is key for successful 
collaboration with ECOWAS. The activities for the 
extension phase were therefore in part planned 
around the extent to which their implementation 
was dependent on ECOWAS bureaucracy (e.g. 
approvals for workshops, events, ECOWAS travel 
etc) and balancing these with largely independent 
research activities designed to inform ECOWAS 
programmes. This flexibility aimed to allow for 
ECOWAS to incorporate activities into their work 
plans as opportunities to do so arose, without set-
ting strict deadlines – other than the ending of the 
project. This approach was appropriate in rela-
tion to navigating the bureaucracy of ECOWAS, 
even if it did not result in all the activities being 
implemented.
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Effectiveness

The effectiveness of an intervention is usually 
assessed by the extent to which its objectives have 
been achieved / are likely to be achieved and by 
analyzing the major factors influencing the achieve-
ment or non-achievement of these objectives. 

The intervention logic below highlights what 
activities were completed and which ones were 
not. Activities that were not completed have been 
colored dark blue and those only partially com-
pleted shown in a lighter shade of the same colour. 

Following a contribution analysis, it is unlikely 
that the outcomes will be achieved depending on 
the FOREWARN Initiative alone. The effectiveness 
of the programme could therefore be described as 
being limited. 

However, in the case of the FOREWARN Initia-
tive such an assessment might be reductionist to 
some extent. Firstly because the objectives of the 
Initiative do not reflect the ‘catalyst’ or ‘seed plant-
ing’ role of FOREWARN, but rather are worded in a 
way where the Initiative is expected to contribute 
to structural and policy level change at ECOWAS, as 
well as to increased DRR capacity at Member State 
level. Discussions with those involved at the design 
phase have stressed that FOREWARN never aimed 
to see through such changes, but rather to steer 
the organization towards them and to highlight 
the potential benefits of doing so. Secondly, many 
of the planned activities had to be abandoned or 
amended due to changing priorities and capaci-
ties within the key directorates at ECOWAS, and 
some activities have not been able to be finalised 
or have only been partially completed by the time 
FOREWARN comes to an end on December 15th 
2014 for reasons largely beyond the control of 
Initiative staff. The nature of the working culture 
within ECOWAS means that activity plans are 
always subject to revision, cancellation or expan-
sion based on priorities and opportunities as they 
arise. Even when plans have been fully integrated 
in ECOWAS annual plans and with mutual budget-
ary commitments, they are still subject to change. 
While this allows for the organization to remain 
agile and reactive in an unstable region, constant 
changes have a significant impact on the capaci-
ties and work plans of the FOREWARN partners, 
in particularly HFP’s, who have been are most 
intimately involved directly with ECOWAS. While 
the partners have significantly influenced decisions 
to shelve, adapt or expand activities, this has also 
been influenced by these scheduling challenges. 
Nevertheless, a more detailed analysis of the 

Initiative components reveal ways in which effec-
tiveness could potentially have been increased. 
Recommendations around this can be found in 
the final chapter of the report.

Building capacity
The capacity building component of the FORE-
WARN Initiative aims to contribute to the increased 
capacity of key ECOWAS directorates and member 
states authorities ability to integrate and main-
stream DRR. However, only the tools used to 
develop an understanding of the existing capacity 
were implemented without the planned follow-up 
with an e-learning tool. In addition, integrating or 
mainstreaming DRR by definition refers to more 
than just adding one or two DRR activities to their 
work plans. Two directorates mentioned that they 
had integrated ideas from the FOREWARN Initia-
tive as activities to their work plans but none of 
the stakeholder consultations indicated that main-
streaming DRR into their departmental work plans 
was even considered. Generally, evaluations of 
mainstreaming efforts (gender, HIV, environment 
etc) show that mainstreaming does not occur with-
out a compliance component to it, and it needs to 
be accompanied by a very clear indication as to 
how and why and to mainstream in order for it 
to be successful.

While other activities such as the Leadership 
and DRR training for ECOWAS directors and PPO’s 
also contributed to this objective, given the lim-
ited level of basic knowledge about different DRR 
concepts such as hazard, risk and vulnerability, the 
contribution to increased capacity to integrate or 
mainstream DRR into programming remains lim-
ited at the level of key ECOWAS departments, and 
non-existent at the Member State level in relation 
to the specific activities under this component. 

Deepening links for DRR
The RRI country studies implemented by DARA 
and local partners were all completed successfully 
and the reports have been distributed widely both 
in the countries in question and at ECOWAS. The 
process through which the RRI was implemented 
in the various countries was appreciated for its 
participatory and inclusive nature and those inter-
viewed considered it to have been an effective way 
to increase awareness about risks, link together 
different actors at the national and local level and 
increase future collaboration. The reports were 
commended for being comprehensive with actor 
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Strategic Orientation
Workshop

Goal Impact Outcomes Objectives Activities

Increased ability to better 
anticipate new forms of 

hazards and understand their 
complex inter-relationships
 and dynamics, as well as 
the capacity to respond 

effectively

An increased capacity and 
leadership for a systematic 
approach to implementing 

drr and cca strategies 
across ecowas and the 
promotion of integrated 
implementation plans at 
regional, national and 

sub-national levels 

Stronger linkages between 
ecowas, Member States 

and communities 
(Outcome B) 

Openness to the use of 
innovative approaches, 
new technologies and 

partnerships (Outcome E)

An enabling environment 
for leadership 
(Outcome C)

Increased exchange 
of learning 
(Outcome F)

Increased cross-sectoral 
engagement in new 
and evolving crises 

(Outcome D)

Increased Capacity of key 
ecowas departments and 
focus Member States to 

integrate and mainstream 
drr (Outcome A)

Cross-Directorate
Strategy paper

Anticipatory & Innovative
drr Strategy

Cross-border
drr Study

Private sector
collaboration

drr Leadership
modules

Integration of drr
Parliamentary Network
into regional strategy

Online distributed
intelligence networks

Understanding the
contribution of
diverse actors

Leadership
peer network

Asia Exchange
programme

Regional Exchange
programme

Future
Crises Unit

Science-Humanitarian
policy dialogue

Supporting distributed
intelligence networks

drr Project
Mapping

Organisational
Self-Assessment Tool

E-learning package
for strategy formulation

in future crises

Capacity building
mentoring programme

(alc Fellows)

Leadership mentoring for
key ecowas staff

Enhanced effective 
disaster risk reduction

in the West 
Africa region 

 Institutionalise a process 
of long-term and cross-

directorate strategic 
planning for disaster 
risk reduction and 
resilience building

rri Analysis
and Reports

Completed Partially completed/achieved

Cancelled/not completed/achieved Extension phase activities

Strengthening linkages 
between ecowas and 

Member States

Supporting innovative 
approaches, new 
technologies and 

partnerships 

Supporting and 
enabling environment 

for leadership 

Strengthen exchange
of learning

Cross-sectoral 
engagement
in new and 

evolving crises

Capacity building for key
 ecowas departments

and focus Member States

Figure 3 // Intervention Logic, with implementation status 
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specific recommendations, facilitating the uptake 
of some of these by national and local NDMAs. 

The long timeframe for printing and publicizing 
the country reports resulted in a loss of momentum, 
which had been gained by the consultation process. 
In Cape Verde for example it was over a year before 
the report was finally disseminated, at which point 
the local focal point had moved on and was unable 
to personally ensure that all the relevant actors 
received and knew how to use the report. It was also 
mentioned that the report itself was not very acces-
sible to many government staff and policy makers 
who do not have the time to read lengthy reports. 
Summary versions or a few pages, fact sheets or 
possibly other media such as video messaging may 
have been a more effective way to ensure the find-
ings were more widely disseminated.

The intended linkage between ECOWAS and the 
national and local level through the RRI activity 
was not achieved despite repeated efforts to try 
to ensure ECOWAS presence in the national work-
shops and even in the data collection process. 
This represents a significant missed opportunity 
for ECOWAS to engage and increase their visibility 
with Member State NDMAs. Several reasons were 
given for the lack of engagement with this com-
ponent: Firstly, the constantly changing schedules 
of key members of staff at ECOWAS making it 
difficult to plan according to their availability. 
Dates for the workshops therefore had to be set 
and could not be changed due to commitments 
already made at the national level. This was not 
always understood by staff at ECOWAS. Secondly, 
given that the nature of the RRI meant that the 
activities were implemented outside of Abuja 
and in isolation from the rest of the FOREWARN 
activities, DARA as an entity is not well known to 
ECOWAS. The fact that all interaction regarding 
the FOREWARN Initiative were with HFP com-
pounded this.25 Finally, the expectations regard-
ing daily subsistence allowance (DSA) by ECOWAS 
staff could not be met by the Initiative budget due 
to clear regulations on this issue by both King’s 
College London and AusAID. 

The RRI report is nonetheless widely praised 
at ECOWAS and many directors expressed their 
appreciation of having hard data from Member 
State level. It is not clear, however, if they plan to 
use this data to engage with Member State NDMAs. 

Stimulating cross-sector DRR
It is without a doubt that the cross-directorate 
FOREWARN Steering Committee has been an 
effective way to stimulate discussion and increase 
the awareness of the cross-sectoral nature of DRR 
within ECOWAS. While the Steering Committee is 
linked to the FOREWARN Initiative and therefore 
will cease to exist formally when the project comes 
to an end and it is not clear that the same group 
of directorates will continue meeting to discuss 
and coordinate DRR issues beyond December, it is 
clear that FOREWARN has succeeded in implanting 
DRR firmly on the agenda of ECOWAS beyond the 
directorate of HSA.

Another effective way to support cross-sector 
DRR has been through the sensitization of the 
private sector. FOREWARN has therefore been pro-
actively engaging with the directorate of private 
sector in order to seek their active participation 
in the Steering Committee meetings. The research 
papers of the role of the private sector were an 
eye-opener for the directorate with regards to the 
impact that disasters have on the private sector 
and the role the sector can play in DRR and there 
are plans to take the recommendations forward, 
time and resources permitting.

Apart from establishing an ECOWAS-led Steer-
ing Committee to approve and oversee the Initia-
tive activities, FOREWARN originally aimed to sup-
port ECOWAS to establish a cross-sectoral Future 
Crises Unit that would formalize cross-directoral 
collaboration. This Future Crises Unit was to be 
established in close collaboration with the Early 
Warning Directorate to better understand the 
complexity of future crises and response mecha-
nisms with a focus on producing a rolling strategic 
assessment of future humanitarian challenges in 
the region. This process has however been slowed 
down to a halt due to ongoing discussions with 
the directorate of Early Warning regarding the 
nature of the Unit and its scope and mandate. An 
online portal on DRR to share and exchange data 
openly in the region has also not materialized for 
the same reason.

The science-humanitarian dialogue workshop 
was also a successful way to highlight the broader 
collaboration that is necessary for effective DRR and 
DRM in the region. However, the effectiveness of the 
activity is reduced by the lack of follow-up or clear 
ownership of the recommendations by ECOWAS.
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Embedding innovation
It is not clear to what extent the leadership and 
DRR trainings facilitated by ALC have resulted in 
changed behaviours or greater openness to innova-
tive approaches and new thinking. This requires a 
change of mind-set that is rarely achieved through 
one training. The training was completed success-
fully in March 2013, however, the development of 
the planned e-learning platform has not yet been 
finalised and the online delivery of the courses did 
not take place before the end of FOREWARN and 
none of the consulted stakeholders were aware 
of the materials being available online. There has 
therefore been no formal follow-up to the trian-
ing/policy simulation session and no post-training 
evaluation regarding the potential usefulness or 
implementation of the skills obtained by the par-
ticipants. It is therefore impossible to say to what 
degree the training was effective. 

While it is not clear how the ALC fellows 
through their presence could have encouraged 
innovation and new practices, the research papers 
produced were somewhat effective to highlight 
innovative approaches to DRR. For example, the 
role of the military in DRR, or the role of insurance 
companies, were mentioned as having opened up 
new avenues of interest and discussions in the 
relevant directorates. As mentioned above, the 
planned leadership peer network did not material-
ize for reasons unclear to the evaluator.

Strengthen exchange of learning: ECOWAS-
ASEAN exchange 
The ECOWAS-ASEAN exchange visit to Jakarta 
in April 2014 was very effective in expanding 
the awareness of ECOWAS to the potential role a 
regional organisation can have in DRR, beyond 
the scope of conflict and security. Similarly, for 
ASEAN the visit increased their awareness and 
interest regarding a deeper collaboration between 
Member States on sharing information regarding 
peace and security. However, the planned return 
visit has not taken place. The reasons for this is 
manifold: Firstly, the Jakarta visit took over two 
years to materialize due to a slow initial response 
by ECOWAS and two last-minute cancellations 
by Abuja. This caused a lot of frustration and 
stress to all involved as the logistical organisation 
around the visit was very resource heavy, raising 
the question both of the time and funding needed 
to organize a return visit and thus the likeli-
hood of this occurring without the facilitation of 

FOREWARN. Secondly, it was agreed by all during 
the Jakarta visit that a second visit, this time by 
ASEAN to Abuja, should be broader in scope and 
would therefore involve more departments in both 
organisations. This would have to be coordinated 
by the departments for External Relations and a 
time would need to be identified when all relevant 
parties would be free. This is not an easy task and 
if commitment from a number of more depart-
ments is secured, cancellations or last minute re-
scheduling cannot be permitted.

Leaving a legacy: FOREWARN extension 
phase
Apart from the two research papers (one of which is 
still awaiting HSA input), the two main activities of 
the FOREWARN extension phase have not yet been 
completed due to the fact that most of the ECOWAS 
Commission, and especially the directorate of HSA, 
has been busy with the Ebola outbreak and now the 
political turmoil in Burkina Faso. 

Efficiency

Efficiency assesses the outputs in relation to the 
inputs. Financial efficiency of FOREWARN will not 
be assessed per se here, even if a few examples of 
activities that may have been implemented more 
efficiently are provided. The consultant simply 
does not have enough information to be able to 
assess cost-efficiency, and this was not in the scope 
of this evaluation. Instead the focus will be on the 
efficiency of the implementation model and the 
structure of the Initiative.

The FOREWARN project team has consisted of 
one full-time staff in London with support from 
other staff based on relevant activities, and two 
full-time staff based at the ECOWAS Commission 
in Abuja, hosted by the HSA directorate. In order 
to streamline communication, of the three imple-
menting partners and at the request of HSA, HPF 
was the lead on all communication with ECOWAS, 
primarily via the Abuja office. 

It could be debated whether the HSA directorate 
that has been very constrained due to shortage of 
personnel was the right choice by ECOWAS to host 
FOREWARN given the expected commitment and 
resources the Initiative required in order to be able 
to successfully implement the planned activities 
within the original 24-month timeframe. While 
the relevance of the directorate is not questioned, 
it may have been more efficient to continue hosting 
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HFP-led activities with the directorate of Political 
Affairs where capacity was not so stretched and 
an existing relationship existed. The requirement 
to clarify and then agree upon the wording of the 
existing MOU also resulted in considerable delays 
in implementation, and could possibly have been 
avoided had the point of contact for FOREWARN 
remained with Political Affairs.

A capacity building Initiative, focusing on 
behavioural and organizational change cannot be 
implemented from a distance. The decision by the 
FOREWARN Initiative to employ two members of 
staff, recruited locally, to be based at ECOWAS in 
Abuja was therefore appropriate and much more 
efficient than trying to engage and follow-up on 
activities on a daily basis from London. Given that 
the administrative tasks surrounding the imple-
mentation of the activities were considerable, and 
the bureaucracy within ECOWAS meant that many 
tasks were very time-consuming and required 
regular personal follow-up, it was essential that 
FOREWARN had member of staff present in Abuja. 
Having a FOREWARN office with staff members at 
ECOWAS has also contributed to the visibility of 
the Initiative. 

Similarly the placement of the ALC fellows 
and their rotation between different directorates 
was an efficient way to increase cross-directorate 
engagement and information sharing, and served 
as a constant stream of information on the pro-
gress of FOREWARN activities to the project team. 

It should also be noted here that many addi-
tional activities to those in the formal project 
plans were taken on by the FOREWARN team, 
specifically to support HSA. While it is hard to 
categorise some of them as specific activities or 
accomplishments under certain objectives, it is still 
relevant for demonstrating how integrated FORE-
WARN, and specifically the team based in Abuja 
became to the directorate of HSA. It also highlights 
how considerable amount of time and resources 
were spent, and how the project was able to adapt 
to the changing needs of ECOWAS.26 Similarly, as 
the opportunity arose for additional research to be 
conducted, building on the FOREWARN activities 
and experiences, this was done where added value 
was identified.27 

While this may not be an indication of project 
efficiency per se, by highlighting the good will of 
the FOREWARN team to take on additional tasks 
that were not originally foreseen in the work 
plans, it helped build trust between FOREWARN 
and ECOWAS and thus facilitated better integration 
of the team into ECOWAS. This is key as feedback 

from both FOREWARN staff and the ALC Fellows 
indicates that the efficiency of their work was 
reduced by the fact that they were seen as outsid-
ers and not members of ECOWAS staff. Sharing of 
information was therefore not seamless and there 
was an element of distrust on the behalf of some 
ECOWAS staff. This element of distrust has been 
present to a certain degree from the beginning of 
the Initiative, due to the limited consultation prior 
to presenting the Initiative to ECOWAS, and due 
to a perceived lack of transparency on the behalf 
of HFP as regards to the breakdown of the pro-
gramme budget.28 There is a prevailing perception 
at ECOWAS that it would have been much more 
efficient to hand over part of the budget to ECO-
WAS to implement FOREWARN activities directly, 
instead of having an external team do so. While 
this may have saved costs in terms of reduced 
travel and staff salaries and may have increased 
ownership of the Initiative by ECOWAS, it is very 
likely that this would have been more efficient due 
to the complex and opaque internal financial sys-
tems of the Commission where ring-fencing funds 
for certain activities in known to be very difficult.

Sustainability

There are indications that some of the activities 
will carry on beyond the life-time of FOREWARN. 
For example, there are encouraging signs of com-
munication between HSA and ASEAN that might 
allow for a return visit to be planned. ASEAN 
invited ECOWAS to attend a recent conference 
on their involvement in the response to Typhoon 
Hayan (Yolanda),29 and the exposure of ECOWAS 
to the work of ASEAN and particularly the AHA 
Centre (which ECOWAS would be very keen to 
see replicated in Abuja), seems to be resulting in 
proposals to other external donors which will aim 
to take these forward.

However, ownership of the activities and their 
outputs has never quite been transferred to ECO-
WAS despite attempts to do so through the Steering 
Committee and by encouraging the directorate 
of HSA to take the lead on activities wherever 
possible. FOREWARN staff present in Abuja have 
been crucial in ensuring the completion of many 
activities and have also been essential as personnel 
support to HSA. It is therefore difficult to picture 
ECOWAS finalising some of the incomplete activi-
ties simply because of the constrained capacities, 
even if additional funding was found externally 
or even internally. 
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Impact

It is still early to assess whether the FOREWARN 
Initiative has had a significant impact on the 
approach of ECOWAS on long-term disaster risk 
reduction given that the Initiative is still wrapping 
up, and impact needs longer to manifest. No new 
policy documents have been developed by ECO-
WAS during the implementation of the Initiative 
so there is no direct evidence of impact on policy 
at this point. The next five year Plan of Action for 
DRR was meant to be a key FORWARN influenced 
policy but the consultations required to draw it up 
have been postponed due to the time required in 
addressing to Ebola crisis and cannot be completed 
within the time-frame of FOREWARN.30 Nonethe-
less, DRR awareness within the Commission has 
been significantly increased and cross-directorate 
engagement has been taken to a new level through 
the Steering Committee. Discussions are in place as 
to the best way to approach for funding for better 
integration of the ECOWAS Early Warning system 
with other Directorates, and other potential joint 
activities with key related directorates, including 
agriculture and environment. Whether funding is 
identified immediately or not, the impact of FORE-
WARN on the awareness of the Commission with 
regard to DRR is evident already and it is likely 
that the Initiative will contribute to a more holistic 
approach to DRR in the future. 

It is less likely that FOREWARN has had a 
significant impact on the capacities and DRR 
strategies of Member States given the limited 
number of activities that had an explicit Member 
State focus. There is no evidence to suggest that 
increased capacity at ECOWAS will be transferred 
to the national level, given the limited engagement 
between ECOWAS and national level DRR actors.
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Conclusion 

The overall relevance of the FOREWARN Initiative 
is unquestionable in relation to the context in 
which ECOWAS operates. The holistic approach 
of the Initiative in addressing different aspects 
of capacity (human, partnerships, governance 
etc) is unique, even if it has been ambitious and 
resource heavy. According to those who designed 
the Initiative, FOREWARN was ever only meant 
to act as a catalyst for change, not as a change 
manager per se. This certainly makes sense given 
the short time frame of the project and the limita-
tions of the role a policy unit such as HFP could 
play. However, this ‘catalyst’ role is not clear in 
the intervention logic of the Initiative and it is 
doubtful that this ‘catalyst’ role is well under-
stood within ECOWAS who are now expected to 
cultivate and eventually harvest the benefits of 
the seeds that have been sown by FOREWARN. It 
is also questionable whether ECOWAS is actually 
ready from an organisational capacity perspective 
to take this forward. The relevance of the Initia-
tive for ECOWAS at this point in time may not be 
as significant simply because the organisation 
is not yet ready for a catalyst like FOREWARN. 
 
Lesson learnt: It is necessary to have a very good 
understanding of the institutional culture and 
capacities of an organisation before embarking 
on such a potentially transformative Initiative 
in order to ensure the relevance of the approach. 
The Theory of Change of such an initiative needs 
to be thoroughly examined and the interven-
tion logic should be tested in consultation with 
all the key stakeholders before deciding upon 
the activities. Expectations and responsibilities 
regarding performance assessment, time-lines 
and reporting lines on both sides need to be clari-
fied and clarified again in order to fully manage 
expectations and to encourage a climate of trust 
and partnership between all involved. A mutual 
accountability framework needs to be in place in 
order to ensure these are adhered to. However, 

a certain degree of risk will have to be accepted 
as many outcomes will depend on the success-
ful engagement of all parties in the process. 

Recommendation: Start with a full stakeholder 
analysis and influence mapping to determine who 
are the most relevant individuals and departments 
for achieving the type and level of outcomes the 
initiative is aiming for. 

Conclusion
Overall, the effectiveness of the FOREWARN Initia-
tive was reduced due to the considerable challenges 
in completing some of the key activities, and due to 
the frequent changes to the project plan as a result 
of limited capacity to engage by ECOWAS. The slow 
and complex consultation process with ECOWAS 
and the significant difficulty of aligning the sched-
ules of all involved, particularly ECOWAS annual 
planning with AusAid’s timeline,31 resulted to some 
extent in limited consultations during the design of 
the intervention logic and later in significant barri-
ers to ensure the ideal sequencing of the activities. 
While not all of these challenges could have been 
foreseen or mitigated, it is surprising that there 
was not more insight into the possible challenges 
of working with an organization such as ECOWAS 
given the past working relationship between the 
organisation and HFP as well as between ECOWAS 
and ALC. The internal project documentation, 
reporting and communication by the FOREWARN 
partners regarding the amendment and the cancel-
lation of activities is unsatisfactory and lacks in 
transparency and may have further contributed to 
an air of distrust between the FOREWARN imple-
menting partners and ECOWAS. 

The effectiveness of individual activities varies 
greatly. When seen in the light of being ‘catalysts’ 
many of the activities combined may well achieve 
that objective. However, better interlinkage of the 
various activities and even objectives could have 
increased the effectiveness of the overall Initiative, 
despite the challenges in implementation. For 

Conclusions and recommendations 
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example, linking the OSAT with the trainings and 
these with concrete follow-up tasks or objectives; 
making better use of the fellows by ensuring the 
right level of seniority and skills and that they are 
paired up with staff that are identified as cham-
pions or potential champions for DRR within the 
different directorates; and bridging the divide 
between ECOWAS and Member States by linking 
the RRI to concrete follow-up activities by ECO-
WAS in the selected countries. 

Lesson learnt: Capacity building often requires a 
change of mind-set to some degree and institutional 
support to allow for new approaches and changing 
procedures. In addition, in order to get buy-in and 
excitement regarding new approaches, a lot of rela-
tionship and trust building is required first, prior 
to starting actual activity implementation. Even if 
FOREWARN was only meant to act as a catalyst, the 
original two-year time-frame was very ambitious. 
More time would not only have eased the pressure 
on the FOREWARN partners to complete activities 
not in the ideal order and before ECOWAS was per-
haps fully on board, but it may have also resulted 
in ECOWAS being able to familiarise more with 
FOREWARN and its objectives prior to key activities 
such as the RRI, the placement of the Fellows and 
the workshops organised and research papers that 
were produced, and thus get more out of them. 

Recommendation: Plan for a long-term engage-
ment in order to ensure the optimal sequencing 
of activities. Plan as flexibly as possible (based 
on how flexible the donor can be) in order to 
be able to be opportunistic to some degree with 
when activities are taking place in order to pos-
sible take advantage of the momentum caused by 
other internal or external dynamics and not be 
cornered by strict time-frames.

Conclusion 
It is difficult to make a judgment on the extent to 
which the benefits of activities implemented under 
the auspices of the FOREWARN Initiative are likely 
to continue after the Initiative has come to an end in 
December 2014, and therefore on the sustainability 
of the Initiative. While the willingness to take some 
of the activities forward is clearly there, especially 
with regards to specific activities such as the ASEAN 
exchange and a revision of the Early Warning sys-
tem, the lack of capacity in terms of senior technical 
staff who are able to follow-up on technical assis-
tance requests by other directorates as well as jun-
ior administrative staff who are willing and able to 
take on all the administrative burden that would be 

entailed in ensuring the continuity of FOREWARN 
activities such as the ASEAN-ECOWAS exchange, 
following up on the various recommendations, 
championing DRR internally and continuing regular 
cross-directorate meetings and cross-sector engage-
ment on DRR is the most significant threat to the 
sustainability of the activities.

Lesson learnt: Existing organizational constraints – 
budget or personnel shortages and staff turnover 
– are crucial to the sustainability of any activities. 
These must be taken into consideration when 
planning activities to the degree this is possible. 

Recommendation: Identify champions and build 
a realistic exit plan for the initiative based on the 
capacities and resources available.

Conclusion
The FOREWARN Initiative has certainly had 
an impact on the way DRR is perceived within 
ECOWAS. It is clear that the important message 
of cross-sector DRR has been heard and is finally 
taking root at ECOWAS and that ‘FOREWARN has 
engaged at a depth and level of ECOWAS unlike any 
other Initiative prior to it’.32 If the benefits can be 
sustained through committed follow-up and con-
tinuous cross-directorate collaboration, they will be 
significant for the organization and eventually for 
the Member States it serves.
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Annex I: Evaluation matrix 

Table 1 // Evaluation Matrix   

Evaluation 
question

OECD-DAC 
evaluation 
criteria

Sub-questions Indicators Source of verification

What, if any, 

impact has the 

FOREWARN In-

itiative had on 

the approach 

of the ECOWAS 

Commission 

to long-term 

disaster risk 

reduction? 

Impact  • To what extent have system-

atic regional risk assessments 

and scenario planning been 

integrated into ECOWAS inter-

nal processes?

 • To what extent have  

resources been allocated 

across the relevant 

departments to ensure the 

necessary DRR analytical 

and response capacities?

 • To what extent have partner-

ships with Member State 

NDMA’s and other relevant 

actors been strengthened?

 • Research and results devel-

oped by FOREWARN used 

in strategy formulation

 • Processes for cross-direc-

torate communication and 

planning regarding DRR 

in place and utilised

 • Increased confidence of key 

ECOWAS staff in the capacities 

in place for long-term DRR

 • Adequate staffing and resource 

allocations in place for key 

departments as a result of 

gaps highlighted in the OSAT

 • MoU’s in place between ECO-

WAS and national DRR actors, 

and other regional actors

 • ecOWAS policy documenta-

tion and strategies

 • Interviews with key  

ECOWAS staff

 • Departmental financial plans 

and budgets (if possible)

 • MoU’s, formal letters of 

correspondence between 

ECOWAS and Member States 

and other regional actors

To what 

degree, if 

any, has the 

FOREWARN 

Initiative 

made progress 

towards each 

of its six  

objectives? 

Effectiveness  • Have all the activities 

been implemented in 

a timely manner?
 • Have the expected out-

puts been achieved?

 • Activities finalized  

successfully

 • Outputs achieved

 • Theory of Change validated

 • FOREWARN Project  

documentation

 • Interviews with 

FOREWARN project staff 

from HFP, DARA and ALC

 • Interviews with 

relevant ECOWAS staff

 • Testing the Theory 

of Change

How has the 

structure and 

focus of the 

FOREWARN 

Initiative 

influenced 

its impact, 

particularly 

in terms of its 

impact within 

the ECOWAS 

Commission?

Efficiency, 
Relevance

 • Was the focus of FOREWARN 

in line with ECOWAS needs 

and priorities?

 • Were the stakeholders  

selected for training and  

capacity building the 

most relevant ones?

 • Did each partner have 

a comparative advantage 

in the activities they 

were  leading on?

 • To what extent has the 

Steering Committee been 

an efficient tool to increase 

ownership of the process 

within ECOWAS?

 • Has the transfer to the  

ICC been completed?

 • Capacity building for DRR 

recognised as a strategic 

priority within ECOWAS

 • Turnover of targeted staff

 • Degree of influence of 

targeted staff (i.e. on DRR 

mainstreaming, link-

ing across departments, 

establishing connection 

with Member States, carry-

ing out risk analysis etc)

 • Steering Committee per-

ceived as positive by ECO-

WAS staff beyond coordina-

tion purposes for the project

 • Transition from SC to  

ICC completed

 • ECOWAS policy and  

strategy documentation

 • Interviews with project 

staff including ALC Fellows

 • Quarterly partner  

meeting reports

 • Interviews with key  

ECOWAS staff

 • Stakeholder Analysis 

(if not done at the 

beginning of  project, 

do one  retrospectively)

 • Steering Group meeting 

minutes and reports

 • Interviews with Steering  

Group members
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Evaluation 
question

OECD-DAC 
evaluation 
criteria

Sub-questions Indicators Source of verification

 • To what extent did the  

embedding of FOREWARN 

project officers within ECO-

WAS increase efficiency?

 • Embedded staff fulfil 

their objectives, are 

perceived as added value 

by  ECOWAS colleagues

 • Interviews with 

FOREWARn project 

officers based  at ECOWAS

 • Analysis of embedded staff 

objectives and performance

Was the 

project able 

to evolve over 

its lifespan to 

better fit with 

to the priori-

ties of its key 

stakeholders?

Relevance  • Was the project 

flexible enough to address 

the changing priorities 

within ECOWAS?

 • To what extent did the 

project take into account 

the priorities of Member 

states vis-a-vis ECOWAS role 

in regional DRR?

 • Was the definition 

of DRR used 

appropriate in order to 

incorporate all relevant 

risks in the region (political, 

economic, environmental, 

social in addition to the 

traditional risks)? 

 • Adaptive work-flow plan-

ning, up-to-date log-frames  

with ‘assumptions’ column 

regularly revisited 

 • Member states NDMAs 

and other relevant DRR 

actors find ECOWAS role 

in DRR relevant

 • Member states NDMAs 

and other relevant DRR 

actors find the focus of 

FOREWARN responds 

to their expectations of 

ECOWAS role

 • DRR seen as relevant by 

all  priority departments in 

ECOWAS, highlighted by key 

disaster events in the region 

(current Ebola outbreak, 

drought in Sahel, falling in 

global cocoa prices, military 

coup in Mali, etc)

 • Logframe, work plans

 • Interviews with Project staff 

 • Quarterly partner meet-

ing reports

 • Interviews with key  

ECOWAS staff

 • Interviews with key 

Member state representa-

tives, NDMAs

 • Interview with UNISDR  

focal point

 • Interview with IFRC  

Regional focal point

 • Interviews with ALC   

Fellows, FOREWARN  

staff at ECOWAS

 • Interviews/focus group  

with key ECOWAS staff

What lessons, 
if any, can 
be extracted 
from this 
project to 
inform future 
research and 
capacity-
building 
projects 
that seek to 
enhance the 
long-term 
planning 
capacities of 
international 
organisa-
tions?

Sustainability  • What worked and what 

did not work, and why?

 • What modalities seemed 

most successful in terms 

of ensuring commitment 

and ownership of key  

ECOWAS staff?

 • What were the biggest  

challenges and could 

these have been mitigated?

 • ECOWAS staff across  

sectors are aware of  

FOREWARN outputs and  

how they will be applied in  

the future *eg RRI Guide

 • Interviews

 • Document analysis
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Annex II: List of persons met

 • Adelina Kamal – Head of Disaster Manage-
ment & Humanitarian Assistance Division, 
ASEAN, mode of interview: phone

 • Alain Sy Traoré – Director of Agriculture 
and Rural Development, ECOWAS, mode of 
interview: in person

 • Alfred Braimah – Director of Private Sector, 
ECOWAS, mode of interview: in person

 • Amelia Addison – Second Secretary,  
Development Cooperation, Australian 
High Commission, mode of interview: phone

 • Belen Paley – Former Project Coordinator 
for RRI, DARA, mode of interview: phone

 • Daniel Barnes – Project Officer, DARA, mode 
of interview: phone

 • Dr Alice Obrecht – Former HFP Senior Re-
search Analyst, mode of interview: phone

 • Dr Daniel Eklu – Director of Humanitarian 
and Social Affairs, ECOWAS, mode of  
interview: in person

 • Dr Funmi Oloniskan – Director of ALC, 
mode of interview: phone

 • Dr Johnson Boanuh – Director of  
Environment, ECOWAS, mode of interview:  
in person

 • Dr Jonathan Aremu – Consultant ECIM,  
ECOWAS, mode of interview: in person

 • Dr Randolph Kent – Director of HFP,  
mode of interview: phone

 • Dr Sintiki Tarfa Ugbe – Director of Gender 
and Youth, mode of interview: in person

 • Emma Visman – Former HFP staff,  
currently KCL Visiting Senior Research  
Fellow, mode of interview: phone

 • Hugh Macleman – Former Senior  
Programme Coordinator, currently British 
Red Cross, mode of interview: phone

 • Ibrahim Mohammed – PPO DRR, Directorate 
of Humanitarian and Social Affairs, ECOWAS, 
mode of interview: in person

 • Ibrahim Soumaila – Former ALC Fellow 
for FOREWARN, mode of interview: phone

 • John Ayomide – Assistant to Directorate  
of Humanitarian and Social Affairs,  
ECOWAS, mode of interview: in person

 • Justin Armstrong – KCL Research Associate, 
mode of interview: phone

 • Kaddy Fofana – Former ALC Fellow for 
FOREWARN, mode of interview: phone

 • Kodjo Todjro – Project Manager, FOREWARN 
Abuja, mode of interview: in person

 • Lamin Jobe – The Gambia National  
Consultant, RRI, mode of interview: phone

 • Marise Sagna – Caper Verde National  
Consultant, RRI, mode of interview: phone

 • Nicolai Steen – Former Project Coordinator 
for RRI, DARA, mode of interview: phone

 • Okey Uzoechina – Former FOREWARN  
Programme Manager Abuja, current  
Programme Officer Security Sector Reform 
at ECOWAS, mode of interview: in person

 • Peter Oluonye – PPO, Private Sector, 
ECOWAS, mode of interview: in person

 • Prof. Abdoulaye Maga – Director of  
Education, Science & Culture, ECOWAS, 
mode of interview: in person

 • Soledad Posada-Varela – Deputy Director, 
DARA, mode of interview: phone

 • Uche Njoku – ECOWAS Liaison Officer, UN 
Office for the Coordination of Humanitarian 
Affairs, mode of interview: in person

 • Yonathan Paz – Former FOREWARN  
Programme Manager London, mode  
of interview: phone
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FOREWARN Project Documentation (including 

minutes of partner and Steering Committee meetings)

FOREWARN Annual Reports

FOREWARN Research Publications 

(www.humanitarianfutures.org/

publications/?project-tag=241)

DARA RRI publications and training material

DARA RRI Workshop reports

ALC Fellow’s research papers (www.humanitarianfutures.

org/african-leadership-centre/ ) 

ALC FOREWARN Final Report

ALC Leadership Training Modules 1 & 2 

(www.humanitarianfutures.org/events/

online-leadership-modules-and-leadership-training/) 

Annex III: List of documents consulted 
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1 The evaluation ended up being conducted in parallel 

with the completion of the final activities as a result 

of delays in implementing these activities by ECOWAS, 

in part as a result of the Ebola crisis.

2 FOREWARN Initiative Final Evaluation  

Inception Report, 18 September 2014  

www.humanitarianfutures.org/publications/

preliminary-assessment-of-ecowas 

3 www.humanitarianfutures.org/publications/prelimi 

nary-assessment-of-ecowas

4 ECOWAS Commission has two frameworks that 

guide its disaster risk management processes: The 

ECOWAS Conflict Prevention Framework (2008) which 

builds upon the Mechanism of 1999 and the Protocol 

on Democracy and Good Governance of 2001, and 

its Policy for Disaster Risk Reduction (2007) and the 

ECOWAS Action Plan on DRR 2009–2014.

5 Overall objective, FOREWARN Project 

Proposal document.

6 The six titles are a simplification of the formal 

specific objectives used in the initiative proposal 

and used for external communication primarily.

7 The date for the final SC meeting has been set 

for 24 November 2014.

8 See HFP: ‘New Regionalism’ – Cross Regional 

Collaboration and Humanitarian Futures, 2011; 

Ferris, Elizabeth: ‘Better Together: Regional Capacity 

Building for National Disaster Risk Management’, 

Brookings, 2014: and Ferris, Elizabeth & Petz, Daniel: 

‘In the Neighborhood: The Growing Role of Regional 

Organisations in Disaster Risk Management’, 

Brookings, 2013; and Bussell, Jennifer: ‘Institutional 

Capacity for Natural Disasters: Case Studies in 

Africa’, Student Working Paper No. 6, CAAPS, 2013.

9 Ferris, 2014.

10 Ferris & Petz, 2013.

11 One of the fellows was placed in the directorate 

of HSA for the entire duration of his fellowship.

12 The role of insurance companies in disaster 

insurance which was raised in the paper on the 

role of Private Sector Actors (Fofana, K, The role 

of Private Sector Actors in mitigating vulnerabilities 

of women in the face of natural disasters in West 

Africa, 2012) is being looked into in more detail 

up by the Private Sector directorate. 

13 Department Director, ECOWAS.

14 More information about the RRI and the detailed 

methodology can be found here www.daraint.org/

risk-reduction-index 

15 The need to first formally solicit PPO 

participation through directors who often took 

weeks to respond, if at all to the request from 

DARA, caused significant delays. 

16 The Early Warning focal point in Ouagadougu 

attended the methodology workshop and an Early 

Warning representative from the Commission 

joined DARA for data collection in Burkina Faso.

17 No one was available to speak from the 

NDMA’s in these two countries, so this is based 

on interviews with the RRI local focal point. Only 

the focal points for the Gambia and Cape Verde 

were reached for the evaluation.

18 An introduction to the LG-SAT was incorporated 

into the first phase of the RRI, however, to a much 

more limited extent than originally planned. 

For more information on the LG-SAT, please see  

www.unisdr.org/campaign/resilientcities/toolkit/howto

19 HSA, Environment, Education, Gender, Private Sector, 

Agriculture, Political Affairs, Early Warning, External 

Relations, Strategic Planning, and Communications.

20 www.unisdr.org/we/inform/publications/4037 

Endnotes

http://www.humanitarianfutures.org/publications/preliminary-assessment-of-ecowas/
http://daraint.org/risk-reduction-index/
http://daraint.org/risk-reduction-index/
http://www.humanitarianfutures.org/publications/preliminary-assessment-of-ecowas/
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21 www.humanitarianfutures.org/events/facilitating-

knowledge-exchange-workshop-session-at-ecowas

22 Apparently there were also additional 

nominations by HSA.

23 Based on observation and anecdotal evidence, project 

management training appears to be equally relevant as 

leadership training, in order to ensure more effective 

and efficient implementation of activities by ECOWAS.

24 The reason for this is not clear as it is not 

outlined in the project documentation.

25 The Abuja office, though managed by HFP, was 

originally intended as the focal point for all three 

partners interaction with the Commission. The 

centralisation of communications through the 

office, then through particular individuals, was 

insisted upon by key ECOWAS staff.

26 FW staff have represented/supported HSA 

at the following meetings:

• National Platform for DRR meetings 

in Guinea Bissau & Niger (2013).

• ECOWAS-Development Partners Annual 

Coordination Meeting in April 2013. 

• HSA internal coordination retreat 

in May 2013. 

• May 2013 Global Platform for DRR 

in Geneva (where FW and the RRIs 

to date were presented).

• June 2013 Annual Consultation of 

the Regional Committee for Disaster 

Management in West Africa in 2013. 

• June 2014 WHS Regional Consultation in Abidjan.

• November 2014 GNDR meeting in Lome.

• May ICVA meeting in Dakar on  

humanitarian financing. 

• 2012 & 2014 HFP Stakeholders Forums 

(where informal ECOWAS-ASEAN meetings 

also took place).

27 For example, the Policy Brief on 

‘Regionalismand Humanitarian Action in 

West Africa and Southeast Asia’ (title still subject 

to change) currently in its final revision, that is 

building on the ECOWAS-ASEAN Exchange.

28 Budget figures for the overall first phase were 

presented to ECOWAS, and as activity plans 

came together activity-specific budgets were 

agreed upon (note by HFP).

29 Although ECOWAS was unable to attend due 

to all available resources being employed to 

respond to the Ebola crisis. 

30 It has, however, been agreed to hold an experts 

consultation in London, bringing in experts to 

give their input on the zero draft of the next DRR 

Plan of Action from 2015 onwards and specifically 

how it does (or does not) fit with the other relevant 

ECOWAS policies (such as those on environment, 

climate change adaptation and, agriculture, as 

well as how it aligns to the next version of the 

Hyogo Framework for Action.

31 The alignment of ECOWAS’ annual planning cycle 

which follows the calendar year with the timing of 

available funds from the donor who follows a mid-

year to mid-year cycle proved very difficult.

32 Member of ECOWAS staff. 
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