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1. Executive Summary 
 
Numbering here corresponds with numbering in the sections of the report. 
 
2. The mission. The Humanitarian Futures Programme (HFP) of Kings 

College aims to assist humanitarian organizations to deal better with the 
challenges of the 21st century, by identifying areas in which they can 
become more anticipatory, adaptive and collaborative. The HFP made an 
assessment visit to the Ecuador country team of the UN in September 
2007. 

 
3. The brief. Ecuador, as a middle-income country, is not typical of those for 

which “humanitarian challenges” exist. Nonetheless, a brief was developed 
with the RC, which emphasized the need to examine and test practical 
tools for planning humanitarian action, possibly as an initial step leading to 
further engagement. 

 
4. Methods. The assessment team used a variety of methods and tools. 

These included a pre-mission questionnaire, completed by 16 
respondents, and key informant interviews with 25 respondents at various 
levels and in different agencies across the UN system. Because the 
sample size was small, the assessment team was careful to draw 
conclusions from the questionnaire only where they were backed up by 
interviews. In addition, a “Futures Group” workshop brought together 7 
external participants and 6 UN staffers to assess the drivers of change in 
Ecuador. This workshop identified critical uncertainties that were used to 
identify futures for a scenario development exercise with 16 UN personnel 

 
5. General findings. This is a model UN system at country-level. Though 

described by some as  “bureaucratic”, there is a continuing process of 
working as “one UN”, cemented by the UNDAF, and there is a growing 
sense of a more horizontal and collegial working culture.. 

 
6. Strategy.  There is a variable degree to which UN staff can locate their 

work within a nested set of strategies from the UNDAF through country 
programme plans of individual agencies down to area and project plans. 
The variation is largely with seniority – more junior staff are more likely to 
describe their work in reactive terms. The UNDAF is general and needs 
lower level strategies to give it concrete measurable life. However, the 
degree to which this is possible varies across agencies and planning 
cycles are not fully aligned. Understandably, funding opportunities and 
profile also drive programme decision 

 
7. Anticipation and adaptation. The time horizon for planning is very short. 

However, respondents rated the anticipatory and adaptive capacity of the 
organization as high (though junior staff were less likely to believe this 
than senior staff). The data is contradictory. The most highly ranked future 
threat issues were competition over resources, collapse of state 
structures, water scarcity and climate change. However respondents 
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indicated that they were not incorporated into policy and operations to the 
same degree as they were identified as threats. Anticipation and 
contingency planning are generally limited to known contingencies. The 
assessment team identified a number of contingencies which it believes 
the UN system is unprepared for: violent conflict, massive collapse of state 
structures, dual power situations of contested state authority, natural 
disasters of unprecedented magnitude, a shift of Ecuadorian government 
position towards Colombian refugees, and an increased number of 
Colombian refugees seeking asylum. Nonetheless, the programme is able 
to respond to changing circumstances. Examples noted are the 
contingency plans for the arrival of 10,000 Colombians, and the efforts to 
“future proof” the UNDP and Unicef country strategies, and the strategy for 
the inter-agency Northern Border programme.  There is widespread 
interest in thinking more systematically about the future. Though the 
scenario exercise was limited by time, the assessment team felt the 
examination of alternate futures succeeded in demonstrating plausibly 
different operating conditions. The generally positive response from 
participants bears this out. 

 
8. Organizational culture relating to innovation and learning. More senior 

staff believe the organization to be innovative, more junior staff are not so 
convinced. Achieving planned results is more valued than learning. More 
junior staff are hesitant to be critical. Whatever the truth behind these 
differences in perception between different levels of staff in the 
organization, the perception is real and should be addressed. However it is 
also true that despite any obstacles, there are striking examples of 
innovation. These include: the refocusing of disaster risk reduction work in 
municipal projects; the “observatories” for child rights, fiscal policy and 
education; and, most innovatively of all, the $6million project to develop 
innovative financing mechanisms for a non-oil future, compensating 
Ecuador for not exploiting the oil in the Yasuni biosphere 

 
9. Information and knowledge management. Knowledge management 

systems are rather informal and personal. There are some information 
systems but none are UN-wide. Time to respond, read or learn is limited 
by pressure of work. Information sources cited are overwhelmingly 
government counterparts and other UN agencies. Academic sources are 
much less relied on, except by technical staff, and civil society 
organizations rarely appear 

 
10. Collaboration. Disproportionately the main collaboration is with 

government counterparts, other UN agencies and donors. Again 
academics and civil society are under-represented. However, most 
respondents recognized the need to extend this in the future. 

 
11.  Issues around the mandate. Comment about the relationship with civil 

society came up quite frequently in interviews. This appears to be 
connected with two different conceptions of mandate: one of exclusive 
accountability to government, or, in contrast, accountability both to 
government and to civil society. In the UN’s rights-based programming 
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framework, this appears as an issue of responsiveness duty bearers 
alone, or both to rights-holders and duty bearers. 

 
   Recommendations 
 
For ease of consultation, all the recommendations are reprinted here. 
Recommendations can be found again throughout the text, below the 
evidence or analysis that supports them. 
 
Recommendation 1: Harmonize, to the degree possible, the planning cycles in 
different agencies 
 
Recommendation 2: Consider establishing “salas de situación” as a constant 
trend-monitoring system (both for anticipation and crisis management). 
Monitor both emergency and development indicators and bring together 
people from both types of agencies 
 
Recommendation 3: Think longer-term and think the unthinkable. 
 
Recommendation 4: Consider supporting, through a neutral agency, 
scenarios to promote public discussion and debate about the future of 
Ecuador 
 
Recommendation 5: Consider inviting the Humanitarian Futures Programme 
to contribute a module on risk assessment and futures to virtual development 
academy 
 
Recommendation 6: Run more substantial scenario exercises.  

• Firstly, on large-scale emergencies and concrete steps that need to 
be taken in preparation.  

• Secondly, consider different trajectories for Ecuador, what challenges 
and opportunities these offer for the UN, and identify from fully-
developed scenario logics and narratives early warning signposts of 
movement in the directions indicated by the scenarios.  

• Thirdly consider the use of scenario methods for planning in complex 
projects such as the Northern Border programme even at municipal 
level. 

 
Recommendation 7: Continue the trend to greater horizontality because it 
facilitates better and more creative analysis of risk and opportunities for 
learning and for innovation 
 
Recommendation 8: Value learning as much as achieving intended results. To 
do this requires senior management to model and communicate a learning 
culture, particularly the rubric that mistakes are opportunities to learn. Senior 
managers should also take the lead in valuing and ensuring there is 
discussion of work that is not just high profile, but that also includes innovation 
and learning 
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Recommendation 9: Support the creation of “safe” “punishment-free” spaces 
for open debate. Making such spaces work will require that they 
• Are moderated, invigilated 
• Are backed by enforceable codes of conducts 
• Use tools and processes for allowing safe conversations 
 
Recommendation 10: There should be a UN-wide common information 
system. Its precise design should be informed by an information needs 
assessment.  It should be indexed and searchable. Consider the advantages 
and disadvantages of user-managed systems (such as Wikis) and 
professionally managed systems. 
 
Recommendation 11: Consider the value of supplementing the UN systems 
with external information tools such as GIS, subscription to professional 
databases etc 
 
Recommendation 12: Agree time budgeting in work planning for information 
tasks, such as reading and documenting 
 
Recommendation 13: Expand information networks beyond government 
counterparts to more systematically include more academic sources, civil 
society organizations, private sector etc. 
 
Recommendation 14: Consider establishing an inter-agency research unit, 
doing research on commission 
 
Recommendation 15: Clarify the UN’s mandate in relation to civil society 
partnerships. Does the mandate oblige the UN to promote civil society 
participation or does this conflict with its accountability to government? Clarify 
also what a rights-based programming framework entails: is the accountability 
simply to duty bearers or also to rights-holders? 
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2. The Humanitarian Futures Programme 
 

More and more, people around the world will have to contend with 
humanitarian crises of unprecedented impact and consequences. Those 
responsible for alleviating such threats or responding to their 
consequences will have to be more effective in anticipating such crises 
and adapting their responses accordingly. The challenge for those 
organisations with humanitarian and recovery responsibilities is that they 
are institutionally not well adapted to speculate about what might be and to 
incorporate such longer-term perspectives into strategic and operational 
plans. 
 
Therefore the objectives of the Humanitarian Futures Programme, based 
in King’s College, London, UK, are  
[i] to enhance the capacities of participating organisations to anticipate 
changes that may impact upon future humanitarian crises and recovery 
processes,  
[ii] to enable such organisations to develop strategic planning capacities 
which incorporate longer-term threat analysis,  
[iii] to develop methodologies with participating organisations that will 
make them more adaptive in responding to such threats. 
 
The Ecuador mission is one of four country assessments undertaken by 
the HFP with United Nations country teams. The team undertaking the 
mission was: 
Set-up  Stacey White and Carlos Rodríguez Ariza  
Assessment Neil MacDonald (team leader), Martin Crill and Carlos 
Rodríguez Ariza 
 
We would like to thank the Resident Coordinator, Rene Mauricio Valdes 
for his generous invitation to work with the Ecuador country team. We 
would also like to thank Jeanette Fernandez of UNDP for her warm and 
unstinting support in our mission. 
 
 

3. The Ecuador Brief 
 

In a middle-income country like Ecuador, the mission of the UN system is 
largely developmental. However, Ecuador, situated in the Andean 
mountain chain, is also subject to frequent natural disasters, including 
earthquake, volcanic eruption, flood and mudslides. It is also subject to 
high levels of domestic political volatility (with eight Presidents in 10 years) 
as well as the spill-over across the northern border of the consequences of 
civil conflict and narcotics control programmes in Colombia.  
 
The team discussed with the Resident Coordinator the possibility of 
enlarging the brief from narrowly defined humanitarian action to human 
vulnerability. However, the decision was to consider this mission as a 
learning opportunity for the UN country team, and to focus on the 
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humanitarian area, as the sector in which their planning (UNDAF) is least 
developed. At the same time there was a recognition that humanitarian 
emergencies exist within a broader political and social context. It was 
agreed that the scenario exercise should be practical and should also go 
beyond telling UN staffers things they already knew. The RC suggested 
that this might be a first step, leading to further engagement. 
 

 
Figure 1: map of Ecuador 

 
A significant area for learning for the HFP was the confusion the initial 
communications before the mission had created in the minds of UN staff. 
The explanatory material was not clear in two respects. Firstly, it was not 
clear that the intention of the HFP was to conduct an exercise taking the 
“long view” of the future. Secondly, the distinction between scenario 
exercises and simulation exercises was not clear. Simulation exercises 
generally focus on readily anticipatable single events (for example 
earthquakes) in the near-term future and allow key actors to rehearse their 
responses. Scenario exercises focus on exploring multiple longer- term 
futures where the level of uncertainty is higher. 
 
The brief, agreed between the assessment team and the Resident 
Coordinator, is described below 
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The Brief 
• Focus on humanitarian challenge 
• But, humanitarian crises exist in a context: political, social, economic 

etc 
• For example, political crises change the way Ecuador may be able to 

respond to earthquakes 
• So don’t interpret the focus on “humanitarian” too narrowly 
• Learn the scenario method 

 
 
 
4. Methods 
 

Methods deployed in the assessment were: 
• The Organisational Self Assessment Tool (21 May 2007 version). This 
was sent out before the arrival of the team. It was sent out to 24 people 
and completed by 16 respondents.  
• Key Informant Interviews with 25 individuals across different UN 
agencies and with differing levels of seniority within the agencies. 
Interviews, generally lasting 90 minutes covered: 

o Strategy formulation (with particular relation to capacities for 
anticipation and adaptation) 

o Strategy/ operations alignment 
o Organizational culture as it relates to learning and innovation 
o Information and Knowledge Management 
o Networks of operational collaboration 

• Convening of a Futures Group. This brought together a small number 
of UN staffers together with 13 individuals (15 initially) from academic , 
civil society and UN staff in a one-day workshop. Attendance was limited. 
Of 17 confirmed non-UN participants only seven attended (nine initially), 
the other six being made up from six of seven UN staff invited. The 
workshop analysed drivers of change. Participants were supplied with the 
HFP Drivers Workbook, and added and assessed drivers that were of 
most relevance to Ecuador. The workshop identified the two most 
important uncertainties, which in combination create four different futures 
• A Scenario Development Exercise. This involved 16 members of UN 
staff (of 23 invited). Drawing on the analysis of drivers of change, this one-
day workshop examined the characteristics of three different futures (since 
there were not enough participants to examine all four identified by the 
Futures Group) and the UN response to an imagined disaster in each of 
these futures. 
 
The assessment team have been quite cautious about our conclusions, 
given the small sample size. We have highlighted only obvious patterns 
that were evident in both the questionnaire and the interviews. We are 
relatively confident about the robustness of these conclusions. Other 
issues may have escaped our notice, being dismissed as individual 
perceptions rather than organizational characteristics 
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5. General Findings 
 

Though a number of respondents (at most levels of seniority) described 
the UN system as “bureaucratic”, “heavy” and other such words, this would 
seem to be a model country team in a number of respects 
• There is a continuing process of achieving the “one UN” vision of 

working together. Several respondents described the first UN 
Development Assistance Framework (UNDAF), which runs from 2004-
2008, as the cementing of this sense. There are now nine inter-agency 
working groups. The next UNDAF, which is currently in preparation, will 
provide a framework for all Un programmes and be much more action-
oriented, nationally specific, and measurable against targets. It 
articulates a human rights mandate, national priorities identified in the 
government plan, and the Millennium Development Goals as practical 
targets 

• There is a sense, among a number of respondents, of the working 
culture becoming more horizontal and collegial than in the past.  A 
specific example of changing management culture is the introduction of 
decentralized decision making in PAHO, with growing participation of 
all project teams through coordination meetings 

 
6. Findings on Strategy Formulation 
 

The importance that individuals assign to strategy varies, depending on 
the level in the organization and the agency. 
 
Some agencies did not participate in the first UNDAF. WFP was under 
instructions from HQ not to participate. Now all agencies have a mandate 
from their headquarters to participate. WHO/PAHO has a slightly different 
accountability, in that they participate both in the UN structure and in the 
regional structure accountable to Ministers of Health. Their participation in 
the new UNDAF formulation is voluntary. FAO and IOM’s participation are 
also voluntary (FAO feels its primary accountability is to the Ministry of 
Agriculture). 
 
The UNDAF is a high-level and still quite general strategy. It provides 
targets and benchmarks. But measurability of impact and guidance in 
priority choices must reside at lower level. There is a nesting of strategies 
and plans that run from the UNDAF, down through agency country plans 
(or sub-regional plans in the case of UNIFEM) to area plans and projects. 
However these lower level strategies do not necessarily articulate fully with 
the UNDAF. Planning cycles and modalities vary from agency to agency. 
In the case of IOM, for example, there is no higher-level agency strategy 
between the UNDAF and their main project (the USAID funded 2001-2007 
northern frontier programme), and plans are reviewed annually. Lack of 
articulation between different plans and planning cycles will complicate 
further strategic integration. There are clearly limits on the degree to which 
this can happen at country level given that many of the agencies also have 

Humanitarian Futures Programme  Ecuador Mission  Page 10



planning priorities that are determined at headquarters level. Planning 
cycles for the different agencies are shown in Table 1 below. 
 
Agency Strategic Plan 

aligned with 
UNDAF 

Operational 
Plan 

Comment 

UNDP Yes 1 . 
WFP 15 year plan 2 Did not take part in 

last UNDAF, is 
participating in 
current process.  
Strategy framed 
primarily by 
agreement with GoE 

Unicef Yes 1 Mid-term and annual 
reviews 

UNHCR Open ended 2 Have just moved 
from annual to 
biannual operational 
plans. 

WHO/PAHO None 2 Operational planning 
largely framed by 
National Health Plan 

IOM None 1  
UNIFEM 4 year regional None Global strategy – 

Regional Strategy – 
Sub-regional 
strategy.  Unifem 
has an Andean 
programme.  No 
country strategy 
document. 

UNFPA Yes 1  
FAO Yes 1 Now moving to 4-5 

year planning cycle 
in addition to annual 
plans, which are 
reviewed in last 
quarter.  Strategy 
primarily shaped by 
GoE plans 

Table 1: Planning cycles in different agencies 
 
  
Recommendation 1: Harmonize, to the degree possible, the planning 
cycles in different agencies. 
 
While more senior staff (RRs, heads of area teams, programme officers) 
were relatively fluent in being able to describe the nesting of strategies, 
and to locate their work within these guiding frameworks, this was less true 
of more junior staff. Middle ranking staff were, understandably, more likely 
to describe the strategy guiding their work as being that of their 
programme or area of work rather than referring to the UNDAF or the 
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country programme plan of their agency. More junior staff were more 
prone to describe their work in more reactive terms. Junior staff were, 
understandably, less likely to be able to identify ways in which they had 
influenced strategy, though they did feel they had some influence on 
operations.  
 
Despite the nested strategies, much of the programme development 
seems to be opportunistically driven, most particularly by funding 
opportunities, as well as demands from government. Many respondents 
described their agency as primarily responsive rather than strategic. 
Flexibility in programme change (see below) is also much easier where 
there is donor interest in a new area of work. Value was attached to profile 
coming from “flashy” [glamorous] projects according to one respondent. 
Projects Appraisals Committees are seen by some respondents as mere 
rubber stamps, with little opportunity to comment on projects on the 
drawing board. Some respondents expressed the view that there was 
inter-departmental competition within agencies for the RR’s and RCs time 
and attention to agree decisions with government. 

 
 

7. Findings on Anticipation and Adaptation 
 

7.1. Anticipation 
The capacity of the organization to anticipate and adapt to changes is 
limited by an emphasis on short-term planning. This is not to say that the 
organization is unaware of future challenges. Respondents in he OSAT 
questionnaires identified a number of issues that could impact Ecuador 
and the work of the organization. These issues are shown in Figure 2. 
However, though identified as issues, they are not incorporated into the 
organization’s work with the same urgency. The most highly ranked issues 
were competition over resources, collapse of state structures, water 
scarcity and climate change.  
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Figure 2: Future issues identified as being of significance for the organization 

 
The extent to respondents identified these issues as incorporated into the 
policy and practice of the organization is shown in Table 2 below. The 
table shows lower scores for incorporation in policy and operations than 
the scores for identification of the issues themselves. 

 

 
Table 2: Identified future drivers and their impact on the organization 
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Figures 3 and 4.present the same data graphically. Both figures compare 
frequency of incorporation with the frequency with which the issues are 
identified as important. 

 

 
Figure 3: Future issues incorporated into policies, compared with the significance 

attached to the issues 
 

 
Figure 4: Future issues incorporated into operations, compared with the importance 

assigned to the issues 
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Interestingly, the awareness of the future appeared to vary with the level of 
seniority in the organization, in a pattern that is counter-intuitive. One 
would expect future-awareness to be highest among senior staff where 
awareness of strategy is greatest. In fact the reverse seems to be true, as 
figures 5 and 6 show. Senior staff (level 1) are less likely to identify future 
challenges than junior staff (level 3).  

 

 
Figure 5: Frequency of identifying future issues by level of seniority 

 
Senior staff are also less likely to believe that future challenges will impact 
the work of the UN system 

 

 
Figure 6: Belief that future issues will impact the work of the organization, by level of 

seniority 
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Figures 7 and 8 show respondents' assessment of the organization’s 
anticipatory capacity. Figure 7 shows aggregate data, while figure 8 
displays the same data disaggregated by level of seniority. As before, 
there are differences with position in the organization: junior staff are less 
convinced of the organization’s anticipatory capacity.  

 

 
Figure 7: Assessment of anticipatory capacity 

 
 

 
Figure 8: Assessment of anticipatory capacity, disaggregated by seniority 

 
Figure 9 shows the assessment of the organization’s use of monitoring 
information about potential crises. There was no dramatic variation of this 
assessment with seniority. 
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Figure 9: Assessment of monitoring capacity 

 
Figures 10 and 11 show the assessments of the degree to which changes 
in the operational context shape policy, and of the degree to which 
changes in policy shape operations. 

 

 
Figure 10: Operations/ policy alignment 

 
Again when the aggregate score (Figure 10) is disaggregated by seniority, it 
seems that junior staff are less convinced of the adaptive nature of the 
organization. 
 

 
Figure 11: Operations/ policy alignment disaggregated by seniority 
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Recommendation 2: Consider establishing “salas de situación” as a 
constant trend-monitoring system (both for anticipation and crisis 
management). Monitor both emergency and development indicators and 
bring together people from both types of agencies. 

 
7.2. Planning in the short term 
There was overwhelming agreement across all levels of the organization 
that the time-horizon for planning is very short. This is shown in futures 12 
and 13. Figure 12 shows the amount of time actually spent on short-term, 
medium-term, long-term, and future planning, with almost two-thirds of the 
time spent on the short-term. Figure 13 shows the assessment of 
respondents of how much time they should ideally spend on these areas 
of planning. Respondents feel that they should be spending around twice 
as much time as they currently do on long-term and future planning, 
creating a more even balance between short-term, medium-term and long-
term planning.  
 

 
Figure 12: Current time balance on different aspects of planning 

 

 
Figure 13: Ideal time balance on different aspects of planning 

 
There is a strong interest in thinking more deeply about future challenges 
and an almost uniformly positive welcome for the ideas of the HFP. Most 
respondents felt that the organization should spend more time planning for 
the long-term future and monitoring signals of the future. One respondent 
characterized the whole country in the following terms ““We [Ecuadorians] 
have lost our idea of the future” and said it could be helpful to explore 
ideas of desired futures and non-desired futures to promote discussion of 
how we get to the desirable and avoid the undesirable. This is the 
motivation for recommendation 4 below. Another respondent suggested 
HFP might contribute a module on risk assessment and futures to the 
Columbia University /UNDP virtual development academy (UNDP’s in-
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house on-line continuous learning tool). A minority of respondents 
however felt either that they were already sufficiently aware of 
contingencies, or, on the other hand, that the future was so unpredictable 
that there was no point in doing long-range planning. 
 
Recommendation 3: Think longer-term and think the unthinkable. 
 
Recommendation 4: Consider supporting, through a neutral agency, 
scenarios to promote public discussion and debate about the future of 
Ecuador 
 
Recommendation 5: Consider inviting the Humanitarian Futures 
Programme to contribute a module on risk assessment and futures to 
virtual development academy 

 
7.3. Limits of anticipation and contingency planning 

 
The UN system devotes considerable attention to contingency planning for 
a range of natural and political contingencies. During the course of this 
assessment, a particularly major piece of contingency planning was 
occurring for the threatened border crossing by 10,000 Colombians 
(discussed in more detail below). The team would make two major general 
conclusions: 
• Anticipation is largely confined to known and predictable events (such 

as flood, drought, volcanic eruption, earthquake, refugee movements) 
• There is a resistance to considering contingencies that exceed these 

limits (complex or unknown in scale or range). Many respondents 
expressed the view that contingencies will not affect ground-level work 
(“whatever happens, we will be able to respond”) 

 
In the course of the interviews a number of contingencies were suggested 
by or discussed with respondents, which were plausible and for which the 
UN system would seem to be under-prepared: 
 

The “unthinkable” contingencies 
• Armed conflict or military coup 
• Massive collapse of state structures 
• A dual power situation between provinces and the central government 

in Quito 
• An earthquake which devastates a substantial part of Quito (60% of the 

construction of Quito is informal) 
• A fundamental shift in Ecuadorian government policy towards 

Colombian migrants, in which what has been a humanitarian issue 
becomes increasingly seen as a diplomatic and security issue with the 
Colombian government 

• A change in stance (again) of the Colombian migrants so that a much 
more substantial proportion of them seek asylum. 

 
 

Humanitarian Futures Programme  Ecuador Mission  Page 19



7.4. Adaptation to new situations 
 

Despite the reflections above, it was clear that, when challenged, the 
organization can change course quite rapidly, in the face of unforeseen 
and unforeseeable events. A good example is the contingency planning 
that was occurring during the assessment visit for the impending 
probability of a mass border crossing of 10,000 Colombians. These 
migrants were intent not on seeking asylum, but on using their visibility to 
denounce the impact on them of the Colombian government’s coca 
eradication programme. The first large scale border crossing occurred 
three weeks previously (around 1,600 people) and surpassed the capacity 
of the local government in San Lorenzo to cope. 10,000 would exceed the 
UNHCR contingency stocks for 1,000 people.  

 
Previous contingency plans (based on numbers of 500-1,000) proved 
unusable in the face of these numbers, which expands UNHCR’s 
responsibility from a social work caseload to a mass response. It also 
exceeds WFP’s contingency food stocks, which would suffice for one day. 
This has overridden UNHCR’s preference against and the government’s 
prohibition of camp-based solutions. The army is currently surveying and 
preparing for three reception areas well back from the border. Contingency 
planning had expanded from local level to national level, focussed now not 
just on this threat, but also on any other events that could exceed local 
capacities to respond.  
 
 
7.5. Future-proofed strategies 
 

The possible challenges of the future have not by any means gone 
unnoticed.  
 
There has been a conscious attempt for example to “future proof” aspects 
of the programme. UNDP prioritises intervention areas that are thought to 
be robust and able to survive any “political earthquake”. These include: 
education, environment, support for decentralization, and disaster 
response. Unicef aims to maintain a balance of strategies between 
technical support for government and advocacy and mobilization with civil 
society. The (inter-agency) northern border programme works at three 
levels (policy/ diplomatic relations between Ecuador and Colombia, 
development at national level, and bi-national support for governance at 
local level 

 
The Millennium Development Goals (MDGs) form a major part of the 
planning framework. In the core documents which established baselines 
(e.g. ODM 2015) there are some future-oriented analyses: trend analysis 
is used to project issues such as HIV levels and forest cover (ODM 2015, 
p33 and 37). Three economic growth scenarios were developed (ODM 
2015, p11): pessimistic (assuming a –1% growth in income per head) 
which would reduce the poverty index from 15.5% to 10.5%; medium 
(assuming a 2% income growth) which would reduce poverty to 9.2%; and 
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optimistic (assuming a 3% growth) which would reduce poverty to 8.1%. 
The growth scenarios indicate that Ecuador will not meet the poverty MDG 
without further redistributive measures. Estimates of financing needed to 
achieve the MDGs are also modelled (ODM 2015, p44) 

 
7.6. The Scenario development exercise  

The scenario development exercise allowed UN staff to develop an 
understanding of the scenario method and to examine three different 
futures to 2020. These futures were identified by the Futures Group the 
day before, and then elaborated in the scenario workshop. They are 
shown in figure 14 below and the outline scenarios are shown in Table 
2. Full details can be found in annex 13.3 

 

 
Figure 14: The futures examined 

 
Since the brief was to explore the whole scenario method, time was 
limited for each step. This meant that the scenarios were necessarily 
limited in their development, logic, and depth. Nevertheless, the 
assessment team believes that they (and their process) contained 
sufficient novelty to have made the exercise worthwhile. 
 
The scenario “transition towards diversification” threw up some of the 
economic choices and social conflicts present even in a “positive” 
future of stable government and socio-economic equity. The scenario 
“Autonomía Soli(d/t)aria” underscored the potential fragility of the 
central power, and the possibility of conflictive break-up of the country 
into regions with multiple centres of power. The scenario “Alavarito’s 
dream” outlined a future of exclusive modernization. All of these futures 
were assessed as plausible by the workshop. 
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El sueño de Alvarito 
 Rise of the centre-right (2015) 

because of disillusionment  
 Oil revenues not used for social 

benefit and decrease after 2015 
 Conflicts between organized poor, 

managed by cooption or oppression 
 Private investment in fishing, logging, 

latifundias 
 Rural-urban migration 
 Pauperisation 
 Privatisation of water 
 Social services very basic or used to 

co-opt opposition 

Transición hacia la diversificación 
 Change opposed by groups in power 
 Greater exploitation of oil results in 

more environmental impact (opposed 
by ecologists, indigenous groups and 
world opinion) 
 Change of model towards 

diversification 
 Reduced access to basic services at 

beginning of transition 
 Tax increases 
 Social tensions 

 
 
 
 
 

NOT EXAMINED 

Autonomía solid/taria 
 Unprecedented crisis threatening 

rupture of the country 
 Populist state unable to respond to 

needs of people 
 Defensive and competitive (between 

sierra and coast) regionalization and 
local solidarity 
 Pacts between civil society and 

private sector 
 Deterioration in public services and 

environment 
 Monopolies win and small enterprise 

and the poor loose 
Table 2: outline characteristics of the scenarios 

 
The last part of the day was devoted to an exercise on the UN 
response, in each of these futures, to an imagined earthquake that 
devastates much of Quito (see annex 13.4). These responses are 
shown in Table 3. The assessment team felt that the exercise 
succeeded in demonstrating that humanitarian response possibilities to 
the same disaster would vary considerably with the context. However 
we also felt that the exercise did not fully work: that participants did not 
completely engage with the magnitude of the disaster, and that there 
was a tendency to revert to the standard operating procedures. 
 
The final session of the day was truncated because participants had to 
leave early. There was insufficient time to reflect on the earthquake 
exercise, or to assess the day as a whole.  
 
The assessment team explained in several occasions the time 
limitations of these specific Ecuador workshops. 
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The UN team decided to make the scenario exercise an internal one. In 
the judgement of the assessment team, the presence of counterparts 
and other outsiders would have benefited the process by helping to 
challenge “group-think” and organizational assumptions. It would also 
have avoided the danger that participants in the Futures Group felt 
exploited by being more integrated in all process (see Annex 13.2).  

 
 
 

Scenario 
Response 

Transition to 
diversification 

Alvarito’s Dream Atonomía 
soli(d/t)aria 

No brainer 
responses 

Evaluation/ appeal/ 
UNDAC/ relief & 
reconstruction 

Assessment/ 
mechanisms of 
coordination (24 
hrs) 

Rapid assessment: 
who to help 
Assessment of 
damage 

 Cluster approach/ 
UNETE 

Technical/ health/ 
shelters 

WFP food, Unicef 
water, PAHO 

 Community 
networks for safety, 
food, shelter 

International Appeal Coordinate with the 
army 

    
Creative 
responses 

Local solution – 
solidarity from 
neighbouring cities/ 
SNGR 

Consider forced 
requisition of 
necessities 

Coordinate a 
municipal sala de 
situación 

 Reconstruction 
generates work & 
stimulates economy 

Habilitate stadia 
and auditoria as 
shelters 

Water by helicopter 

  Centres for 
reunification & 
identification 

 
Heroic 
response 

Migration amnesty – 
emigrants invite 1 
family 

Cash distribution/ 
price controls Coordinate/ 

responsibilize with 
army/ civil society 

Table 3: Responses to the earthquake exercise 
 

Not all participants completed the evaluation sheet after the workshop but 
of those who did, the average assessments on a score between one and 
five, are included below and strongly indicate that the scenario exercise 
was seen as useful: 
 
Question Score 
To what extent did anything produced in the workshop strike you as 
informative/surprising, either in the analysis of the context (the 
future) or in the response produced by the UN? 

3.50 

Do you consider the Future Scenarios technique useful for your 
organization? 

4.00 

Do you think you have understood the technique: could you use it 
yourself? 

3.25 

Does it seem complementary to strategic planning? 4.00 
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Some of the areas of interest or surprise identified in response to the first 
evaluation question are noted below: 

• “Future analysis of the situation of Ecuador” 
• “A tool for the development of the capacities of different 

organizations and equally for planning for the future” 
• “A tool for the self-evaluation of each agency to be able to respond 

effectively to a disaster and at the same time to be able to link with 
development activities” 

• “Considering relevant themes and determinants of the future of the 
country” 

• “The variety of plausible futures” 
• “Useful for reflection” 
• “Very few times do we think of the long-term future” 
 

Some participants asked for references to further understand the scenario 
method.1   
 
Recommendation 6: Run more substantial scenario exercises.  
• Firstly, on large-scale emergencies and concrete steps that need to 

be taken in preparation.  
• Secondly, consider different trajectories for Ecuador, what challenges 

and opportunities these offer for the UN, and identify from fully-
developed scenario logics and narratives early warning signposts of 
movement in the directions indicated by the scenarios.  

• Thirdly consider the use of scenario methods for planning in complex 
projects such as the Northern Border programme 

 
 

 
Fig 15: the Scenario Development Exercise 

 
 

                                                 
1 The team suggests looking at the following sources: 

Gill Ringland Scenario Planning, John Wiley and Sons, 2006 
Diane Scearce and Katherine Fulton “What If? The art of scenario thinking for 
nonprofits Global Business Network 2004 www.gbn.org 
Peter Schwartz Art of the Long View. Doubleday, 1991 
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8. Findings on Organizational Culture 
 
Though the purpose of this mission was not to make an organizational 
assessment, there are aspects of organizational culture that bear directly on 
the ability of the UN system to be anticipatory and adaptive. In particular, the 
assessment team looked at capacity to be innovative and capacity to learn. 
The assessment team found a growing sense of a more horizontal and 
collegial working culture, any problems of bureaucracy or of personal styles 
notwithstanding.  
 

Recommendation 7: Continue the trend to greater horizontality because it 
facilitates better and more creative analysis of risk and opportunities for 
learning and for innovation 

 
 

8.1. Capacity for innovation 
There were widely varying diagnoses of how the organization values and 
uses innovation. Responses here were probably the most variable of all 
the issues and the most obviously correlated with position in the 
organization, though it also varied with the culture of individual teams. 
More senior respondents tended to rank the organization’s recognition and 
use of innovation more highly in the questionnaires and interviews 
(“fantastic” in the words of one manager) than more junior staff. This is 
shown in figures 16 and 17. Many staff talked about the bureaucratic 
difficulties of getting approval for reorienting programmes. 

 

 
Figure 16: recognition of innovation 
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Figure 17: recognition of innovation, disaggregated by seniority 

 
 

8.2. Openness to criticism and learning 
 

Often staff who did rate the UN agencies as good on incorporating 
innovation also noted, seemingly contradictorily, the importance attached 
to achieving expected planned results. There is little evidence of lesson-
learning being a core part of organizational strategy or of individual’s job 
descriptions. On the contrary, there was considerable evidence in the 
difficult equilibrium between accountability and learning, of a substantial 
emphasis on achieving the planned results.  
 
Recommendation 8: Value learning as much as achieving intended 
results. To do this requires senior management to model and 
communicate a learning culture, particularly the rubric that mistakes are 
opportunities to learn. Senior managers should also take the lead in 
valuing and ensuring there is discussion of work that is not just high 
profile, but that also includes innovation and learning 
 
Figure 18 shows the respondents assessment of the openness of the 
organization to criticism and to innovation 
 

 
Figure 18: Assessment of openness to criticism and innovation 

 
Junior staff, again, were more prone in interviews and questionnaires to 
see the organizational culture as hostile to questioning, as shown in figure 
19. 
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Figure 19: Openness to criticism and innovation, disaggregated by seniority 

 
The assessment team encountered frequent statements that managers 
and male are more likely to be listened to than female and technical staff. 
It seems probable that at least some of this is simply practiced complaint. 
When probed, staff were usually able to describe genuine flexibility for 
operation.  
 
Whatever the truth of this perception that the organization is a hostile 
space for questioning and criticism, the perception is undoubtedly real. 
The recurrent finding that there are differences of perception between 
senior and junior staff suggests there is an issue that would be worth 
addressing.  
  
Recommendation 9: Support the creation of “safe” “punishment-free” 
spaces for open debate. Making such spaces work will require that they 
• Are moderated, invigilated 
• Are backed by enforceable codes of conducts 
• Use tools and processes for allowing safe conversations 

 
 

8.3. Innovation in practice 
As with the findings on anticipation, though the policy might suggest 
inflexibility, the practice of the organization displays some significant 
examples of innovation 
• A typical example is the way in which Disaster Risk Reduction work 

has been reshaped by the hiring of a new member of staff to this post. 
The area has moved from something that was described as very 
theoretical to a substantial and practical programme focussed on 
partnerships with municipal authorities 

• Another example is the systems of “observatories” (UNDP/Unicef) for 
analysing and focusing comment in areas of child rights, fiscal policy 
and education. 

• A more dramatic and entrepreneurial example is the $6 million 
programme attempting to look at a post-oil future for Ecuador. The aim 
is to protect the Yasuni national park area and a pristine biosphere, 
along with the uncontacted indigenous peoples who live there. Under 
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this land lies 20% of Ecuador’s oil reserves. The innovative idea is to 
develop novel financing instruments to compensate the Ecuadorian 
government for not exploiting this oil. 

 
 
 
9. Findings on Information and Knowledge Management 
 
 

9.1 Information management systems 
Information handling and knowledge management is largely informal in 
most agencies. There is no UN-system-wide intranet. IOM and UNDP 
appear to be exceptions to the general rule with intranet systems and 
Blackberries. However even here, accessioning of documents is done by 
interested individuals, and are not indexed for searches, at least in the 
case of IOM. Even here user time is limited and IOM responded positively 
to suggestions that they might use more sophisticated external tools (GIS 
and external databases). A number of agencies have systems for tracking 
project activities such as the ATLAS system in UNDP, though impact 
indicators do not currently feature in such systems. 

 
Recommendation 10: There should be a UN-wide common information 
system. Its precise design should be informed by an information needs 
assessment. It should be indexed and searchable. Consider the 
advantages and disadvantages of user-managed systems (such as Wikis) 
and professionally managed systems. 
 
Recommendation 11: Consider the value of supplementing the UN 
systems with external information tools such as GIS, subscription to 
professional databases etc 
 
Though some respondents felt that information was jealously guarded and 
shared reluctantly or un-systematically, most felt that problems with 
information were to do with technicalities (the lack of agile systems for 
storing, retrieving and sharing information) and to do with the pressure of 
work, which made it hard to allocate time to reading. On the other hand 
some respondents said that there were cases of the same people being 
asked several times about the same subject from different UN Agencies. 
 
A common view among managers was that there was too much 
information and too little indication of whether it was relevant to the direct 
work of an individual. “If it relates to my work” was a common criterion for 
deciding to read something. Some respondents also noted that the 
pressure of work prevented a systematic drawing out of lessons learned.  

 
Recommendation 12: Agree time budgeting in work planning for 
information tasks, such as reading and documenting 
 
Technical staff are more likely to devote considerable time to managing 
information, largely through personal networks, as a core part of their job.    
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The Virtual Development Academy offers an in-house on-line learning tool 
run jointly between UNDP and the School of International Affairs at 
Columbia University. 
 
 
9.2 Knowledge networks 

 
Knowledge networks are generally not wide or systematic. Counterparts in 
government and other UN agencies are the two most commonly cited 
sources of information. Academic sources are much less frequently 
consulted, though FLACSO (and specially “some” persons) is used by 
many of the agencies for socio-economic analysis. Much depends on 
individuals’ own networks, which may overlap resulting in duplication. 
Networks tend to be Quito-based and one respondent noted that projects 
tend to be developed in Quito rather than in the light of reality checks in 
the field. Though many respondents described the importance of “being in 
the field” and adapting general solutions and guidelines to local conditions. 
Civil society institutions such as the churches appear only sporadically in 
responses, more often in the humanitarian response agencies.  
 
One striking exception to this generalization is the “observatories”: the 
fiscal policy “observatory” supported jointly by Unicef and UNDP, and the 
child rights and education observatories supported by Unicef, As noted in 
section 7.3 above, these projects bring together civil society participants 
from across the political spectrum to monitor and mobilize around 
government policy. 
 
Recommendation 13: Expand information networks beyond government 
counterparts to more systematically include academic sources, civil 
society organizations, private sector etc. 
 
Recommendation 14: Consider establishing an inter-agency research unit, 
doing research on commission 

 
 
 
 
10. Findings on Collaboration 

 
Operational networks are limited and UN-focussed, often prioritising other 
UN agencies, implementing partners and donors, while under-emphasizing 
sources of knowledge, such as academics. Also under-emphasized in 
most agencies are networks with civil society organizations. The pattern 
here is very similar to that for knowledge networks noted in 8.2 above. 
Many respondents noted that the UN will need to network much more 
thoughtfully to face future challenges. Frequently noted here were more 
extensive operational partnerships with NGOs, and other international 
organizations, as well as more academic and civil society links. 
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11. Comments on Issues relating to Mandate 
 

As noted elsewhere in this report, issues about working with civil society 
came up quite frequently in interviews. There is considerable sensitivity in 
some agencies and across agencies about working with civil society and 
community. This is understandable given the UN’s status as a world body 
of governments, and given the stance of the present government, which is 
sensitive about public and international cooperation criticism (the World 
Bank representative was earlier expelled from the country). The degree to 
which such links are common appears to vary with the interpretation that 
agencies give to their mandate. Unicef is the most strongly insistent that a 
human rights mandate requires it to collaborate with civil society. UNIFEM 
takes a similar position. Some other agencies may regard this as in 
contradiction to the general style and mandate.  
 
At the same time both good development practice and a rights based 
approach indicate the importance of participation, moving from thinking 
about “beneficiaries” to thinking about people as actors in their own 
development. It could be argued that in a rights-based framework, 
accountability is both to “rights holders” and to “duty bearers”. 
 
Recommendation 15: Clarify the UN’s mandate in relation to civil society 
partnerships. Does the mandate oblige the UN to promote civil society 
participation or does this conflict with its accountability to government? 
Clarify also what a rights-based programming framework entails: is the 
accountability simply to duty bearers or also to rights-holders? 
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Ecuador 2004-2008, Sistema de Las Naciones Unidas 
 
ODM 2015 El Futuro Tiene Fecha, Republica del Ecuador/ Sistema de las 
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13. Annexes 
 

13.1 Participants List 
 
I Agency Name Position/ Title OSAT KII FG SDE 

1. UNDP Rene Mauricio 
Valdes 

RR     

2. UNDP Fernando Pachano Technical Advisor     
3. UNDP Michael Brown      
4. UNDP Karin Andersson      
5. UNDP Jeannette 

Fernandez 
Oficial de Gestion de 
Riesgo 

    

6.  UNDP Jose Agusto Gerente 
Gobernabilidad 

    

7. UNDP Veronica Quintero Gerente Area de 
Pobreza 

    

8. UNDP Cecilia Falconi Area de Desarroloo 
Sostenible 

    

9. UNDP Sofia Zaragocin Genero     
10. UNDP Carla Rossignoli Coordinadora de 

Comunicacion 
    

11. UNDP Michel Guinand Gobernabilidad     
12. WFP Helmet Rauch RR     
13. WFP Raul Ayala UNETE Coordinator     
14. WFP Ana Maria de la 

Torre 
Emergency 
Programme Assistant 

    

15. UNICEF Christian Munduate RR     
16. UNICEF Juan Vasconez Health specialist     
17. UNICEF Fausto Velasquez IT assistant     
18. UNICEF Geraldine Boezio ?     
19 UNHCR Marta Juarez RR     
20. UNHCR Simone Schwartz Principal Protection 

Officer 
    

21.  UNHCR Angel Granja Programme Assistant     
22. UNHCR Stefano Berti Technical Assistant     
23. PAHO-

WHO 
Dr. Jorge Prosperi RR     

24. PAHO- 
WHO 

Victor Arauz Programme Officer     

25. PAHO-
WHO 

Alvaro Campo Programme Officer     

26. PAHO-
WHO 

Patricia Gomez ?     
27. IOM Alejandro Guidi RR     
28. IOM Juan Fernando 

Borja 
?     

29. IOM Hilda Sanchez External consultant     
30. OCHA Raul Gallegos Natl. Disaster Advisor     
31. UNIFEM Isabelle Auclair Coordinator, Peace & 

Development 
    

32 UNIFEM Patricia Fernandez 
Pacheco 

Coordinator, 
HIV/AIDS 

    

33. FAO Ivan Angulo RR     
34. UNFPA Pablo Galarza Consultant     
OSAT = Organizational Self-Assessment Questionnaire 
KII = Key Informant Interview 
FG = Futures Group 
SDE = Scenario Development Exercise  
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Non-UN Participants in the Futures Group 
 
 
1 Hugo Yepes Instituto Geofísico Escuela Politécnica Nacional,  

2 Juan Ponce CISMIL-FLACSO (part-time) 

3 Jaime Carrera Observatorio de la Politica Fiscal (part time) 

4 Dr. Marco Guerrero Universidad Central 

5 Daniel Arteaga  Cruz Roja Ecuatoriana  

6 Guillermo Real Universidad Catolica 

7 Alfredo Cueva Fundacion Natura 

8 Modesto ¿ Fundacion Esquel                                                                 

9 Mario Unda Grupo Ciudad                                                                        

 

Humanitarian Futures Programme  Ecuador Mission  Page 32



13.2 Outputs from the Futures Group 
 
The Futures Group was conceived of as an attempt to enrich the diagnosis of the 
future with a range of Ecuadorian academics and civil society organizations, and also 
possibly to broker new relationships between them and the UN system. In practice it 
was severely hampered by the non-attendance of more than half the confirmed non-
UN invitees. Those who did attend had done no preparation. This forced us to run the 
whole exercise in plenary, which made it a hard day for those who did attend. It was 
therefore also not possible to complete the agenda and to use the analysis 
developed in a brief exploration of the futures identified. This made it probably that 
participants experienced the day as extractive and exploitative. To remedy this 
perception it would be important for the UN to share with the Futures Group 
members the scenarios developed the following day. It is unclear whether this 
exercise will have led to any new relationships between them and the UN system. 
 
Participants were asked, drawing on the Global workbook, to identify list drivers of 
change which may impact upon the humanitarian challenges of the future – out to a 
time horizon around 2020.  These were categorised under six sections: Social, 
technological, economic, environmental, political and humanitarian. 
 
These were then discussed with a view to identifying those which had the greatest 
potential impact and which had a high level of uncertainty attached to them.  Thus 
were identified the “critical uncertainties” which are the focus of this exercise. The 
participants were then asked to choose which of these were the two most important 
drivers of change.  The two selected were “Stable Government” and “Equity”.  
 
The critical drivers identified are noted below: 
 
 
Impulsores sociales del cambio 
Impulsores Certeza 

sugerida 
Notas 

1.  Migración de zonas rurales hacia 
centros urbanos y emigración. 

 

Predeterminado  

2.  Acceso a servicios básicos sociales 
reducido. 

Incierto  

3.  Incremento de la pobreza y la 
inequidad de ingreso. 

Incierto  

4. Incremento en la violencia y 
empeoramiento de la seguridad 
personal 

Incierto  

5.  Deterioro en las condiciones y 
estabilidad de trabajo. 

Incierto  

 
Impulsores tecnológicos del cambio 
Impulsor Certeza  Notas 
1. Avances en la medicina 
 

Predeterminado Nuevas vacunas, telemedicina, 
terapias genéticas, transplantes. 

2. Globalización de la informática y 
telecomunicaciones 

Predeterminado  

3.  Mejoramiento en el acceso a las 
nuevas tecnología de información. 

Predeterminado  

4.  Dependencia sobre la tecnología, Predeterminado  
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incluso en la producción. 
5.  Cambios en la producción y 
disponibilidad de energía. 

Incierto Fuentes alternativas (renovables), 
Mejor acceso a nuevas tecnologías, 
proyectos hidroeléctricos. 

6.  Propiedad intelectual Predeterminado  
7.  Aumento de la capacidad de 
investigación universitaria, y vínculos 
más estrechas entre empresas y 
universidades.    

Predeterminado  

8.  Nuevas tecnologías aplicadas  en 
desastres naturales. 

Incierto  

 
Impulsores económicos del cambio 
Impulsores Certeza  Notas 
1.  Variaciones en las remesas de 
emigrantes 

Predeterminado  

2.  Incremento en el subempleo. Incierto  
3.  Variaciones en el precio de petróleo 
y los costos de energía. 

Predeterminado  

4.  Desarrollo de capital humano. Incierto  
5.  Estabilidad económica.  Incierto  
6.  Incremento en la productividad y 
competitividad. 

Incierto  

7.  Concentración de capital en 
monopolios industriales 

Incierto  

8. Globalización de procesos 
económicos. 

Predeterminado  

9. Fugas de capital Incierto  
10. Cambios en el régimen tributario 
para financiar el desarrollo 

Incierto  

 
Impulsores ambientales del cambio 
Impulsores Certeza  Notas 
1.  Disrupción de ecosistemas Incierto  
2. Erosión de suelos y degradación de 
tierras. 

Incierto  

3.  Contaminación de aire, suelos, ríos 
y mar.  

Incierto  

4. Nuevas formas y fuentes de 
contaminación  

Incierto  

5.  Áreas claves protegidas. Incierto  
6. Recuperación de impactos naturales Incierto  
7.  Cambio climático Predeterminado • Disminución de producción de 

alimentos  
• Aumento de frecuencia y 

magnitud eventos climáticos 
extremos 

• Aumento del nivel del mar 
• Migraciones provocadas por 

cambios climáticos. 
8. Dificultad en el manejo de residuos. Incierto  
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Impulsores políticos del cambio 
Impulsores Certeza  Notas 
1.  La gobernabilidad. Incierto • Credibilidad  

• Inestabilidad 
• Corrupción 
• Inseguridad judicial  
• Centralismo vs descentralización 

y autonomía. 
2.  Cambios en la influencia de partidos. Incierto  
3. Participación popular en procesos 
políticos y mejor organización popular. 

Incierto  

4. Respeto de los derechos humanos. Incierto  
5.  Relaciones interestatales. Incierto Incluso en la región. 
6.  Globalización geopolítica y la 
influencia de las grandes corporaciones.  

Incierto  

7.  Alta dependencia de EEUU. Incierto  
8.  Resistencia al cambio.  Incierto  
9.  El fortalecimiento de la 
institucionalidad. 

Incierto  

10.  El rol del estado en la economía. Incierto  
11. El proceso de la nueva Asamblea 
Constituyente. 

Incierto  

12.  Falta de  acuerdo mínimo nacional. Incierto  
 
Impulsores humanitarios del cambio 
Impulsores Certeza  Notas 
1.  Desastres naturales. Predeterminado  
2.  Nuevas vulnerabilidades. Incierto  
3.  Capacidad de respuesta del país. Incierto  
4.  Tendencias de los financiadores. Incierto  
5.  Nuevas organizaciones 
humanitarias 

Incierto  

6.  Exclusión social y pobreza. Incierto  
7.  Seguridad y violencia social. Incierto  
8.  Una educación más humana. Incierto  
9.  Plan Colombia. Incierto  
10.  Existencia de respuestas en la 
sociedad civil. 

Incierto  

11.  Seguros frente las desastres. Incierto  
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13.3 Outputs from the Scenario Development Exercise 

 
The scenario development exercise comprised three parts.  

• The discussion and validation of the drivers and principal uncertainties 
developed by the Futures Group (see annex 12.2) 

• The development of the scenarios themselves, examining three of the 
four possible futures for 2020. 

• An assessment of how the UN system would respond in each of these 
three futures to an imagined catastrophe: the great Quito earthquake of 
2019 (see annex 12.4). The conclusions from latter exercise were 
presented as three “no brainers”, two creative ideas, and one “heroic” 
idea 

 
 

13.3.1 Scenario A:  Stable governance, socio-economic equity 
“Transition towards diversification” 

 
There are two versions of this scenario. The first version treats this 
condition as a “paradise”. The second version, after prompting from the 
facilitator, explores the trade-offs and choices implicit in the scenario 
and contains much more social conflict. 
 
Version 1 
Politics 
• An adequate political and legal system (participatory, representative, 

transparent, decentralized with autonomy) 
• The control in the management of the country by the power groups is 

diminished or eliminated 
 
Public sector 
• Professionalization of public service, improvement of the salary and 

career structure (promotion by merit) 
 

Environment 
• Creation of a system of risk management, a system of information and the 

implementation of national management system for natural resources and 
eco-systems 

 
Migration 
• A national plan for emigration and immigration 
• A policy for return of migrants 
 
Regional dynamic 
• A regional framework to approach the dynamic and the impact of 

Colombian situation 
• Plan Ecuador underway with resources 
• Better South American integration 
 
Economic sector 
• The price of oil is maintained 
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• Passage from an extractive model to one of small and medium 
enterprises (competitiveness is improved) 

• Investment by external capital 
• Increase/ control of tax coverage 
• Diversification of the economy in a slow and sustainable process 
 
Education 
• The educational system moves towards a process of development 
• Access to and coverage by an education of better quality 
• Better citizen education 
• Creation of a school of political sciences 

 
 

Version 2 
Politics: 
• Social and economic destabilization by power groups opposed to change 
 
Public sector:  
• Resistance to change 
 
Greater exploitation of oil leads to  
• Increased environmental impact 
• Resisted by ecology groups, indigenous groups, world public opinion 
• More resources 
• Short term satisfaction, political gain, more income for power groups, 

improved public services for the poorest groups 
 
Change of the economic “model” 
• Transition from an extractive economy to diversification (a slow process) 
• Fall-back in access to basic services etc 
• The poor are going to be those most affected 
• Social conflicts 
• The rich lose their sources of business 
• The government without or with diminished resources for social 

programmes 
 
Fiscal reform 
• Progressive Increase in taxes 
• Better collection of taxes 

o Prejudices the economic groups 
o Flight of capital to international markets 
o Tax evasion, sabotage of the fiscal reform 
o Panic in the middle class 
o Strikes and middle class protests (caserolas)  
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Timeline 
 

          2020 
 
 
                                                                                                             2017 
                                                                                    Begin phase II        
Phase I (7-10 years)                                                                                     
Better Management of oil resources + strategy 
for reducing  dependency                 2015        MDG Evaluation 
                                                                  *         
                                                              *      2013                 World Conference GR 
                                * 
 
                                 *            2010           New Government 
Political tensions 
                                                 * 
                         * 
                              
Assembly         National System GR 
             2008 
 
 
2007 
 
 
* = Tension social y politica 

 
 
 
 

13.3.2  Scenario B: Stable Government and inequity: “Alvarito’s 
Dream” 

 
• The oil sector remains in control of the Department of Energy (GoE).  

Profits are absorbed by a mixture of continued subsidies and 
institutionalized corruption.  N.B.  In discussion it was also thought 
possible that oil & gas concessions could be privatized. 

• Conflicts between organized sectors of the poor and the state increase. 
• These conflicts are managed through one or more of three mechanisms: 

o Buying off leaders or influence trafficking 
o Co-opting of opposition blocks through targeted subsidies and other 

concessions 
o Violent oppression, either through selective and hidden targeting of 

opponents or in the form of open, large scale repression.  
• With a stable and favourable government, private sector investment in 

agriculture, fishing, mining and logging increases, and with it come 
improved technologies. 

• 60% of land holdings are currently in the form of latifundios. This land 
tenure pattern (with the land owners being closely linked to the ruling 
political class) survives and benefits from the transition from an labour 
intensive system, producing traditional food crops to a modern, capital 
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intensive system, with production increasingly geared to the production of 
commodities such as oil seed and GM biofuels. 

• The agricultural frontier spreads, at the expense of forests and natural 
pasture land. 

• This process triggers a new wave of rural-urban migration (and forces the 
price of food staples up). 

• These new migrants to the cities are not organized and come to form a 
new underclass.  With no political leverage, these newly marginalized are 
of little concern to government. 

• Industrial wages fall and labour conditions decline in response to the 
increase in labour supply, which is increasingly mediated by contracting 
agencies. 

• Economic growth continues to be centred on Guayaquil and Quito. 
• Modern agriculture and urban industries gain control of the lion’s share of 

declining water resources, while domestic water supply is privatized, 
triggering rising prices. 

• The productive sector is increasingly deregulated, particularly with regard 
to environmental controls, resulting in spiralling environmental 
degradation. 

• Violence and crime increase. 
• Either basic social services become less accessible OR government and 

the private sector agree to maintain essential services as a political safety 
valve.  In either case, quality remains low. 

 
 Timeline 
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Consituent Assembly: 
Ineffective. 2007 

Regionally, a left wing axis of 
presidents consolidates, and drives a 
regional agenda of pro-poor policies 

2015
Popular 
disillusionment with 
the regime begins to 
increase, due to 
perpetual in-fighting 
within the left, and 
increasingly frequent 
corruption scandals 

The rise of 
centre –right 
political 
parties. 

Oil revenues 
begin to decline, 
as reserves 
diminish. 

Subsidies 
decline. 

Elections bring in 
Centre Right 
Govt 

Government swings 
further right, as  
private investment 
increases. 

Emigration 
increases. 

2020
This future’s name: 

 
“Alvarito’s Dream” 

 
Or 

 
“Exclusive 

Modernisation” 
(“MODEX”) 
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13.3.3  Scenario D: unstable government with equity: Autonomía 

Sori(t/d)aria (“Soli(d/t)aire autonomy”) 
 

• Weak central state and decentralisation 
• Central state lacks the capacity to attend to the needs of the population 
• Private sector and civil society play a key role (pacts and accords 

between both of them to develop the economy / social welfare in the 
absence of the central state) 

• Unstable equilibrium with a tendency to move towards inequitable 
structures 

• Populist central state, striving to maintain its power through promising 
impossible things 

• People satisfy their needs through local networks and solidarity 
• Regionalisation 
• Individualism and inter class solidarity and solidarity within regions 
• Strong army (army always is stronger after Ecuadorian crisis) 
• Natural resources and public goods degradation 
• Strong economic competition between enterprises and people with a free 

market unregulated by an public central state framework.  
• Winners: Monopolies, great and organised enterprises, cooperatives  
• Looser: Non organised small and medium enterprises/ civil society and 

poorest sectors 
 

Timeline 
 

2012-2015 Great internal crisis of governance: unemployment, strikes, and 
popular manifestations. The disturbance never reaches the level of civil war 
but there is some level of violence, due to government collapse and threat of 
national division in the face of conflict challenges from provincial and region 
government to the authority of the central government 

 
2008-2015 Background: oil price increase and natural resources erosion due 
to increased extraction of oil and lack of strong state environmental regulation  

 
(2015) Pacts form between civil society, decentralised governments, and the 
private sector. Local networks develop and local autonomy is strengthened  

 
(2015-2020) As a consequence:  
• Weak central state and strong decentralised governments 
• The poorest regions are unable to sustain themselves except on the basis 

of an inter-regional solidarity 
• The provinces with oil do well. No longer poor, they are now important 

stakeholders in the decentralised development as they have rich natural 
resources.   

 
Humanitarian challenges: 
• This is the scenario with great difficulties for organisation, coordination 

and cooperation between stakeholders (GoE, regions, international 
cooperation,) 

• There is a weaker response in humanitarian crisis: 
o Who coordinates international cooperation? 
o Who is the counterpart of international cooperation? 
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o What happens with multi region / province crisis? 
• Competition for natural resources with increasing scarcity)  
• (2015-2020) Strong Ecuadorian NGOs but regionalised 
• (2015-2020-…)Great challenge: poorest and more vulnerable regions 

(looser)
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13.4 The Disaster: The Great Quito Earthquake of 2019 
This document was used in the final exercise of the scenario development exercise 
 

Population     2.12 million 
Buildings damaged     25% 
Dead (crushed, fire and disease)  106,000 
Homeless     424,000 

 
On the evening of September 25, 2019 Quito residents are relaxing. The streets are 
still wet from the afternoon’s rain. There is a sudden jolt, and then a more intense 
shaking. The city trembles as the ground shakes violently. Quito is in the grip of a 
medium intensity earthquake of magnitude 6.5, with centre 25 km north of the city. 
 

60% of construction is informal or un-reinforced. This renders the city 
particularly vulnerable even to quite mild earthquakes. 

 
Northern Quito experiences the most intense shaking because of its proximity. Heavy 
objects topple, pinning people under them. Self-built homes are devastated. Cracks 
form in the walls of many reinforced concrete buildings, severely damaging some of 
them 

 
 
Shaking in the Centro Historico is not as severe as in the north but is still very strong. 
The abundance of adobe and un-reinforced masonry buildings leaves the area 
heavily damaged. Some adobe structures collapse killing those inside. Masonry 
facades of churches, cupolas and interior walls crack and collapse. Heavy roof tiles 
collapsing into homes do more damage. Many factories and industrial buildings made 
of steel are damaged and poorly anchored masonry walls collapse. 
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Paralysed communications and services 
Transit within the city is almost impossible. 

Emergency services cannot respond 
Water pipes rupture 

The city is blacked out 
 
Landslides and bridge collapses block arterial roads into and through the north of the 
city. Northwestern neighbourhoods are isolated. Some roads to the northeast are 
partially blocked. Abandoned cars, fallen overpasses and 100 other obstructions 
make transit within the city and between northern, central and southern Quito almost 
impossible. The airport suffers only minor damage and is operational but is difficult to 
access especially from the south. Police and civil defence facilities suffer local 
damage. Fire stations suffer more severe damage. Some emergency response 
equipment is trapped or damaged. In hospitals, medicines fall from pharmacy 
shelves and medical equipment is severely damaged. Two un-reinforced masonry 
hospitals and older wings of other hospitals suffer severe damage and are not 
operational. Many medical and emergency personal are injured or killed. Water pipes 
throughout Quito break and some main sewers block or rupture. Landslides block the 
open canal that brings drinking water to the Puengasi water treatment plant. 
Structural damage to the central telephone building creates partial loss of 
telecommunications within Quito and with the outside world. Power poles fall, more 
than 500 transformers are damaged, substations and transmission cables, especially 
in the north of the city, are badly hit. The city is plunged into darkness. 
 
Forty seconds later the earthquake stops. 
 
The first night of terror 
Uninjured citizens begin to search the rubble for survivors, by hand and with 
makeshift tools. Many make their way to open spaces. In many old buildings 
damaged wiring starts fires, which rapidly consume wooden structures. The fire 
services are largely unable to help. The few radio stations that are functioning have 
limited information and fuel panic by speculating about a larger quake to come. The 
functioning parts of the phone network are saturated by people trying to call relatives.  
Hospitals are unable to cope with old patients and new arrivals. The water supply 
is cut-off, lower lying parts of the city are flooded by burst water pipes and sewage. 
Aftershocks are frequent. Quito waits in anguish for dawn.  
 
Day 1 
Looting begins. Hundreds of thousands are homeless, overwhelming the capacity 
of temporary shelters. Many sleep in the parks, risking exposure. There is a huge 
demand for food, water and medicine. Prices soar. The only water available is what 
remains in domestic tanks and what can be distributed through blocked roads by the 
municipalities six tanker trucks and those managed privately. Illness develops, 
caused by drinking contaminated water. 
 
Day 2 
By the second day some roads are beginning to be cleared and supplies are 
beginning to arrive at Latacunga airport 80 km south of Quito, although there is 
difficulty distributing them to the more damaged parts of the city. Most of the injured 
who can walk or can be reached have received rudimentary medical attention, but 
the care is poor and many die. The death toll from injury and disease continues to 
rise. Businesses suffer substantial losses and some will never recover. The 
President declares Quito a disaster area and mobilizes the army. 
 
From: The Quito, Ecuador, Earthquake Risk Management Project, Geohazards International 
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