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FOREWORD:
The CAFOD Internal Learning Review on water is a review CAFOD’s WASH and Water Resource
Management projects to date, it specifically reviews CAFOD’s approaches and capacity to support
partners to deliver WASH and WRM projects. It has been written in order to strengthen understanding
of the impact, relevance, effectiveness and sustainability of CAFOD-supported work in water, taking
into account CAFOD’s values of equity and stewardship. The learning review seeks to understand how
effectively CAFOD’s planning monitoring, and evaluation structures are and to what extent this enables
shared learning and innovation. Crucially this review will seek to establish what CAFOD’s added value
is across these sectors, so as to identify opportunities and challenges ahead for future programming,
taking into account the changing contexts of the countries in which CAFOD’s partners work.
The primary purpose is to identify lessons that will help CAFOD understand and strengthen our niche
and role in supporting interventions in WASH and WRM projects, both at the strategic level, and at the
operational level. The countries in which CAFOD and our partners work face increasing and broad
challenges in development and humanitarian contexts including extractive industries, energy demands,
climate change, food security and a range of man-made and natural disasters. In all of these situations,
in all geographical locations, water will play a central role. In order that CAFOD can respond quickly
and effectively, we need to understand our niche and our knowledge gaps.
The evidence, findings, learning and recommendations of the ILR are the culmination of a research
process that has involved a desk based study and the collection of case studies. These initial findings
were validated through a global workshop on water with CAFOD and partner technical staff. The final
version will include inputs from the UKAid Match Mid-Term review and the 2014 CAFOD strategic review.
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EXECUTIVE SUMMARY
CAFOD was awarded the UKAID Matched Fund in 2012, with a total of £9.2million. This fund was used
to support thirty two WASH (water, sanitation and hygiene) and WRM (water resource management)
projects in seventeen countries. In September 2014 eleven CSPs (country strategy papers) identified
that water would continue to be a priority for them after the matched fund
The internal learning review was undertaken to reflect on CAFOD’s approach to water based on past
and current projects and in the wider context of partner’s work. The review offers an opportunity to
assess any current programmatic gaps and how they might be addressed to support future water
projects. The information is based on a desk based study, outcomes of the water workshop 1 and a
collection of case studies.
Working in water is complimentary to CAFOD’s existing portfolio of work, notably in equality and dignity
(gender, child protection and HIV/AIDS) and resilience and sustainability (livelihoods, environment,
DRR and climate change). This can refer to both development and humanitarian contexts, although
specific approaches should always be adapted to local context.
At the Kitui water workshop CAFOD’s approach to partnership and its advocacy roots were identified as
strengths of the water programme. However the number of partners was identified as a challenge, it
was felt that the breadth and the support required was in excess of the financial and human resources
available, and as a result programme quality was compromised. Programme officers suggested that the
water projects would benefit from stronger programmatic guidance, adherence to national and global
standards and consistent technical oversight. In response to this the team at the workshop developed
the “step ladder approach”, comprised of proposed compulsory ‘do no harm’ standards as the first step,
followed by a further two steps that would support projects and partners to work towards good practice
It was felt that there was the opportunity to strengthen equality and dignity approaches but that this
had not been done consistently across programmes, one way to support this would be through the use
of the VIA tool. In addition a number of issue sheets are in development on the cross cutting links with
HIV/AIDS, gender and child protection. There are strong links between water, livelihoods, DRR and
climate change. Advisers on these thematics are working together to support self-identified countries
to undertake a resilience and sustainability approach, through the integrated workshop 2, an integrated
COP and the piloting the resilience and sustainability approach in Niger.
Through the internal learning review and the water workshop, CAFOD is developing its understanding
of water programmes and ability to better support partners by:






Understanding national and global standards on water projects and ensure adherence to these
The development of ‘do no harm’ standards for all CAFOD’s water projects3
Providing suggested baseline indicators relevant to water projects
Development of a network for cross organisational learning
An agreed definition of direct and indirect beneficiaries for water projects

Sustainability remains a challenge for CAFOD’s projects, in some projects infrastructure fail within
12months of implementation. Strengthening this will require strong technical oversight, integration with
local institutions (including government), financing mechanisms and the application of CAFOD’s
commitments to principles of equity and environmental stewardship.
Based on these issues the internal learning review makes the following recommendations:

1

Held in Kitui Kenya in April 2014

2

Held as a continuation from the Kitui Water Workshop
See Annex for draft minimum commitments
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1. CAFOD should continue to work in water and will be better equipped to do so with an understanding
of minimum standards, our strengths in approaches to water, and the countries in which this has
been identified as an ongoing strategic priority/area of need.
2. CAFOD’s approach to water should take an integrated approach, building on our existing knowledge
& strengths.
3. Equality & Dignity Resilience & sustainability CAFOD should provide clear guidance on implementing
water programmes and provide adequate support resources (financial and human) for their rollout by partners.
4. Where we will continue to work with partners on longer-term water programming, we should
support a detailed assessment of existing technical and monitoring capacity and adequately
resource and support further development of this accordingly (see capacity building guidelines).
To allow partners to develop in their knowledge and expertise CAFOD should continue to support
learning and innovation.
5. The distribution of financial resources in a timed programme such as Matched Fund should aim to
be strategic rather than equitable. Focusing on fewer partners with more financial and human
resources would have enabled greater impacts for communities and effective capacity building for
partners.
6. CAFOD must ensure that it has adequate human resources to implement our approach to water.
7. To ensure good stewardship and sustainability of the capacity already built by partners in/through
our Match Fund projects, it is important to provide clarity on the longer-term post-project scenario
with each partner.

CONTENTS
3

Foreword: ............................................................................................................................................................................ 1
Executive Summary ......................................................................................................................................................... 2
Acronymns .......................................................................................................................................................................... 5
Terms of Reference for Internal Learning Review ........................................................................................ 5
Internal Learning Review on Water ......................................................................................................................... 6
Introduction ................................................................................................................................................................... 6
CAFOD & Water ................................................................................................................................................................. 8
Relevance ........................................................................................................................................................................ 9
Prioritising Projects ............................................................................................................................................... 9
Approach to Water .............................................................................................................................................. 10
Programme Standards ....................................................................................................................................... 14
Equality & Dignity .................................................................................................................................................... 16
Learning and innovation: ...................................................................................................................................... 18
Constraints to Innovation ................................................................................................................................. 21
Effectiveness ............................................................................................................................................................... 22
Governance ............................................................................................................................................................. 22
Stewardship ................................................................................................................................................................ 24
CAFOD’s Stewardship Commitments .......................................................................................................... 24
Planning, Monitoring and Evaluation ............................................................................................................... 26
Impact:...................................................................................................................................................................... 26
Sustainability:............................................................................................................................................................. 29
Recomendations........................................................................................................................................................ 31
Annex ............................................................................................................................................................................. 32
Proposed Minimum Standards ....................................................................................................................... 32
CAFOD’s 7Es approach to assessing ‘good’ financial stewardship .................................................. 34

4

ACRONYMNS

WASH

Water, Sanitation and Hygiene

WRM

Water Resource Management

JMP

WHO/UNICEF Joint Monitoring Platform

DFID

Department for International Development

CSP

Country Strategic Plan

WHO

World Health Organisation

UKWN

UK Water Network

PCM

Programme Cycle Management

VIA

Vulnerability and Inequality Analysis

COW

Cross organizational workspace

DRR

Disaster Risk Reduction

TERMS OF REFERENCE FOR INTERNAL LEARNING REVIEW
Proposed questions to be addressed in CAFOD Water Internal Learning Review
Relevance
To what extent does CAFOD’s work on Water complement global and national standards as well as
align with CAFOD’s national programmes of work?
Effectiveness
What practices and processes does CAFOD have in place to ensure that good programme standards
are upheld?
Equity
To what extent do CAFOD’s water programmes have a positive impact disadvantaged groups?
Planning, Monitoring and Evaluation
What change is this programme trying to affect and how does is monitor and measure its progress?
Stewardship
Is CAFOD’s value of good stewardship being upheld in CAFOD’s WASH/WRM programming?
Learning & Innovation
What are CAFOD’s innovative approaches and how does it capture these?
Sustainability
The potential for the continuation of the impact achieved and of the delivery mechanisms following
the conclusion of CAFOD’s current WASH/WRM programming?
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INTERNAL LEARNING REVIEW ON WATER
INTRODUCTION
70% of the world and 90% of the human body is made up of water. Water is central to our survival
and for our ability to thrive as individuals, society and as a planet. Yet 750 million people do not have
access to water for basic needs.4 Poor access to water is a result of a number of issues including poor
governance, inadequate infrastructure, increased competition, pollution and climate change.
All of these factors contribute to the challenge of global water security. Water security can be defined
as “Reliable access to water of sufficient quality and quantity, basic human needs, small scale
livelihoods and local ecosystem services coupled with a well-managed risk of water disasters”.5 Water
scarcity includes both physical and economic scarcity. Economic water scarcity poses a risk to the
development of countries but can be managed with effective management plans and government
policy. Physical scarcity poses significant environmental risks, which if not managed can turn into
humanitarian disasters such as famine, drought, and desertification. Both types of scarcity are
exacerbated by the effects of climate change, and have the greatest effect on the poorest and most
vulnerable people.
Water is a basic need for drinking, cooking and good hygiene and in 2010 it was declared a human
right by the United Nations. In humanitarian disasters, securing water is a top priority, closely
followed by improved sanitation and hygiene facilities in order to prevent the spread of disease. In
development, the provision of water, sanitation and hygiene (WASH) is the first stepping stone of
community development. Water is frequently cited by the poorest and most vulnerable communities
as their greatest need. When working on a water programme with the aim of improving community
health, it is important that it is delivered as part of an integrated programme with sanitation and
hygiene. The simple act of hand washing can reduce diarrhoeal diseases by 40% but poor sanitation
practices, such as open defecation, risk polluting water sources. Therefore, for sustained and
significant health improvements water, sanitation and hygiene must be delivered as part of an
integrated approach.
The use of water for productive needs is frequently overlooked in development projects, with projects
focusing on a single use function. In reality, communities have multiple uses for water, but if this is
not taken into account at the design phase, it may lead to conflicts over the quality and quantity of
water.6 70% of the 1.4 billion poorest people rely entirely on sustainable agriculture, which is
dependent on water. Predominantly small-scale agriculture is rain-fed; however, as climate change
creates increasingly variable weather patterns, small-scale food producers become increasing reliant
on stored water (groundwater, dams, etc). Reliable water sources enable communities to thrive, and
increase their resilience to human and environmental shocks.
Water can also be a protagonist in humanitarian crises: between 1980 and 2008 just under half of
humanitarian crises in Africa were the result of a flood or a drought.7 The impacts of floods and
droughts can be lessened by improved water management practices. Managing flood risk upstream of
settlements can lessen the velocity and volume of flood waters, reducing the impact of the flood.
Improving the capacity of soil to absorb the water through management activities and tree-planting
reduces the incidence of floods and increases infiltration for water storage. Improving water storage
and reducing surface run-off helps increase year-round access to water. Managing water in this way
goes beyond the traditional infrastructural approach but integrates soil, natural resource and water
management, embracing an environmental stewardship approach.

4
5
6
7

WHO/UNICEF JOINT MONITORING PROGRAMME (JMP) REPORT 2013 UPDATE
WaterAid “Water Security Framework”
Pacific Institute “MUS: recommendations for a robust and sustainable approach”
http://www.preventionweb.net/english/countries/statistics/index_region.php?rid=1
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CAFOD has an organisational commitment to environmental stewardship,8 of which water
management is an integral part. The environment is a key stakeholder in the demand for water uses
but is frequently overlooked in favour of human needs for water. Sustainable ecosystems are vital for
thriving communities, compromising the water or quantity or quality can lead to sickness, degradation
of the land and crop failure. Equally poor environmental management can lead to pollution,
sedimentation, flooding and droughts. When managing water projects, the allocations of water for
environmental uses on an equal stake with other water uses and with an understanding of water use
thresholds.
Vulnerable water users must be considered when planning and implementing workshops. CAFOD has
committed to working with the poorest and most vulnerable recognising issues of HIV, gender and
child protection, people living with disability should also be included in this category. In the countries
where CAFOD works women and children carry the burden of providing households with water. In
areas where there is no access to water women and children will often rise before dawn to collect
water, walking up to 11km and carrying the weight of 25kilos on their return journeys. Aside from the
physical endurance, women experience increased vulnerability to sexual violence at this time. Often
water collection takes so long that children are unable to attend school. Everyone in the household is
affected by the lack of water but many experience this in different ways, it is important to engage
women, men and children when consulting with the communities on new projects.
People living with HIV and disability are even more reliant on access to potable water, but may have
constrained access due to poor mobility or weakness from the illness. Such people are very
vulnerable and often stigmatised within the community, it is important to include them with
consultation and to address their access issues without increasing exclusion. CAFOD’s VIA tool has
been developed to help identify vulnerabilities, particularly for people living with HIV and should be
used in the baselines of any projects.
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Just One World: CAFOD

CAFOD & WATER
Water had not been a priority thematic for CAFOD until 2012 when it won the £9.2 million under the
UKAid Match pilot scheme (referred to internally within CAFOD as ‘the Match Fund’. The Match Fund
was linked to UK supporter donations from the Lent appeal, which had not been expected to exceed
£2 million. The final award made the programme far larger than expected. The initial £2 million had
been awarded funding through the IPDF under the first round of funding. Following the success of the
appeal, a round 2 of funding applications was opened up, with a total of 29 Match-funded projects and
9 CAFOD-funded (in non-priority countries for DFID) water and gender projects. UKAid Match funding
of projects started in April 2012 and will run until March 2016 (NB. most of the water and gender
projects were originally scheduled to have finished by March 2015, but some are delayed and will now
end later than planned).
In September 2012, following confirmation that CAFOD would receive UKAid Match Fund support for
water projects, an organisational reflection day on water was held, on CAFOD’s approach to water from
2010 to 2012. During this time, CAFOD focused on 3 main areas: WASH, water & livelihoods and
watershed management, spending a total £11.5 million. £10.5 million was spent on humanitarian
responses, of which £9.5 million were WASH. It was recognised that water plays a critical role in our
partners’ work and the lives of the communities in which they work, and as such the Match Fund was
an opportunity for CAFOD and our partners to further develop knowledge and expertise in our approach
to water.
The WASH and WRM programmes were not developed under a clear organisational theory of change.
Work on water had happened organically in CAFOD’s projects as a means to address vulnerabilities and
the Match Fund provided an opportunity to enhance these approaches. Therefore, in terms of the
overarching relevancy of the programme to CAFOD’s overall organisational strategy, Just One World,
this remains a gap. A theory of change, whether standalone or as an integrated part of an overarching
thematic, such as resilience or dignity, would provide an effective and strategic direction for this area
of work.
There is a logframe for the Match Fund programme and this provides an overarching framework for
the projects. The outcome indicators are quite broad, allowing for the breadth of experience and
knowledge in delivering WASH and WRM projects, they include:






Access to clean water: number of women and men with access to potable water as a result of
project activities with partner organisations
Access to sanitation: number of women and men with access to improved sanitation as a result
of project activities with partner organisations
Access to hygiene: number of women and men with access to knowledge and means for
improved hygiene as a result of hygiene promotion activities delivered with partner
organisations
Water Resource Management: number of women and men with access to a sustainable,
perennial water supply for household, economic or ecological uses as a result of effective water
resource management

Plans were developed at a country level, in coordination with partners and in response to country needs.
They were evaluated by external experts in WASH and WRM, and feedback was provided. This feedback
was followed up in the year 2 six-month report to DFID, a full analysis can be found in this report.
Overall, although there was an initial resistance to the feedback, it was felt to be useful quality
assurance process and changes were incorporated to the final project plans, where relevant.
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RELEVANCE
PRIORITISING PROJECTS
In terms of priorities, CAFOD’s programmes are predominantly integrated poverty alleviation strategies,
many in transition from humanitarian crisis. CAFOD works primarily with Caritas partners which identify
the need for water projects according to local needs, rather than national priorities. This is done in
coordination with local governments and in line with national government procedures. At a national
level, CAFOD identifies and analyses thematic areas of greatest need within the country strategy paper,
and where it can offer the greatest added value. This analysis does not focus specifically on the need
for water, but where communities face the challenges of poverty and social injustice, further analysis
will identify the most appropriate types of intervention.
Identifying regional priorities looks at the levels of poverty and inequality according to a set of global
indicators:









Human Development index9
Gender inequality index10
Multidimensional index11
Severity of Poverty Index12
Cost:Grant Ratio
Security
Perceptions of corruption

CAFOD’s decision to work in countries has been historical and in accordance with our relations to the
Catholic Church (and at the invitation of local Church structures). In 2008, the decision was made to
promote depth over breadth in our countries; to support this, the organisation undertook a refocusing
exercise to identify the countries where it could keep adding the greatest value. The parameters for
the refocusing exercise were:
1.
2.
3.
4.
5.
6.
7.
8.

Evidence of J1W multi-Aim impact on the lives of the poorest and most disadvantaged people
Effective partnerships
Niche and complementarity
Contribution to CAFOD’s England & Wales Programme and Global Advocacy
Balance of CGF to other forms of funding based on average of past 3 financial years
Funding environment (Institutional & Special funding)
Demonstrable learning & innovation
Catholic Identity or other special considerations.

This review will look further at the relevance of water in terms of CAFOD’s programmes and how the
Match Fund has created the opportunity for CAFOD to deepen our, and in turn our partners’, knowledge
to water. CAFOD’s approach to programming means that future water programmes are likely to take a
holistic approach, in line with community needs, mainstreaming values of dignity and equality, and
integrating with approaches to resilience and sustainability.

9

http://hdr.undp.org/en/statistics/hdi
http://hdr.undp.org/en/statistics/gii
11
http://www.ophi.org.uk/policy/multidimensional-poverty-index/
10
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http://web.worldbank.org/WBSITE/EXTERNAL/TOPICS/EXTPOVERTY/EXTPA/0,,contentMDK:20242881~isCURL:
Y~menuPK:492130~pagePK:148956~piPK:216618~theSitePK:430367,00.html
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APPROACH TO WATER
The design of the Match Fund framework means that CAFOD’s more recent work on water developed
as a series of small projects rather than a programme. These projects can look quite disparate, but
when looked at in the context of CAFOD’s wider programming, then clear themes emerge relating to
resilience and dignity. At the Kitui water workshop, staff and partners initiated work on CAFOD’s Theory
of Change for WASH and a definition of WRM; this has helped to distinguish CAFOD’s ‘approach to
water’.

DRAFT DEFINITION OF WATER RESOURCES:
“WRM is planning, developing, distributing and promoting effective monitoring of the optimal and
equitable use of water resources to achieve water balance within regional and/or local catchment areas,
as locally defined.”
*optimal and equitable use means ensuring BALANCE, ecological and relational, focusing on the specific
needs and rights of the most vulnerable groups within wider stakeholder relationships.
**Promoting means equipping and facilitating local stakeholders to influence local/regional/national
policy to create an enabling environment which prioritises the needs/rights of the most vulnerable.

WASH THEORY OF CHANGE
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Equity and sustainability (encompassing resilience) are intrinsic to CAFOD’s values, as stated in Just
One World and out experience in delivering international programmes. Applying these approaches in
the context of water programmes means that CAFOD has a distinctive expertise, for example the HIV
& AIDS team worked with WaterAid to produce literature relating to HIV & WASH. Much of CAFOD’s
previous work in water related to either humanitarian disasters or livelihoods, developing into a
resilience approach is a natural progression from this and will complement the organisation’s existing
areas of expertise in DRR, livelihoods and climate change adaptation.
Addressing water through these two lenses allows CAFODs approaches to take an approach that
addresses the multiple uses communities have for water. In the sector, this approach is known as the
multiple uses of water services approach (MUS), and in practice is taking a systems approach to
managing water, in line with how a community views its needs. As a generalist agency, CAFOD should
not be constrained by sector divides of water as WASH (health impacts) or WRM
(environmental/livelihoods impacts), but continue to be led by community needs, and aim to more
consciously approach these needs through an integrated approach. The integrated resilience
and sustainability cluster will be the first opportunity to look at how CAFOD might take an integrated
approach, addressing multiple community needs.

A

B
C

D
E
F
G

H
I
J
K

L
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Key Assumptions and Notes for WASH Theory of Change
Messages are effectively disseminated by these groups to the wider community
There are sufficient resources to develop and implement a range of effective and
appropriate methods of communication (e.g. posters, etc.)
Trainers have understood the messages and transmit them in the right way.
There is effective training around the use of the constructed facilities.
People use the facilities correctly.
The facilities are maintained.
There is active participation in and responsibility of communities.
Community-based organisations can and do represent the ‘voice’ of their communities.
People are using the water and sanitation facilities in the right way.
Increased awareness translates into action and good practice.
The projects developed are in line with the priorities of local government, line ministries
and water boards.
‘On the ground’ teams have access to local government, line ministries and water boards
and are able to influence them
Water boards are strong and can make their own decisions
Local government policies are aligned to national government policies.
Every household has a clean, safe water supply and dignified sanitation facilities
Community management structures continue together beyond the project lifetime
The time created is being used for childcare, education, livelihoods or productive activities
Communities will be able to get water samples tested by (county) laboratories, and the
facilities are in place to do this
Water committees are recognised as legal entities and have freedom to buy and sell goods
and services
Local communities are able to register and organise and lobby local government, line
ministries and water boards themselves, and are listened to.

STRENGTHS AND WEAKNESSES
CAFOD’s partnerships are the source of strength in our approaches; this is not specific to our work in
water but in our organisational ways of working, particularly in our grassroots approaches to
empowerment and in ensuring sustainable, equitable access (by proxy of working through the church).
The number of partners can be a challenge; the money from the Match Fund has been used in 17
countries, 32 projects and many more dioceses. As a result, grants were relatively small and projects
were often financially constrained in the impact that they could make; for example, in DRC, CAFOD and
our partners built four pit latrines (approx cost $4000) in a school of 700. SPHERE standards state that
school toilets ratios should be 1 toilet to 30 girls and 1 toilet to 60 boys, requiring 17 latrines to be built
for full coverage14. Having fewer partners and bigger – and perhaps longer15 - projects, and adequately
supporting inexperienced partners with additional resources, would increase the impact that CAFOD
could make in our Matched Fund programmatic goal to “enable women and men in the Global South to
secure access to services and resources for a healthy life”. Less experienced partners will be developing
knowledge as they go along, and cannot be expected to be able to achieve the same reach or quality
for a given level of resources as those with more expertise. Both the mid-term reviews for Match Fund
projects in Bangladesh and East Africa suggest inadequate CAFOD resourcing in supporting the
technical and monitoring capacity of partners with little background in WASH.
Advocacy plays an important role in CAFOD’s approach to water; where it has been done, it has
effectively contributed to the sustainability and impact of our partnerships and programmes,
empowering communities at the grassroots to manage community water resources. However, it is not
an integral part of all our programmes and where good work is done we often fail to document it.
The lack of clear direction of CAFOD’s commitment to invest in water after the Match Fund constrains
the capacity of programmes to make strategic investments. When the Match Fund was awarded,
CAFOD did not have a clear exit strategy for the funding process or any plans for succession or
transition into longer-term programmes. Any country or region intending to continue to work with
water should indicate this within their CSPs and RSPs.
However, there is a long approval process for this, plus a lack of clarity as to whether funding will be
available to support the technical staff required to deliver water projects. Equally, the humanitarian
department has identified WASH expertise as a need within emergency response, but does not have
an adequate number of trained, technical staff. Working in water requires technical support at project
level; ambiguity from CAFOD’s leadership team over a long-term commitment to the thematic has
been a constraint on the impact of UKAid Match funding. There is also an outstanding question of
how CAFOD can and will support our partners to build on the expertise that they have built up over
the course of the 2-year Match Fund projects, in areas where the WASH and water-related needs of
communities are still great. This lack of clarity may be leaving partners ‘hanging’.
CAFOD’s water programme officers identified CAFOD’s technological approaches as a recurring theme
in terms of challenges/weaknesses. Of particular concern was the lack of confidence among staff and
partners that our projects provided adequate water quality for the stated project purposes as there was
no consistent water quality testing and gaps in adequate infrastructure.16 CAFOD does not currently
follow any of the global standards as a minimum requirement for water programmes. Many countries
do apply global standards through good practice and in accordance with national guidelines but this is
reliant on the knowledge and capacities of staff and partners. CAFOD is a generalist development
agency, therefore staff and partners are not required to have a specialist background in water and as
a result often are not aware of global and national standards.

14

This is based on an assumed 50/50 split between boys and girls

15

For instance, the mid-term evaluation of Match Fund projects in Bangladesh suggest that the continuous
effort required for hygiene promotion is difficult to pursue through the short-term 2-year projects.
16
Adequate can be described as ‘improved’ water and sanitation infrastructure as defined by the UNICEF/WHO
JMP standards.
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SA

H&EA

A&ME

Region Country/Subregion

WA&GL

In force
until/due
by
Oct. 2014

South-East
Asia

Pending
approval

Cambodia

In force until
this year

2014

Myanmar

Approved

2016

Sri Lanka
Middle East

Under
Dec. 2014
development
Approved
2017

Afghanistan

Approved

2016

Bangladesh
Ethiopia

Expired
Approved

Mar. 2015
2016

South Sudan

Under
development

Kenya &
Uganda

Approved

Sudan
Zimbabwe

Pending
approval
Approved

2018

Zambia

Approved

2015

Malawi

Approved

2015

Swaziland

Approved

2018

Mozambique

Pending
approval
Approved

2018

Approved

2016

Niger

Approved

2016

Central
America
Brazil

Pending
2014
approval
Under
2014
development
Under
2014
development

Sierra Leone
& Liberia
DRC

LA&C

Status

Andes

2018

2016

Comments

WASH/WRM?

Addressing issues from approval
meeting. Will come back in October
2014
Currently under development, and
will not be finalised until after the end
of the Strategic Review.
Approved following new CSP
guidelines

Discusses NRM and environmental
degradation (under DRR) but does not
specifically refer to water issues.
No reference to water. Also appears to finish
in 2011.

Approved following new CSP
guidelines
Approved following new CSP
guidelines

Mentions WRM as part of climate change
and environment as a possibility.
Water and land resources management
flagged as a key component of
environmentally sustainable livelihoods

Process to start
Approved just before new CSP
guidelines were launched

Following an organisational
development, this will be completed
in Mar 2015, to accommodate a
partnership agreement with Trocaire.
Approved just before new CSP
guidelines were launched

Coming to approval meeting in
September 2014
Approved following new CSP
guidelines
Position paper will remain in force
until the outcome of the SA transition,
at which point CSP will be developed
Position paper will remain in force
until the outcome of the SA transition,
at which point CSP will be developed
Approved following new CSP
guidelines
Subject to approval meeting in
September 2014
Approved just before new CSP
guidelines were launched
Approved just before new CSP
guidelines were launched
A position paper, rather than full CSP.

Flags NRM for sustainable Livelihoods (inc.
irrigation) and DRR but omits to discuss
WRM. This is a significant oversight for
achieving 2/4 of the key themes

WASH is a priority, sitting under food
security. WRM is a component of food
security goal, cited as water, food and energy
security (integrated approach)

WASH is a primary focus area and WRM is a
cross cutting issue through livelihoods and
environment
Livelihoods and WASH identified as priority
areas
Livelihoods and WASH identified as priority
areas
Water is not a priority
? in development
WASH & WRM fall under humanitarian
response and resilience building
Revised CSP includes a standalone goal on
WASH & WRM
CSP will include WRM/WASH as an approach
to resilience & sustainability

Final draft awaiting comments, before
submission for approval.
ToR being drafted.
Coming to approval meeting in
September 2014

TABLE 1: WATER ON THE CSP TRACKER
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Cites water as a threat to sustainable
livelihoods but not as an area of work.

Will continue with WRM through work on
water allocation and the right to water.

PROGRAMME STANDARDS
In response to these concerns CAFOD is currently developing minimum programmatic requirements
(based on global standards such as SPHERE and WHO) that can guide partners with basic
implementation, alongside programmatic guidelines that can support them to access programmatic
support for water. CAFOD actively works with some partners who have very low capacity, in order to
strengthen their capabilities. In recognition that partners will operate along a scale of competencies,
the minimum standards17 were developed, within a framework called the ‘step ladder approach’, which
sets a foundation of minimum requirements through a rising scale to core standards and good practice.
This approach has been replicated across CAFOD’s corporate (gender, HIV, child protection and
accountability)
and
programmatic (WASH,
•This is activities that reflect good sector practice
WRM,
environment,
with opportunities to develop specialisms
livelihoods and DRR)
priorities.

Step 3: Good
practice
Step 2: Core
Standards

CAFOD’s
water
programmes draw on
sector learning through
participation in nationallevel networks. At a
•This is mandetory and requires that all project
corporate level, CAFOD
adhere to global WASH standards
engages with lead NGOs
and
DFID
FIGURE 1: THE STEP LADDER APPROACH
representatives
for
WASH & WRM as Chair of the UK Water Network (UKWN). This is an opportunity for exchanging sector
learning and policy influencing within the UK water sector. At a country level, CAFOD engages with a
number of other networks; for example, Kenya engages with the WASH cluster, Sudan coordinates
within UNICEF programmes, SEA has engaged peer-to-peer technical support from national agencies
working on WASH and WRM, and all offices work closely with national, diocesan and global Caritas
representatives. As CAFOD operates at the invitation of the Bishop’s conference, connections to Caritas
networks are strongest, but are not standardised and partnerships will vary according to historical and
personal relations.
•This includes minimum activities expected in
development projects but that would not cause
harm if neglected

Step 1: Do
No Harm

The proposed minimum standards and full step ladder approach for WASH, WRM and Environment can be
found in the annex.
17
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CASE STUDY: LATRINE DEPTH IN BANGLADESH
The community latrines are built in the market or near the market where mass people are gathering
weekly and especially the disabled people
come to the market who needs sometimes
latrine having disable friendly. Two sites
were visited in Mongla & Rampal and both
were found under construction. The latrine
part was designed considering the
disabled people but anyone can use it. In
Rampal, the latrine was found almost
complete except water option.
Due to high water table area, the depth of
pit need to be verified before design the
intervention because there should have
significant distance (at least 1.5 meter) in
between the bottom of pits and the upper
level of water table of the respective area.
This was not done and there is a risk that
the shallow aquifer or the nearby protected ponds will be contaminated by the fecal materials. Water
contaminated by fecal matter will lead to an increase in diarrhoeal diseases and may result in a cholera
outbreak. As Bangladesh is a flood prone country the water table is likely to be high and raised latrines
are frequently used to address this risk.
One of the challenges identified in the mid-term review of the Bangladesh Matched Fund was the lack
of technical support to partners. Minimum standards will provide a very basic list of do no harm technical
inputs, but should be support by technical staff (at partner or CAFOD level) with capacity for quality
assurance.
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EQUALITY & DIGNITY
CAFOD’s vision document, Just One World, states an organisational commitment to working with “poor
and disadvantaged communities in the global South to overcome poverty and bring about sustainable
development and wellbeing”. As a result, there is a strong focus on identifying and addressing
vulnerabilities in CAFOD’s work, supported by advisers and organisational focal points gender, child
protection and HIV and AIDS. In the standard programme planning documents, country teams are
required to describe how projects are targeting the most vulnerable. However, this is not required to
be evidenced in the programme outputs, creating a weakness in addressing vulnerability throughout
the programme cycle management (PCM) process. This is currently under review. One of the tools
developed by CAFOD for identifying and addressing vulnerabilities in programme implementation is the
Vulnerability and Inequality analysis kit (VIA), a toolkit which applies the ‘do no harm’ approach whilst
ensuring that programme design is effective and relevant.
The VIA tool helps programme staff to identify vulnerabilities at 5 key stages throughout the project
cycle, referred to as: awareness, analysis, adjustment, action and assessment of impact. The most
important part of this tool is the equality and dignity framework of the ‘4Ps’, and the questions that
accompany them:





Participation: What vulnerabilities and/or inequalities may prevent beneficiaries/target groups
from participating in the project?
Power: How could the project be affected by existing power inequalities and dynamics?
Protection, will the project create or exacerbate any existing vulnerabilities? This is strongly
linked to ‘do no harm’ principle.
Priorities. By considering issues around participation, power and protection have you enabled
CAFODs priority people, the poorest and most vulnerable to engage with the project?

The VIA toolkit suggests that it can applied in a range of projects related to social environment and
conflict, health, gender, natural environment and age. In reality, it can be applied to any project as its
primary focus is to ensure that vulnerabilities and inequalities are address throughout the project
management cycle, including evaluation. Whilst available, the tool/approach is not systematically
applied in CAFOD’s projects; this is being reviewed in the PCM review.
The Match Fund projects include standalone gender and gender & water projects. Additionally, CAFOD
is committed as an organisation to mainstreaming gender in all our projects, as a standard indicator,
all projects are required to report activities in data disaggregated by sex.
Specific to the Match Fund, gender is mainstreamed into all outcome indicators with specific indicators
to show gender issues are being addressed:



Women’s empowerment: Number of women and girls participating in activities to increase
opportunities and confidence in decision-making
Gender Mainstreaming: Number of CAFOD civil society partner organisations with evidence of
sex-disaggregated data, gender mainstreaming policies or strategies in place18

In practice, the implementation of good gender practices within water projects is variable, with some
excellent examples and others where the capacity of staff and partners is low. However, as gender is
an organisational priority, CAFOD could add value to sector knowledge in this area (as is detailed in the
DRC case study below)and will be able to share lessons following the Match Fund (NB. This is something
which could be explored by any final evaluation in 2016).
There have been regional studies and documentation of gender dynamics in water. The Latin and
Central American regional team has documented several case studies in Guatemala, Bolivia, Peru and
Brazil looking at the dynamics between gender and water. The Southern Africa region undertook a
18

This indicator will be changed as of October 2014
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study in Hwange, Zimbabwe looking at gender and water dynamics. CAFOD evaluations of previous
projects have identified gender components, e.g. the Enhanced-Rural WASH project in Zimbabwe
(2012) undertook an evaluation that focused specifically on gender dynamics. The main findings
identified that greater community consultation in relation to gender dynamics was needed prior to
undertaking WASH projects. Women had not been able to fully participate in training sessions for pump
caretakers, as their household commitment (particularly childcare) did not allow them to leave home
for the 1-2 weeks required for training. In this particular area, it was taboo for in-laws of different
genders to share the same latrine, this became a challenge when there was only one latrine per
household and also the design of the latrines was challenging for pregnant women and people with
mobility issues to use. There were also a number of gendered benefits.
The key findings from this report were shared in a factsheet which is used to support good practice in
global water projects by the gender advisor. Following from this learning, the Southern Africa team has
developed an analysis tool which is used to understand access and control to water and WASH. This
evaluation reinforced the need to mainstream gender into approaches, particularly at the planning stage
to ensure that the needs of beneficiaries are addressed, inclusive of gender dynamics.19

CASE STUDY: WATER, ADVOCACY & WOMEN
CAFOD’s partner Central Olamu (CL) is bridging the links between all three Matched Fund themes of
water, gender and advocacy. The projects supports women’s groups in Idjwi and Kaniola. CL provides
US$500 start-up money for a women’s association, the women are selected by their community as a
representatives. Using the money, the women identify and set up income-generating activities, these
can benefit them at a household level but also benefit the wider community too (hospital donations).
The women’s associations are empowered economically, but also politically. They receive training on
political processes and the role of
decentralisation in the provision of basic
services and to have a better
understanding of water. The women’s
groups become the link between
community water projects and the local
government responsible for water. They
liaise directly with communities and local
government on the upkeep of water
facilities, as well as collecting small
community contributions for financing
any repair. During election time, they
will sensitise local women on the
importance of voting, sharing with them
the connection between voting and
access to basic services...” we want a
candidate that will provide water”.

19

http://cafodportal/sites/cow/water/Shared%20Documents/Useful%20External%20Resources/Equity/Gender/C
AFOD%20REPORT%20Gender%20Study%20in%20Hwange%20ER%20WASH%20Project%20May2012%20doc
.pdf
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LEARNING AND INNOVATION:
A number of opportunities for learning in CAFOD’s water projects as a result of the additional human
resources created by the Match Fund, and additional financing provided by DFID over and above the
UKAid appeal match-funding.20 The first was the water workshop,21 held in April 2014 in Kitui, Kenya.
This was an opportunity for water programme officers to meet, share experiences, discuss sector
approaches and contribute to the formation of CAFOD’s approach to water. Outputs from this workshop
included the draft minimum standards for WASH & WRM, the WASH Theory of Change and the definition
of WRM and a commitment to continue working on these areas in small focus groups. The workshop
was organised for the same week and location as CAFOD’s livelihoods and DRR meetings so that the
three could come together for the last three days as an integrated workshop to discuss the possibilities
of joining these approaches under the banner of resilience and sustainability.22 An important learning
output of the resilience and sustainability workshop was that the group agreed to work as an integrated
community of practice, with six remote meetings a year, two of which will focus on each thematic
(water, DRR and Livelihoods). This will ensure regular opportunities for learning and exchanges, there
are no plans (or resources) for further face-to-face meetings.
CAFOD has also begun to reach out to the wider sector to exchange learning. In 2013, the water
programme officer from Kenya attended the WEDC conference in Nairobi and a meeting on
groundwater management hosted by our academic partners at UCL in Tanzania. In 2014, CAFOD
submitted two abstracts to the Stockholm World Water Week: one on water allocations in the Andes
and the second a multi-country study on solar power water pumps in Darfur, Zimbabwe and Kenya.
The abstract from the Andes team was accepted and partner CEAS presented at the workshop
“Entwined predicaments: Limits facing water and energy” in September 2014, CAFOD’s first
presentation at Stockholm World Water Week.
The Match Fund enabled CAFOD to employ the water and environment adviser to support organisational
learning and provide technical advice on WASH/WRM issues. It has provided the opportunity to improve
documentation and dissemination of learning in water. A water cross-organisational workspace (COW)
is available on CAFOD’s internal sharepoint and contains case studies, reports and evaluations of
CAFOD’s global programme of work on water and cross cutting thematic factsheets (HIV/AIDS, Gender
and Child protection. In addition, projects in Nicaragua and DRC have been identified as opportunities
for partner learning exchanges and the water programme officers will be seeking funding for these
through the innovations fund23.
The Match Fund has provided CAFOD the space and capacity to reflect on our approach to water,
synergise learning and document innovation. CAFOD’s approach to learning for water projects can be
divided into three areas; standardisation, appropriation and innovation. Standardisation in learning is
necessary to ensure that all projects moving forward are starting from the same baseline knowledge
and that CAFOD has confidence in a minimum level of quality assurance. The Match Fund has enabled
CAFOD to resource the technical capacity to assess and make recommendations on minimum
commitments in water. These will be the guidelines that all partners and CAFOD programmes will need
to commit to in implementing and monitoring water programmes, for example the number of people
per water facility, minimum quantity of water per person per day and meeting minimum water quality
standards. Many programmes already implement such standards but the agreement of minimum
commitments will ensure that CAFOD is positively contributing to addressing water issues across all our
programmes. The overall Match Fund mid-term evaluation and project-level mid-term reviews in
Bangladesh (external consultant) and East and Southern Africa (involving partner-to-partner peer

20

DFID provided an additional contribution of up to £10,000 towards the costs of the water workshop.

21

Please see the water workshop report for further details

22

Please see the Resilience an Sustainability workshop report for further details

23

We are currently awaiting the release of the innovation fund
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review) will also generate valuable lessons for CAFOD and our partners in relation to improving our
current projects, and informing and strengthening our longer-term water programming.
Appropriation24 is strongly linked to CAFOD’s added value. CAFOD’s approach to water should reflect
our values, particularly those of dignity, sustainability and stewardship. CAFOD has developed expertise
in ensuring issues around equity and dignity are mainstreamed into programme work. Applying the
same tools, knowledge and approaches to CAFOD’s water projects will strengthen capacity in this area.
DFID is committed to improving the lives of women and girls, which will require mainstreaming equity
into water projects, particularly gender. A strong understanding and implementation of equity within
WASH is currently felt to be a gap within the sector, the Match Fund programme offers the opportunity
for CAFOD to strengthen our approaches to equity and dignity in WASH and to share these lessons
within the sector and within the organisation.
CAFOD’s projects in water frequently cross over with livelihoods, DRR, climate change and extractives
projects. The Kenya team is proactively planning projects that will take an integrated approach to the
complex, multi-sectoral issues that communities face. In terms of the water sector, there is recognition
by NGOs and by donors, including DFID, that projects need to be more integrated in their approach
and yet it remains challenging to broach thematic siloes. Based on the understanding of good sector
practice and community needs, CAFOD will be piloting an integrated approach to water, DRR, livelihoods
and the environment by developing resilient and sustainable approaches through projects, support for
this approach will be piloted during 2014/15 and aims to provide recommendations in Autumn 2015.
Within the water programmes there are pockets of innovation. These have been driven by various
factors including the opportunity to engage with university/academic partners, rising costs, and
availability of financial resources through programmes such as the Match Fund.

CASE STUDY FOR INNOVATION: SOLAR POWERED PUMPS
Solar powered water pumps are an innovation that has been used successfully across three of CAFOD’s
programme countries. Solar technology can be a viable and sustainable energy source for water supply,
it is particular useful in remote locations with limited supply chains for fossil fuel and skilled personnel.
Binga, Zimbabwe receives erratic rains (less than 450mm per year). This is compounded by poor soils,
making it difficult for crop production. Two big solar-powered clean water schemes were established in
Binga in 2012 and maintain 100% functionality. Trained facility caretakers with financial help from
communities ($1.16 per household per month) regularly maintain these solar facilities.
Engaging communities in these discussions can bring about adaptations that will strengthen the
technology. Community ownership is key, especially for investment security and sustainability of these
assets. In Kenya, the community were concerned about theft; following consultation, it was decided
that the panels would be designed as mobile units. This allowed users to connect the pump to the solar
panels while in use, and disconnect when not in use, and mobile mounting structure can easily be
moved to a safe storage.
The role of government is critical in creating an enabling environment for the development of supply
chains and ultimately long-term sustainability. Governments should be key stakeholders in
understanding the potential of such technologies. In Darfur, solar technology has been fully endorsed
by the Ministry of Science and Technology, with 3-4 private sector franchises establishing strong supply
chains in country. CAFOD staff identified that the enabling environment would ensure that the selection
of solar powered pumps would be an appropriate and sustainable technology. The success of this
approach is documented on the Darfur programme evaluation.
The cost/benefit ratio of investing in a renewable energy such as solar power in water supply has farreaching benefits that are linked to improved livelihoods, better education and healthy communities
among others. In Darfur, Sudan, the community has taken complete ownership; the ease of operation

24

Meaning the adaptation of an approach for the context/purpose of the organisation
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and maintenance of these systems have allowed the caretakers at the solar points to grow some
vegetables and fruit trees in the vicinity of the systems.

CASE STUDY FOR INNOVATION: WATERSHED MANAGEMENT
The Andes team has been working in collaboration with Newcastle University on a project to increase
access to information and build knowledge at a community level, so that they can engage with
corporation and government as equals in discussions on water allocations.
In the project, CAFOD, CEAS and Newcastle University are drawing on their experience in Andean Peru
regarding water resource management in catchments with mining, to support local leaders in building
their capacity to better participate in a multi-stakeholder group that involves national and local water
authorities, Duke Energy and the municipal government. The group is responsible for the joint
management of the gates at Lake Paron and for all decisions regarding the lake’s water level.
Communities and municipal actors are gaining knowledge about the information they have the right to
demand from Duke Energy and other companies operating in their territories, including the plans for a
new gold mine in the catchment; they are increasing their capacity to evaluate technical information
and strengthening their understanding of the real issues at stake. Their capacity to negotiate and
demand solutions to real problems is growing. The impartial technical opinion produced by the project
ensures that companies take the demands from the communities more seriously. The project promotes
dialogue, reciprocal encounters and shared learning. CAFOD and Newcastle University hope to replicate
this model, linking scientific support with local community needs, funding dependent
In Kitui, Kenya, partners are implementing a catchment management programme. This is the first time
that CAFOD and our partners have tried to address water management issues through effective
environmental management at a catchment scale. The community has a dam which has previously
been used for irrigation; however, over time silt has seeped into the stream from the upper catchment
and now the dam is full of sediment and is no longer able to store surface water. The silt has travelled
downstream from the upper catchment because the farmland upstream is degraded; there is no
vegetation cover on the soil and the
farmers have not maintained the
terracing. When the rains come, there is
nothing to fix the soil to the land and the
rain washes it off downstream; when it
reaches the dam, it loses power and
deposits the silt. Over time, this silt
builds up and the water infiltrates,
making it difficult for the community to
access and reducing the water quality.
This decreases access to water,
communities can no longer irrigate their
land and have a much more restricted
diet, as a result increasing food
insecurity.
The project has engaged the
community with a catchment management scheme. Rather than just clearing the silt, the community
has been educated as to reasons for the siltation and a plan for how to prevent the siltation
reoccurring at the same rate has been put in place. Farmers are working in small groups to terrace
the land and plant trees. This will help fix the soil and increase infiltration levels, both of which will
reduce surface run off and the transfer of soils downstream. Once the tree planting and terracing
works have been completed, the partners will arrange to de-silt the dam, restoring the water supply
in a sustainable manner.
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CONSTRAINTS TO INNOVATION
Prior to the Match Fund, there was little opportunity or resources for sharing learning on this kind of
innovation. The Match Fund has been the main driver for learning on water in CAFOD. Shortly after
CAFOD was awarded the Match Fund grant, the humanitarian department led an organisational Water
Reflection day. The humanitarian department had previously held the organisational expertise and were
sharing some key lessons in preparation for a greater organisational focus on water as a thematic.

CATCHMENT MANAGEMENT: KITUI
“The main problem is soil erosion. Planting grass and trees will help to reduce the
erosion. The soil isn’t a problem, it is very fertile, we don’t have to use fertilisers.
The main issue is retaining water in the soil. 99% of water overflows into the
basin, terraces will help solve these issues.
The dam is full of silt and we can no longer use it for irrigating our crops, we have
to collect the water from the river instead. We don’t have the technical capacity to
fix the dam so we asked the diocese to take the lead. We got a report for the
project early in the year (2013) and discussed what we could do. We agreed to
terrace the fields (to help prevent further soil erosion)
We work in collectives of 6 people. There are 26 groups of 6 and most are women,
as the men are in towns working. We work on each other’s farms for two months
to support the terracing. After two months we work together to plant trees around
the dam. Once we finish the trees we will continue to work on the dam. Caritas
have provided technical support like training on the terraces and support with
hygiene issues
Once the dam is built we will start the irrigation again. With the terracing and tree
planting we will have reduced the soil erosion. We now understand the impacts of
tree planting, not cutting. The women wil not have to walk as far for the water
and there will be a reduced level of poverty. We hope that we will have an
increased availability of food once more. Households will have enough food and
will be able to sell the extra food. We will be able to get food easily, we won’t
have to go as far for the food and we will have more time to spend on other
economic activities.” Chair of the Water Committee
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EFFECTIVENESS
CAFOD ensures that our programmes are appropriate by working through partners. CAFOD aims to
work with partners that represent the communities and their needs. This is CAFOD’s strength in that
our partners have strong relationships with communities and respond appropriately to their needs
Whilst CAFOD has experience in delivering water projects at a regional and country level as an
organisation, water has never been a strategic area of work. There are gaps at an organisational level
and this has constrained our support at a partner level for example CAFOD does not have an agreed
definition on direct and indirect beneficiaries and as a result partners in Mozambique and DRC have
overestimated beneficiaries. The Match Fund has enabled CAFOD to invest in developing our
organisational approach to water, providing direct support to partners through the water programme
officers and guidance through the Water & Environment Adviser. An organisational commitment to core
standards and definitions in the future will provide a more consistent approach to M&E as well as
enabling programme officers to identify and provide effective capacity development.
Through the internal learning review and the water workshop, CAFOD is developing our understanding
of water programmes and ability to better support partners to:






Understand national and global standards on water projects and ensure adherence to these
Develop minimum commitments for all CAFOD projects
Identify baseline indicators relevant to water projects
Develop a network for cross organisational learning
Understand how effective and appropriate accountability mechanisms used in CAFOD’s
WASH/WRM programming are

The lack of overall strategic alignment, distribution of funds and their management has been a
constraint on the effectiveness of the Match Fund. The intention was to give all programmes the
opportunity to access UKAid Match money and funds were allocated equitably between partners. All
countries were able to ‘bid’ for funds; allocation was not aligned to the existing capacity of staff and
partners. With the exception of Kenya and Zimbabwe, all projects required the recruitment of new staff.
As a result, some projects including SEA, Mozambique and Liberia experienced delays and challenges
whilst they recruited water programme officers. Other countries, including Mozambique, will not
continue to work in water after the Match Fund, as it is not in their CSPs. CAFOD have learned from
this experience and the new UKAid Match agreement (Match Fund 3) will be focused in four countries,
in which the theme is aligned with strategic priorities.

GOVERNANCE
CAFOD has a clearly stated process for delegated authority for the delivery of Match Fund projects,
stated in the DFID Strategic Funding Steering Group ToR. All roles and responsibilities for both the
Match Fund and the PPA are stated here.
The Match Fund Performance Group is responsible for the delivery of the programme, it provides
operational oversight of performance of the 29 projects which comprise the Match Fund programme
under the WASH, Water Resource Management, Women’s Empowerment and Gender Mainstreaming
themes. Members of the performance group include all regional managers with Match Fund projects,
the Heads of Humanitarian (Africa) and PED, Water & Environment and Gender adviser and the PPA
Performance Manager (replacing the former Match Fund Coordinator). This group:
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holds operational oversight and responsibility for Match Fund programme performance
(delivery, monitoring and reporting) in the WASH, Water Resource Management, Women’s
Empowerment and Gender Mainstreaming themes



supports efficient coordination and management of delivering, monitoring and reporting against
Match Fund results



monitors risks related to achievement of Match Fund annual results commitments and agree
risk mitigation and management strategies



reviews outputs/outcomes from the water workshop and Water Community of Practice and
Gender Network, related to Match Fund and support application of recommendations



reviews recommendations from the Match Fund external mid-term review (and any final
evaluation) report and develops management responses (the review(s) will be managed by a
Steering Group comprised of Head of PED, PPA Performance Manager, Water and
Environment Adviser, Humanitarian WASH focal point and the Head of the East Africa
Region).

This approach relies on the effective functionality of the DFID Strategic Funding Steering Group and
buy-in from the group members.
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STEWARDSHIP
In Just One World, CAFOD states one of our core values to be stewardship. Stewardship can be broken
down to relational, financial and environmental stewardship. Whilst CAFOD has some policies relevant
to each of these areas, implementing them, and evaluating the cost of their implementation can be
more complex. CAFOD’s belief is that by working with partners, through the principle of subsidiarity 25
is the most cost efficient way of delivering our programmes. Therefore, it can be stated that CAFOD
works towards cost-effectiveness and good financial stewardship, but the success of this approach is
not yet strongly evidenced. CAFOD has developed a stewardship paper, which discusses this approach
in detail.
CAFOD’s stewardship commitments were developed in 2014, year 2 of the Match Fund programme, so
the projects were not designed in line with the commitments. We can be confident that relational
stewardship is implemented through existing human resource structures. It was recognised that CAFOD
cannot validate our financial stewardship commitments in the Match Fund due to our grant structure.
Grants are given to partners as lump sums and reporting is done on activities rather than financially;
therefore, we do not have any information on value for money at project level. It is recognised that
this is a gap that will need to be addressed in order to meet our commitments to financial stewardship.
Projects are required to assess environmental impacts in the project design but this approach needs
strengthening. Projects in Darfur, Kenya and Zimbabwe undertook environmental impact assessments,
but this was not a requirement. With the development of the minimum commitments there will be
greater guidance on environmental stewardship and ‘do no harm; principles. Although it will not be
applied to the Match Fund, work on environmental stewardship is a direct output of the programme
and will strengthen CAFOD’s future projects.

CAFOD’S STEWARDSHIP COMMITMENTS
RELATIONAL STEWARDSHIP
Our stewardship commitments recognise that all resources entrusted to CAFOD for management are
founded on, and used within, the relationships we hold with our key stakeholders, including partners,
staff, volunteers, supporters and campaigners – all those who support us through prayer, giving and
action, or partner with us to deliver our Just One World Aims. For CAFOD, the quality of our
relationships is core to how we value ourselves as an organisation. Strong relational stewardship is
therefore foundational for effective financial and environmental stewardship.

FINANCIAL STEWARDSHIP
In organisational performance management, ‘good’ financial stewardship means securing maximum
benefit with resources available, ie maximising the ‘impact-return’ on our income, where impact /
income = return.26 In practice, this means exercising stewardship over:
 Income – how and from whom we generate income
 Allocation – how we distribute funds across our charitable objectives and Just One World Aims
 Spend – how we use funds to leverage impact (scale, equity, sustainability).
In our allocation and spend within international programmes, CAFOD is developing a ‘7Es’
framework27 which reflects our identity and values, and goes beyond traditional VFM frameworks
currently used within our sector

25

A principle originating from the Catholic Church that the solution to social problems is addressed at the most
local operational level.
26 ‘From Income to Impact’, Adrian Poffley, 2010, pp.189-99.
27
See Annex for 7Es Framework
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ENVIRONMENTAL STEWARDSHIP
CAFOD’s commitments to environmental stewardship include to:
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Reduce our current carbon footprint - this will form one of the KPIs we commit to corporately in
our Just One World Evidence Framework.
Develop and include environmental stewardship criteria for use in making purchasing decisions
(eg the environmental cost of flying in Europe, when trains are a viable alternative, in weighing
up travel options and costs) – adopting equity (fairness) rather than equality (parity) principles
when balancing financial and environmental stewardship criteria in decision-making.
Adopt and implement as a minimum standard a ‘do no harm’ (DNH) approach to environmental
management in all projects we support.

PLANNING, MONITORING AND EVALUATION
CAFOD has a robust monitoring and evaluation system in place for the Match Fund. Performance is
monitored at an outcome and output level in accordance with the indicators set out in the log frame.
Projects report on risk on a six monthly basis (and results on an annual basis) and a
portfolio/programme risk register sets out mitigation strategies for any high-risk scenarios at that level,
which is updated and provides the basis for reporting to DFID.
However, in terms of planning, monitoring and evaluation for WASH/WRM projects more generally in
CAFOD there is still room for improvement. The indicators for the Match Fund relate to number of
beneficiaries through sex-disaggregated data. However, this does not reflect the quality of CAFOD’s
work or the change that it makes to the lives of beneficiaries.
In terms of quality assurance in CAFOD’s projects, there is no corporate standard on what is good
practice in terms of water projects. The Matched Fund has enabled an organisational reflection for this
and the resources to implement learning. At the end of the Match Fund work, there should be:





a clear theory of change for WASH & WRM, and approaches to planning, monitoring and
evaluation which increase integration under resilience ad sustainability
an agreed definition of direct and indirect beneficiaries in terms of water
standard baseline information
minimum commitments for project implementation aligned to National, WHO and SPHERE
standards as appropriare.28

CAFOD does have pockets of good and innovative practice in terms of monitoring and evaluation. One
of our strengths is in qualitative information, giving a voice to the voiceless. Many of the projects collect
case studies as standard practice looking at how CAFOD has brought about positive change through
our partners. Southern Africa has recently been working with the not for profit PhotoVoice
http://www.photovoice.org/ that uses participatory photography to bring about social change. This
approach is similar to most significant change analysis but allows people to tell their stories through
photos.

IMPACT:
CAFOD shares a strong prioritisation of themes such as equity, environment and sustainability and has
worked towards mainstreaming some of these issues, particularly gender, in our work. Other thematics
such as environment are works in progress, whilst other areas, notably sustainability are organisational
priorities but still require much work to be done.
Water is integral to the delivery of the sustainable development aim under Just One World. The clearest
identification of this is that even without funding or corporate prioritisation, water has always been a
component of CAFOD’s work. It is the primary and most immediate need in a humanitarian disaster.
Water underpins work in livelihoods and its management is a key approach to DRR. Lack of access to
WASH undermines dignity, particularly for women, and the provision of water can equally restore the
dignity and confidence of a community. Water is an intrinsic and nourishing resource/source of life for
the natural environment, the effective management of water is a vital in good environmental
stewardship and, following this, ecological sustainability.
The role of water in achieving these values will make a significant contribution to Aim 2 of the Just One
World, promoting sustainable development “women and men in the poorest and most disadvantaged
communities have access to the essential services and resources they need to live sustainably”. This
aims captures two of the contributions that water projects make: supporting sustainable environments
and enabling communities to live with dignity. Specifically Aim 2 indicator 2 for international
28

See Annex for draft minimum commitments
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programmes highlights clean water as a way in which CAFOD will work over the next decade “Access

to essential service, like clean water, education and healthcare, within communities we support, will
increase dramatically and will be equally available to women, men and children”. Beyond the
programmes agenda, water also has a tight thematic fit with the advocacy programme, particularly in
its focus on climate and environment.

CASE STUDY IMPACT: NJOBOLA VILLAGE, BINGA, ZIMBABWE
The village had a natural spring down the
hill. Collecting the water from the spring
was a 45 minute uphill walk on the rubble
of what was previously a road. The walk is
arduous in itself and the women would
frequently be carrying babies on their back
and up to 25 litres of water (equivalent in
weight to 25kg). The community is located
in the mountains surrounding Binga and is
2 miles off the main road.
CAFOD and our partner, Caritas Hwange
had built a piped water system around the
natural spring. For cultural and traditional
beliefs the community did not want a
system at the spring so the water first flows
down to the pump tank. From here it is pumped uphill (using solar power) to a water tank, in
the centre of the community and to a collection point at the nutrition gardens. There is also a
collection point at pump site.

FIGURE 2: WATER SYSTEM AT NJOBOLA VILLAGE

The
system had been operational all year without any incidences of breakdown, this was felt to be
due to the regular cleaning and maintenance checks undertaken by the caretaker every 2
months. This was a sufficient system but if they did face any major breakdowns or challenges
they would go to the local council for assistance.
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WHAT THE COMMUNITY SAID ABOUT IMPACT
“The burden of collecting water has been lifted. We now have water in our
gardens. Before when the water would dry up we would not be able to water the
gardens and we would not have enough to eat. Now we have enough food and we
are stronger”
“When we have extra vegetables we can sell them and provides us with an
income to buy clothes, pay school fees and buy cooking oil”
“We can now wash our clothes and we feel very smart”
“We no longer have to spend all our time collecting water. Instead we can spend
more time in the fields and more time on our household chores. We have less
stress now we no longer need to worry. Even if we are late home from other
activities we do not have to worry, we know that we can get water”
“During the project we also built latrines, we have since seen a reduction in
diarrhoeal diseases”
“With the extra income we can also but soap. In the past the children would not
wash before school as it would take too much time to collect the water. Now they
have soap and water they wash before they go to school and are much cleaner!”
“We never used to clean the floors and houses, our homes would be dirty and our
men would leave us for Shona (urban) women. Now we can keep our homes
clean and our husbands stay.”
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SUSTAINABILITY:
Sustainability in water projects and at CAFOD in general, is an area that needs further attention. Even
the definition of sustainability is not clear. Just One World refers to sustainability as balance in the
relationship between human development and the environment, from a theological perspective. DFID
refers to sustainability as a programmatic feature with five key features: functional, institutional,
financial, environmental and equity, that ensure the continuation of a project after an agency has exited
the project. In its application, CAFOD often uses sustainability in terms of our work on partnerships,
and more recently in terms of our exit strategies in Tanzania, East Timor and the Philippines.
Progress varies in each of these areas of sustainability. In terms of environmental sustainability CAFOD
is progressing. We are implementing an environmental policy, the new environmental stewardship
working group is looking at how this can be strengthened in CAFOD’s approaches, and our climate
change campaign will draw together the programme and policy links in environmental sustainability,
ensuring it is an organisational focus for the next three years. Sustainability of partnerships is something
that CAFOD has been working on in terms of the scaling down of the breadth of our programmes. The
Partnership Steering group has been looking at how it can ensure that CAFOD’s investments have longlasting impacts, despite our lack of physical presence as an organisation.
It is the definition of sustainability as
recognized by the water sector that is the least
developed in CAFOD’s work. The continuation
Functional
of projects following our exit from the project
is not something that is strongly scrutinised.
This is partly due to the nature of CAFOD’s
partnerships. Our partners are viewed as
Institutional
Equity
being part of the communities with which we
work, in which case they would be present to
follow-up on the project’s work after official
completion. However, in reality, the dioceses
in which we work can be extremely large, and
partners prioritise their travel and support in
accordance with where they have funds to
work. They often would not have funds to
Environmental
Financial
return to old projects; if they did, they would
most likely lack the resources to fix any issues,
particularly infrastructural problems. They
would need to rely on further donor inputs.
FIGURE 3: FIVE PILLARS OF SUSTAINABILITY
For example, poor sustainability was
demonstrated in the WASH baseline study
report for Mano River - it highlighted that pumps built a year earlier were now broken down.
Unfortunately, there was no analysis of why the pumps had broken or whether there were external
agencies in place to fix the facilities. Each area of the 5 facets of sustainability differ in terms of
challenges and strengths for CAFOD:
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Functional: To ensure functional sustainability, CAFOD and our partners need to be able to
provide quality assurance. This does happen to a larger extent in more established, wellresourced projects like Kenya and Zimbabwe. Newer programmes could address this by
ensuring that all partners and staff are supported and resourced to follow CAFOD’s minimum
commitments alongside national guidelines. They may need to outsource support, for example:
engaging partners with strong technical expertise, buying in support from a consultant or
another NGO with technical capacity or engaging with government technical support units
where available.
Institutional: Working with Church partners does strengthen institutional sustainability as
these are partners which are grounded in the diocese/region. Where the short-term Match
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Fund projects have been used to build partner capacity and experience in water/WASH, the
longer-term sustainability of what has already been achieved (in terms of institutional capacity)
will depend on CAFOD providing clarity on our longer-term involvement in water programming
as a priority in any given country. This is particularly the case with those Match Fund partners
in countries in which water is not identified as a strategic thematic priority within CSPs. Where
responsibility for development projects (WASH, livelihoods, WRM, et.c) has been devolved to
the local government they must also be engaged from the outset of the project as on exiting
the responsibility for maintenance will need to be passed onto them. CAFOD’s strengths are in
setting up community-level management committees which oversee the day-to-day running of
projects, an important component of sustainable project delivery.
Financial: Financial sustainability is a challenging area across the entire water sector, with
agencies working to ensure that very poor communities can cover the cost of repairs for
infrastructure. The solution to this in part is based in strong institutional sustainability,
particularly with community water committees and working alongside existing local government
systems. Some programmes have tried to address this by embedding a minimal financial
contribution for water usage, however this relies on the communities’ ability and willingness to
pay. Communities and partners have feedback that financial sustainability is more easily
achieved when the water supply is linked to an income generating project; this supports the
case for integrated projects in supporting sustainability.
Environmental: Environmental stewardship is an important value for CAFOD. The cumulative
work of the Stewardship Working Group and the Climate and Environment Group will
strengthen CAFOD’s existing environmental policy. With Match-funded Water and Environment
Adviser post, CAFOD intends to develop our knowledge on mainstreaming environmentally
sustainable approaches into our project work and strengthening our internal environmental
stewardship during the remainder of the grant, until 2016.
Equity: As identified previously, this is an area of strength for CAFOD; however, approaches
could be strengthened through the consistent use of the VIA tool.

RECOMENDATIONS
1. CAFOD should continue to work in water and will be better equipped to do so with an understanding
of minimum standards, our strengths in approaches to water, and the countries in which this has
been identified as an ongoing strategic priority/area of need.
2. CAFOD’s approach to water should take an integrated approach, building on our existing knowledge
& strengths.
3. Equality & Dignity Resilience & sustainability CAFOD should provide clear guidance on implementing
water programmes and provide adequate support resources (financial and human) for their rollout by partners.
4. Where we will continue to work with partners on longer-term water programming, we should
support a detailed assessment of existing technical and monitoring capacity and adequately
resource and support further development of this accordingly (see capacity building guidelines).
To allow partners to develop in their knowledge and expertise CAFOD should continue to support
learning and innovation.
5. The distribution of financial resources in a timed programme such as Matched Fund should aim to
be strategic rather than equitable. Focusing on fewer partners with more financial and human
resources would have enabled greater impacts for communities and effective capacity building for
partners.
6. CAFOD must ensure that it has adequate human resources to implement our approach to water.
7. To ensure good stewardship and sustainability of the capacity already built by partners in/through
our Match Fund projects, it is important to provide clarity on the longer-term post-project scenario
with each partner.
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ANNEX
PROPOSED MINIMUM STANDARDS
Thematic
Area
WASH

Do no harm requirement
a. All WASH programmes address issues of
water, sanitation and hygiene
b. All drinking water points29 should be
tested for water quality to ensure it is
potable
c. Minimum water use for drinking,
cooking and personal hygiene in any
household is at least 25 litres pppd
d. The maximum distance from any HH to
the nearest water point is 1km
e. Queuing time at a water point is no more
than 30mins
f. The maximum number of people
accessing one water resource is in line
with national or WHO standards
g. Water points are protected against all
pollution risks (covered and cement
lined) or household treatment is
provided.
h. All excreta containment measures i.e.
trench latrines, pit latrines and soak
away pits, are at least 50m from any
ground or surface water

Justification
Adherence to
global
standards of
WHO and
SPHERE.

Monitoring suggestions how to measure and track
Adherence to guidance in
programme design

Existing supporting resources
Precedence should be given to national
WASH standards and guidance.
SPHERE:
http://www.spherehandbook.org/en/
water-supply-standard-1-access-andwater-quantity/
WHO Guidelines
Quality
http://www.who.int/water_sanitation
_health/dwq/guidelines/en/
Quantity
http://www.who.int/water_sanitation
_health/diseases/wsh0302/en/

Water point denotes the point of collection rather than the source. For example in a capped spring system all requirements refer to the
standpipe and not where the spring has been capped
29

i.

WRM

Environme
nt

The bottom of any latrine is at least 1.5m
above the water table.
j. A max of 20 people use each HH latrine
k. In flood or high water table situations
appropriate measures are taken to tackle
problems of faecal contamination or
groundwater sources
l. Drainage or spillage from defecation
systems do not contaminate surface
water or shallow groundwater sources
i.
People wash their hands after using
toilets and before eating and food
preparation30
a. Communities should have access to potable
water prior to projects on water for
productive uses (the two can be done side by
side using an MUS approach)
b. Evaluate the sustainability of the water
resources in accordance with need including
potential shocks and hazards
Undertake EIA

HCVA Tool

Commitments
to
environmenta
l Stewardship

Engaging communities in a
CBWRM approach to
monitor water at
community level

EIA to be addressed during
programme design

Solution MUS
http://www.winrock.org/resources/s
olutionmus-guide
CBWRM: http://policypractice.oxfam.org.uk/publications/m
anaging-water-locally-an-essentialdimension-of-community-waterdevelopment-165794
Use CAFOD EIA template

All development programmes should adhere to National Standards where provided and in their absence WHO guidelines on quality and
quantity and deliver only improved technologies as defined by JMP, with the exception of CLTS. Staff should follow the technical
guidance manual for further details.
30
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CAFOD’S 7ES APPROACH TO ASSESSING ‘GOOD’ FINANCIAL STEWARDSHIP

Endeavour

Equity

Effectivenes
s

Efficiency

Econ’y

7Es

What this means
Getting the best value inputs within relevant ethical and environmental boundaries

Maximising outputs for a given level of inputs:

Could the same results have been achieved at less cost?

Could significantly better results have been achieved with a small amount of additional resources?

Organisational expenditure is assessed in terms of size, level and direction of spend.

Results achieved for a given investment or ensuring outputs deliver desired outcomes:

Do we achieve what we set out to do?

What beneficial impact have we had given the resources available to us?

Consistency – are our methods/processes consistent with the outcomes achieved?

Impact – do the outcomes achieved lead to changes in lives of those intended to benefit?
Ensuring benefits are distributed fairly or weighted towards those most disadvantaged.

 Recognising that (responsible) innovation is inherently risky, but that failure of any initiative against its own objectives does not
necessarily represent a ‘poor return’ on time/resources invested, as it could still generate (yet-to-be-defined or -conceived)
‘value’ in terms of lessons that serve to inform or shift future related thinking/practice.
 There is a strong rationale to take a longer-term view of the innovative programmes and approaches CAFOD undertakes through
our strategic funding (supporter and institutional funding).
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What this might mean for CAFOD

Look at full-life costs to procure
goods/services/assets/works

Better understand the cost drivers implicit in our operating
models/structures

Is size/level of spend appropriate given resources available?
Are goals reasonable vs the potential impact spend could
have?

Direction of spend: what spending profile should CAFOD
have? (Can we categorise our distribution of spend in
relation to our strategies for delivering J1W? What relative
proportions of the financial ‘pie’ should different activities
consume?)
CAFOD should ensure through its Evaluation Policy and use of
the Bond Evidence Principles that this is captured in all CAFOD
and partner-commissioned evaluations/reviews, and that
lessons arising from these inform future decision-making.
CAFOD and partners should be able to clearly evidence the
rootedness and targeting of hard-to-reach groups in
communities, and ensure a vulnerability and inequality analysis
is carried out at CSP, programme and project levels.

CAFOD must ensure that we do everything possible to
maximise potential for dissemination and uptake of learning
to inform related future initiatives - by ourselves and others.

Evidencing this would relate to documentation of lessons
and plans/strategy for outreach and short- and mediumterm follow-up

Endurance
Engagement

 CAFOD’s long-term partnerships precede and will be sustained well beyond project funding periods, so the ‘extra mileage’ of the
impact of time and resources invested should be considered, in terms of both extended timeframe and the value of incremental
change.
 Shorter-term relationships with partners – particularly regarding the delivery of time-bound project outputs – can introduce
risks of short-term dependency, good practice/learning by individual teams/staff but not embedded at an organisational level,
etc.
 We use strategic (CGF) funding to work with partners to build on previous successes and impact, and sustain their future
capacity.
 Taking into account our approach to resilience and sustainability and our longer-term perspective when trying to assess the
‘value’ of different interventions.
 From whose perspective is ‘stewardship’ and ‘value’ seen? Explicit consideration of active constituency involvement is key to
CAFOD’s ‘effectiveness’ but is easily lost in short-term VFM debates about results and the costs of delivering them, which do not
incorporate a holistic view of the inherent value in approaches taken, as well as outputs/outcomes. Constituency views must be
heard when determining the prioritisation and impact potential of the time and resources invested, at all stages of a programme.
This should consider the additional ‘investment’ constituents themselves volunteer and contribute to their own development
outcomes, such as labour for infrastructure projects, volunteering/campaigning time.
 Successfully engaging the most marginalised or hard to reach communities in fragile contexts requires relatively greater
investment of time and resources, but the ‘value’ lies in the very act of having achieved this.
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CAFOD must ensure that we have coherent and
comprehensive capacity development strategies and plans
in place with partners.
Evidencing this relates to clearly demonstrating the impact
of capacity development work with partners over time (in
terms of their enhanced ability to deliver on their mandate
and reach and support their constituencies and
communities.

CAFOD must ensure that we have done everything possible
to maximise the active involvement of our constituents’
feedback at every stage of the ‘programme’ lifecycle (closed
loop).
Evidencing this means clearly demonstrating how these are
actually done in practice.

